
Introduction. 

As a modern retailer, you’re acutely aware of just how much the retail 

landscape has changed. Shopper expectations of today are starkly different 

from just a few years ago, thanks to developments in technology and the rise 

of omnichannel commerce. Because of this, you may find that your legacy 

retail system is holding you back, and you need to move to a solution capable 

of meeting today’s business demands. 

Switching to a new retail management system may be daunting, but it’s a 

task that you can’t afford to postpone. Fortunately, with the right tools and 

processes, you’ll find that it’s completely doable and worth the effort. 

That’s exactly what we’ll tackle in this guide. Featuring insights from retail IT 

professionals, software researchers and cloud integrators, this guide will give 

you an in-depth look at the step-by-step process of moving to a new retail 

management system. From selecting and evaluating solutions, to deploying 

the new system across your entire operation, you will learn what it takes to 

successfully get a new retail management system up and running.

FRANCESCA NICASIO & ALI MROUEH

Everything you need to know to successfully 
migrate from a legacy POS.

Upgrading your 
multi-store POS system:
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Choosing and evaluating 
retail management 
systems.
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Begin with a roadmap.

There are numerous retail management solutions in the market, so finding 

and evaluating different systems can take up a significant amount of 

resources. To make this step easier, it’s best to have a business roadmap prior 

to conducting your search. 

Your roadmap must detail where the company is and where you want it to go. 

List the capabilities of your existing system (i.e. what it can do currently) and 

the things that you would like it to do now and in the future. 

Provide a copy of this document to key people in the company, especially to 

those involved in the search for a new system. You and your team must refer 

to this roadmap constantly when assessing different solutions.
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        TIP: START WITH EXISTING FEATURES OR PAIN POINTS.

While it might be tempting to go all out and list every feature that 

you’d like to have, the most important thing at this stage is to start 

with the functionalities of your current system. As Balogi puts it, 

“You have to be very cautious with a project like this [when you’re 

evaluating features]. You don’t want to get sidetracked and end 

up with a massive project.”

In Jurlique’s case, Balogi’s team focused on finding a replacement 

for their existing retail management system, with the ability to 

do more in the future. That was a smart move, and it made the 

evaluation phase more manageable for them. 

A good way to hone into these key requirements is to identify 

any pain points you have with your current solution. As Justin 

Guinn, a retail market researcher at Software Advice notes, “You 

have to fully understand the needs and current pain points your 

employees/colleagues have with the existing system. Go to them, 

sit down with them, and determine common problems that the 

new retail management system needs to overcome.” 

With these insights in mind, you can then proceed to researching 

and evaluating potential solutions.

Bringing in consultants.

If you don’t have the resources or expertise to research, evaluate, and deploy 

a new retail management system, then you may want to consult with third 

party experts such as software resellers, partners, or cloud integrators who 

can assist you in all phases of the project.

Jurlique, a major cosmetics manufacturer and retailer, did just that when 

it switched to a new POS system. According to Chris Balogi, Director of 

Global Information Technology at Jurlique International, they consulted 

their roadmap throughout the project to ensure that the systems they were 

evaluating aligned with where the company was and how they wanted to 

scale in the future. 

Consider doing something similar when you decide to switch retail 

management systems. Understand — and document — where the business is 

currently at, and what you plan to do going forward. Be specific. For instance, 

if going omnichannel is on your roadmap, list the specific capabilities that 

you’d like to offer (e.g. in-store pickup, mobile ordering, etc.). Doing so will 

streamline the research phase of the project and will assist your team in 

identifying potential vendors.

Research and evaluate technology vendors.

Creating a vendor matrix.

Comparing multiple vendors (each with their own set of features and 

functionalities) can get overwhelming, so you need an efficient method for 

evaluating solutions side-by-side. 

One way of doing this is to create a vendor matrix that lists all your key 

requirements. Once you have those requirements on paper, put the different 

vendors that you’re considering in separate columns, and then check off the 

features that each vendor can provide.

This is one of the steps that Jurlique took to make their research and evaluation 

phase easier. “We listed out the key requirements of our current system, and 

we had the information in a big matrix to find out what each system had to 

offer,” said Balogi.

Note: View the vendor matrix template in the appendix section at the end of this guide.

http://www.softwareadvice.com/retail/
http://www.jurlique.com/
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Writing RFPs.

Another option is to write a formal request for proposal (RFP) and send it 

to prospective vendors. According to Guinn, “Your RFP will contain all the 

requirements your new system must have. With this in hand, you can provide 

vendors with your expectations. They can then work to either meet them or 

let you know that their system isn’t right for you, saving you valuable time.” 

The best RFPs are able to give vendors a high level idea of your key 

requirements. Be sure to include: 

• A brief company profile

• An overview of your existing system

• Key features and functionalities that you’re looking for in a new system

For more information on this step, you can read Software Advice’s piece on 

writing successful RFPs.

So while a consultant may assist you in selecting and implementing a new 

system, you still need to have a solid understanding of where your business is 

and where it’s headed. (Hence the importance of creating a roadmap.) 

Once your consultant has all the required information, they may get back 

to you with a proposed solution. From there, you can choose to demo their 

proposal or move forward with a price quote. 

Doing so may enable you to save time as you won’t have to sift through 

the numerous solutions in the market. Partnering with cloud integrators 

and consultants also allows you to tap into their technical knowledge and 

expertise, so you can make smarter decisions throughout the process. 

As Jeffrey Atizado, Joint Managing Director at SMB Consultants explains, 

“As cloud integrators, we deal with improving business systems every day. 

Not only can we recommend solutions and features that are right for their 

business, but we can also offer a lot of insight in terms of how retailers can 

improve.”

Your relationship with a consultant will begin with an initial meeting to assess 

your needs. At this point, you need to provide ample information on your 

current systems and workflows, as well as your plans for the future. 

What exactly will your consultant ask? According to Atizado, you should be 

prepared to answer the following questions: 

• How many stores do you have now, and how many locations are you 
planning to expand to in the future? 

• Do you operate a warehouse, online store, or any other component 
other than your brick and mortar shop? 

• How do you fulfill orders (i.e. are orders driven out of a single point, 
such as a warehouse, or are they fulfilled out of each individual store’s 
stock?)

• How do you purchase inventory (i.e. are you ordering at a store level or 
do you have a more centralized model?)  

These are just some of the many things you should expect to discuss with 

your consultant. Remember that it’s key for them to understand your business 

in order to recommend the right solutions.  

http://www.softwareadvice.com/resources/software-rfp-tips/
http://smbconsultants.com.au/
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Calculate the costs.

Reviewing your vendor matrix or proposals should give you a clear idea of 

how much each solution would cost. Run the numbers and figure out how 

much you would spend on each system. Bear in mind that in addition to the 

cost of the software itself, you may need to factor in other expenses such as: 

• Additional hardware / equipment

• Integration costs

• Training

• Contractor fees (if you’re hiring a consultant or outsourcing some of 
the work) 

Select a solution.

At this stage, you should be able to narrow down your choices to just 2 or 3 

solutions. The next step is to decide which system to adopt. 

This isn’t a decision to be taken lightly, which is why it’s necessary to discuss 

it with key members of the organization. Depending on your company, these 

individuals may include members of your IT team, executive team, department 

heads, advisors, and more. 

Put together a presentation or document detailing what each system has 

to offer and how much they cost. See to it that everyone has the necessary 

information to make an informed decision. From there, you and your team 

should be able to move forward with confidence. 

KEY TAKEAWAYS:

Always have a roadmap with you. This document should detail 

where your company currently is and how you’re planning to 

scale.

Use a vendor matrix to easily compare solutions side-by-side.

Start by identifying existing key requirements that you’re 

looking for in a retail management solution. Don’t get too lost 

in “nice to have” features.

Involve key members of the organization in this process. 

These could include members of your IT team, executive 

team, department heads, advisors, etc.

$ $ $
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Take a cross-functional approach.

Successfully moving to a new retail management system will require work 

from multiple divisions in the organization, so the first step is to figure out 

what those departments are and how they need to work together. 

This is what Jurlique did when the company was at the planning stages of 

implementing their new system. 

“I had my project manager draw up spreadsheets identifying all the  

cross-functional parts of the business that needed to be involved with the 

project, and roughly how many hours would be needed from them, and 

when,” shared Balogi.

“For instance, we identified finance, sales, training team, operations, 

customer care, and supply chain, among others. We then determined 

what all these different departments would need to do to assist us in this 

project,” he continued.

Prepare to move  
to a new system. 

02

Switching your entire operation to a new retail management system is a 

huge undertaking, to say the least. It’s not a job that organizations can simply 

jump into, and plenty of pre-implementation steps should be taken prior to 

deployment to pave the way for a smooth transition. 

This section will discuss what these steps are. Go through them and see how 

you can apply them in your operation. 
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Communicate the change to the company.

When and how you communicate the change depends on who you’re talking 

to. While those in the higher parts of the organizational chart need to be 

aware of the change early on, you may want to hold off on telling the rest of 

the company until certain details have been finalized. 

In Jurlique’s case, Balogi said they informed their regional managers first. 

“We did an initial presentation to the regional managers at one of their 

conferences, where we introduced the new system.” 

Balogi continued, “Then we did a much more detailed and intensive 

presentation about three months later, and that’s when we showed them 

what we were going to do and how things would work.”

Meanwhile, Balogi and his team were actively working with different 

departments within the company, and this ensured that all the key people 

were aware of the upcoming change. 

Newsletters were also sent internally to give the staff an idea of what was 

coming. As for communicating at a store level, Balogi said they didn’t get into 

too much detail until closer to deployment.

But in the midst of this, Balogi and his team realized that they needed 

outside help to map out exactly how all the moving parts of the organization 

would function together. So the company hired a process analyst whose job 

was to understand and document the various processes in the organization. 

“The process analyst listened to people and documented how we currently 

did things at Jurlique,” Balogi said. She studied tasks such as how to process 

refunds, how items were shipped to stores, how purchases were made, and 

so on.  

She then worked closely with Jurlique’s store manager to figure out how the 

company’s processes would work with the new system, and whether they 

needed to change how some tasks were carried out. 

If a particular task was done differently using the new system, they would 

need to determine how to change that particular process. For instance, if the 

new system required different hardware, they would take note and decide 

what equipment to purchase.

Depending on the size and nature of your company, you may want 

to consider hiring a process analyst to assist you in planning how 

to implement the new system. Doing so will help ensure a smooth 

transition. 
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Also take note of the time it takes to migrate information, so you can plan 

accordingly. Jurlique took this step early on. “We defined exactly what was 

going to be migrated, and then as we neared deployment, we tested how 

the data migration would take place. By the time we were ready to go live, 

we knew what information we were going to transfer and how long it was 

going to take,” said Balogi.

At this point, you should try to migrate all the information that you can transfer 

in advance. This could include standard product fields such as product codes, 

descriptions, etc. Of course, for certain types of information (e.g. current 

inventory levels), you would need to wait until right before deployment to 

make the transfer. 

Test the new system.

Testing the new system will provide valuable lessons about how it works, and 

also allow you to spot issues that need to be addressed prior to deployment. 

Some of the different ways to test the new system are: 

In-house testing.

This involves testing the new system in your offices or at one store (but not 

with actual customers). Some retailers have dedicated spaces (a.k.a. labs) for 

testing new technology. 

Cable & Wireless Communications is one example of a company that uses 

such a space. “We have a fully functional Retail Laboratory in Miami (a full 

size 1500 sq. ft store) that allows vendor access for trials and keeps our 

central IT team close so they can touch, break and fix,” shares Will Gibson, 

Vice President for Retail at Cable & Wireless Communications. “Once it’s 

been trialled, we test in one market first, learning the lessons before 

deploying to other markets on a big scale.”

“We ramped up our in-store education efforts about a month prior to 

deployment,” he added. “We didn’t want to do it too early, because people 

might forget about it and lose interest.”

There are plenty of lessons to be learned from Jurlique here. To recap, take 

note of the following pointers when informing company stakeholders about 

your project: 

• Remember that not everyone needs to know about your plans from the 
get-go, so hold off on telling the entire organization until certain details 
are finalized. 

• Be organized when informing people about the project. 

• Start with managers, department heads, and individuals who are 
involved with planning and setting up the new system. From there, 
decide on when it’s time to spread the word to the store level. 

• As for how to do it, consider your message and target audience. Some 
details are best explained in person or through presentations. For 
others, newsletters would suffice. 

Think about data migration.

Next, you have to think about how to transfer data from one system to the 

next. SMB Consultant’s Jeffrey Atizado regards this step as the most time 

consuming part of the process. 

He explains some of the aspects that businesses and their consultants need 

to consider when transferring data.“We need to understand the type of data 

that we’re working with. Are we exporting from an existing platform? Are we 

coming from a manual system? How do they want the data to report?”

Whether or not you’re working with a consultant, it’s important that you 

plan out exactly what information to migrate and how. Pay attention to the 

differences in processes or fields between the two systems. 
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“Real world” testing.

While transactions can be simulated in-house, it’s still best to test the system 

with actual customers and sales. Try to find these “real world” opportunities 

for your business. 

In the case of Jurlique, the company found a great chance to test the new 

system when the Australian Open took place. The retailer set up a pop-up 

store at the event, and they used their new retail management system to 

process transactions. 

“It was a fantastic testing environment for us,” shared Balogi. “We learned a 

lot of lessons because of it.” 

Train users on the new system.

The next step is to train the users who will be using the new solution. At this 

stage, you should prepare education modules, determine who will conduct 

training, and how various individuals should be trained. Bear in mind that you 

may need to train people differently, depending on their roles. 

Consider what Jurlique did. About a month before deployment, one store 

manager prepared training documents on the new processes and workflows. 

They then flew other store managers into their offices in South Australia and 

spent two days educating them on how to use the new system. From there, 

the managers went back to their respective stores to train their staff. 

Jurlique conducted separate education sessions for regional managers, since 

they required a different type of training.

KEY TAKEAWAYS:

Identify the departments / parts of the business that would 

be affected by the change and map out how all these moving 

parts should work together. These departments may include 

sales, IT, marketing, customer care, operations, supply chain, 

and finance, among others. 

Be organized when informing people about the project. Start with 

managers, department heads, and individuals who are involved 

with planning and setting up the new system. From there, decide 

on when it’s time to spread the word to the store level. 

Plan out exactly what information to migrate and how. Also 

take note of the time it takes to migrate information, so you 

can make the necessary arrangements. 

In-house testing is great, but try to test the solution with actual 

customers and sales, perhaps at an event or pop-up store. 

Prepare education modules determining who will conduct 

training, and how various individuals should be trained. 

Bear in mind that you may need to train people differently 

depending on their roles.
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Prepare stores for deployment.

See to it that your stores are well-equipped and adequately staffed to 

transition to the new system. Purchase the required hardware (e.g. scanners, 

receipt printers, tablets) and send them to each store well before the go-

live date. If necessary, enable Wi-Fi in your stores, and set up the necessary 

connections to ensure everything works. And if you’re importing data, keep 

all the files (i.e. spreadsheets) you need handy. 

Additionally, you want people with ample knowledge about the new solution 

to be on site when you deploy. Send a couple of your team members (ideally 

an IT expert and someone who’s familiar with the new system) to each store 

when it’s time to go live. Set their schedules in advance so you know exactly 

who will be in each store and when they’re supposed to be there. 

Deploy the new system.

03

Once the initial planning and training have been completed, you need to 

figure out how — and when — the system should be deployed. Here are a few 

things to consider:

Decide on an implementation method.

Decide if you’re going to turn on the solution for all your stores at the same 

time, or if you’re going to stagger the rollout over a period of time. 

As Atizado put it, “In the context of multi-store retailers, there needs to be a 

discussion as to whether we’re implementing the new solution for all stores 

at once, or if we’re going to do it one [or however many] stores at a time. 

The main thing retailers need to think about at this stage is how they can 

minimize or even eliminate downtime.”

If you decide on a staggered approach, you would need to specify which 

stores will go live with the new system and when. In Jurlique’s case, the 

company chose to group stores according to state, then staggered the 

deployment one state at a time. According to Balogi, they basically did one 

state a week, and this enabled them to deploy the system with minimal issues.

OPEN
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Post-implementation.

04

The work doesn’t stop with deployment. To ensure continued success, take 

steps to optimize and improve your system. The following pointers will help 

you get the most out of your solution. 

Monitor and gather feedback.

Closely monitor how stores are doing in the weeks following the deployment. 

Refer to your objectives for switching to the new system, and evaluate whether 

the solution has helped you meet them. 

Gather feedback from associates, managers, and other members of the 

organization who were affected by the change. How are they liking the new 

solution? Have they encountered any difficulties so far? Are they happy with 

the switch? 

It’s also best to establish a good relationship with your vendor and/or 

consultant. Discuss any fine-tuning or tweaks that need to be implemented so 

you can keep the system running smoothly. 

Even if you don’t have any issues with your system, it’s still a good idea to work 

closely with them, so you can tap into their expertise and resources. Many 

solution providers and consultants provide training and additional information 

on features and functionalities that may come in handy for your team.

KEY TAKEAWAYS:

Decide on a rollout method: implementing the solution across 

all stores at once vs. staggering deployment over a certain 

period of time. 

Consider having a solutions expert and IT professional on site 

for the whole day when you go live. 

Migrate inventory, financial, and other data into the new 

system the night before or several hours prior to deployment. 

After transferring the data, switch out the hardware (cash 

drawers, receipt printer) then turn on the new system. 

Most of the heavy lifting (i.e. data migration, setup, training, 

etc.) should be completed prior to the actual deployment, 

making the final changeover relatively simple.

Deploying the new solution.

The first step in implementing the new solution is to migrate data from your 

old system. Certain types of information, such as inventory levels and financial 

data, must be kept current, so you would need to wait until the store closes 

on the day prior to deployment before transferring the data. 

Once your data has been migrated, you can proceed to switch out the 

hardware (e.g. cash drawers, receipt printers, etc.), and then turn on the new 

solution. 

The above steps should be fairly simple if your team have adequately tested 

the solution and if store employees are properly trained. In any case though, 

it’s best to have your IT and solutions expert present in the store during the 

implementation process and the rest of the day to monitor operations and 

resolve any issues.
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Conclusion.

05

Finding, purchasing, and deploying a new retail management solution takes 

tremendous effort. In order to complete the project on time (and on budget) 

you should arm your team with the knowledge and tools that’ll keep them 

organized and on track. Let this guide serve as one of those tools. Hopefully, 

you can use the insights and examples we’ve provided when you decide to 

move to a new system. 

Good luck with your search for a new retail management solution. It’s a 

lengthy process, but know that going through it is crucial to future-proofing 

your business. And if you need a quick overview of what the process entails, 

you can refer to the following workflow graphic.

Work on what’s next for the company.

The retail industry doesn’t stay stagnant, and neither should you. Keep your 

roadmap updated, and refer to it often so you can figure out your next steps.  

Have a discussion with key company members around what’s next for the 

company and explore how your retail management system will enable you to 

implement your plans going forward. 

KEY TAKEAWAYS:

Evaluate how well the retail management system meets your 

needs. 

Gather feedback from users.

Work with your solution provider / consultant to make the 

most of the new system. 

Refer to your roadmap and when the time is right, explore 

how your new retail system will enable you to implement your 

plans going forward.
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Post-deployment.

• Monitor stores using the new 

system

• Determine if it meets your 

objectives/requirements

• Work out any issues with your 

solution provider/consultant

• Work with your solution 

provider/consultant to make the 

most out of the system

• Refer to your roadmap to 

determine what’s next for the 

company

• Explore how your new system 

can help your business scale to 

where you need it to be

Evaluate retail 
management systems.

• Create a roadmap for the 

company

• Research and evaluate technology 

vendors through any of the 

following methods: 

• Create a vendor matrix

• Bring in a consultant 

• Write RFPs

• Calculate the costs

• Select a solution

Prepare to move to 
a new system.

• Identify all parts/departments 

of the company that need to be 

involved

• Map out how different 

departments should work 

together

• Study and document the 

various processes that would be 

affected by the new system

• Communicate the changes to 

the company

• Think about data migration

• Test the new system

• Train users on the new system

Deploy the new 
system.

• Decide on an implementation 

method: deploy all at once vs. 

staggered deployment

• Purchase the necessary 

equipment and set up Wi-Fi in 

your stores

• Assign a solution expert and 

IT professional in each store to 

oversee implementation

• Migrate inventory, financial and 

customer data into the new 

system

• Switch out the hardware

• Turn on the new retail 

management system

1 2 3 4

RETAIL MANAGEMENT SYSTEM:

Selection and deployment workflow.



About Vend.
Vend is a cloud-based retail software platform that enables retailers to accept 

payments, manage their inventories, reward customer loyalty and garner 

insights into their business in real time. Vend is simple to set up, works with a 

wide range of point of sale devices and operates on any web-capable device 

with a browser.  

 

Whether it’s simplifying the inventory process, cutting 30 minutes from their 

end-of-day bookkeeping or making it simpler for them to sell their products 

on multiple channels, Vend’s mission is to make retailers’ lives easier.  

 

With Vend, retailers are able to focus less on transaction and inventory 

concerns and more on creating relationships with their customers. Vend aims 

to empower merchants by putting the right data and tools into retailers’ hands 

and enabling them to do things themselves – and succeed.

Run the world’s best retail. 

www.vendhq.com V
0

9
3

1

http://www.vendhq.com
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Use the legend below to score vendors according to how well they meet your requirements.

3 = Standard feature     2 = Addtional application     1 = Development required     0 = Not supported

Vendor A Vendor B Vendor C

CORE FEATURES

Cloud-based and available from anywhere using an iPad, Mac or PC. 

Offline mode.

Software updates are continuous and free.

A combination of POS applications and a powerful, multi-outlet retailer back 

office administration tool.

Low upfront investment, no set up or cancellation fees.

Developer program with API that uses the latest open-standard 

authentication and authorization protocol.

SALES

Switch between outlets, registers and users for sales session.

Scan product by barcode, quick keys, select by ID or search.

Apply discounts by line item or total sale.

Add customer and/or notes to a sale.

Create and email customer receipts.

Accept returns and provide refunds.

Void or park (i.e. save) current sale. Easily retrieve and complete later.

PAYMENTS TYPE

Cash.

Check / cheque.

Magnetic stripe cards.

Chip cards.

On-account.

Retail management system requirements.
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Layby/layaway.

Loyalty redemption.

Split payments.

PRICING & PROMOTIONS

Run promotions and allocate special pricing by customer list. Import and 

export price books.

Run and manage promotions by schedule. Refine by customer group and 

outlet.

Set pricing by customized markup percentage.

Create bundled products from product sub-components.

RECEIPTS

Print and email sales receipts.

Customize multiple receipt styles.

Print and email receipts from historical sales.

PRODUCTS

Class products by supplier, images, tax, pricing and markup.

Manage multiple item variations, including color, size and style.

Import and export product data in CSV format.

INVENTORY

Manage and track inventory across all stores.

Export inventory data to spreadsheet.

Keep track of stock on hand.

Purchase and replenish stock: reorder points, purchase orders and 

autofulfillment, and integration with accounting packages.

Receive stock and generate automatic receipts.

Transfer stock between locations.

Put stock on hold.

Manage inventory through specialist add-ons.

Generate and print barcodes.
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CUSTOMER RELATIONSHIP MANAGEMENT

Record customer contact details, assign sales and track purchase history.

Organize customers into groups, staff, VIPs etc.

Offer promotions by customer group.

Manage customer accounts receivable.

Earn and redeem points in a customizable, retailer-specific loyalty program.

REPORTING

View historical sales for cashier, outlet, retailer and customer.

Run inventory reports. Report by product type, date, tag, and supplier.

Export report data for sharing or importing into your accounting or ERP 

systems.

HARDWARE

Multi-device, multi-platform: iPad, Mac and PC. Runs on touch screen 

devices.

Compatible with selected receipt printers, invoice printers, cash drawers, 

barcode label printers, barcode scanners and credit card readers.

RETAIL ADMINISTRATION

Maintain outlet and register details.

Configure taxes by outlet.

Maintain multiple payment types.

Customize the POS dashboard.

RETAIL BACK OFFICE

Use register open and close processes.

USER MANAGEMENT

Manage users, user profiles and roles.

EMPLOYEE MANAGEMENT

Track sales by cashier and date.

Define and manage sales targets.

INTEGRATIONS & ACCOUNTING

Schedule appointments, work, and services.
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Accounting and financial system integration to reconcile bank accounts, 

post sales totals, accounts payable, accounts receivable, and to track loyalty 

liability.

Integrated ecommerce.

Manage customer engagement/reviews.

Schedule/roster staff. Track jobs and assignments.

Manage inventory and warehousing.

Reward loyalty and segment customers.

Payment service integrations.

Generate and track retail analytics.

Use beacon technology for in-store analytics.

ADDITIONAL COMMENTS

Vendor A Vendor B Vendor C


