
Center for Management Science Research  
ISSN: 3006-5291   3006-5283   Volume 3, Issue 8, 2025 
 

https://cmsrjournal.com                                  | Moreira, 2025 | Page 971 

 
DIGITAL TRANSFORMATION IN U.S. SMES: A REPEATABLE ERP 

PLAYBOOK BACKED BY A REAL CASE (CS-01) 
 

Deni Ruben Moreira 
 

DRM Solutions Inc., Montreal, Canada 
 

DOI: https://doi.org/10.5281/zenodo.18692716  
 

Abstract 
Digital transformation has become a strategic imperative for small and medium-
sized enterprises (SMEs) in the United States, particularly in retail environments 
where omni-channel complexity and customer expectations continue to rise. 
Enterprise resource planning (ERP) systems are increasingly adopted as 
foundational platforms to integrate fragmented operational processes across 
finance, inventory, procurement, and digital commerce. However, ERP initiatives 
in SMEs remain high-risk due to common failure drivers related to governance 
gaps, data readiness challenges, and user adoption constraints. This article 
proposes a repeatable ERP-led digital transformation playbook grounded in both 
scholarly research and validated through a real-world SME case (CS-01) drawn 
from a North American specialty retailer. The case demonstrates how structured 
discovery, phased implementation, integration discipline, and adoption 
enablement can mitigate known SME ERP risks while establishing a scalable 
operational backbone. The article further argues that the controls and artifacts 
applied in this engagement are transferable across U.S. retail SMEs facing similar 
pressures. By synthesizing academic insights with practical execution lessons, the 
paper contributes a structured framework for SMEs seeking sustainable and 
replicable digital transformation outcomes. 
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INTRODUCTION
Small and medium-sized enterprises (SMEs) are 
foundational to the U.S. economy, representing 
over 99% of all businesses and contributing 
significantly to employment and gross domestic 
product. In an increasingly digital and 
competitive marketplace, SMEs are under 
growing pressure to modernize their operations 
and adopt integrated digital technologies to 
sustain growth, improve operational efficiency, 
and support strategic decision-making (Sagala & 
Őri, 2024).  Digital transformation extends 
beyond adopting individual technologies  it 
implies a comprehensive integration of digital 
capabilities across operational functions, 
organizational processes, and strategic models, 
enabling firms to become more agile, efficient, 
and customer-centric. In the context of SMEs, 

this process encompasses enterprise resource 
planning (ERP) systems, cloud platforms, and 
other digital tools that consolidate business 
functions such as finance, inventory, 
procurement, and sales into unified platforms 
(Nazaruddin et al., 2024).  
In the United States, small businesses represent 
99.9% of all firms, employ approximately 45.9% 
of private-sector workers, and contribute roughly 
43.5% of national GDP (U.S. Small Business 
Administration, 2024). Given this structural 
significance, digital transformation in SMEs is 
not merely a firm-level modernization initiative 
but an economic imperative. ERP-led digital 
transformation initiatives, when successfully 
executed, contribute to productivity resilience, 
operational reliability, and broader competitive 
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capacity across the U.S. economy. The scalability 
and stability of SME operating models therefore 
have macroeconomic implications extending well 
beyond individual enterprise performance. 
ERP systems have been recognized as a critical 
pillar of digital transformation, particularly for 
SMEs seeking to bridge operational 
fragmentation and data silos. Traditional research 
on ERP adoption historically focused on large 
enterprises, but as ERP vendors have expanded 
offerings to cloud-based systems with lower entry 
barriers, SMEs are increasingly implementing 
ERP to integrate core processes and enable 
scalable operations (Haddara & Zach, 2011). 
Moreover, recent systematic studies identify ERP 
adoption and digital transformation as correlated 
strategies that can enhance decision-making, 
improve competitive positioning, and support 
operational resilience in small and mid-sized 
firms (Gessa et al., 2023).  
However, empirical evidence suggests that SMEs 
face unique transformation challenges distinct 
from larger firms. These include limited financial 
resources, talent constraints, resistance to change, 
and the complexity of integrating technology into 
existing workflows (Omowole et al., 2024). A 
growing body of literature emphasizes that 
successful digital transformation in SMEs 
requires more than technology adoption; it 
requires coherent organizational strategy, process 
alignment, governance structures, and 
incremental capability building (Sagala & Őri, 
2024; Aalto University thesis, 2025).  
Despite the confirmed importance of digital 
transformation and ERP in SME contexts, 
research also highlights fragmentation in existing 
frameworks and a need for structured, practical 
models that SMEs can use to guide 
implementation (Zamani, 2022; preprint SLR, 
2025). This underscores an opportunity for 
evidence-based playbooks that translate academic 
insights into actionable steps for 
practitioners.Against this backdrop, this article 
advances a repeatable ERP transformation 
playbook, validated through a real SME case (CS-
01) drawn from a specialty retail organization. By 
integrating scholarly insights with practical 
execution guidance, the playbook aims to offer 

both conceptual grounding and actionable 
direction for U.S. SMEs pursuing digital 
transformation. 
 
1.1 Case Context: A Representative SME 
Operating Model 
To ground the discussion of ERP-led digital 
transformation in practice, this article draws on a 
real implementation carried out within a North 
American specialty retail SME. the 
organization’s operating model closely mirrors 
that of many U.S. small and mid-sized enterprises 
navigating omni-channel growth. At the time of 
the transformation initiative, the organization 
had been operating for more than three decades 
and had established a strong regional brand 
presence in the consumer retail sector. Its 
business model combined a distributed network 
of physical retail boutiques with a direct-to-
consumer eCommerce channel, supported by 
centralized purchasing, inventory management, 
and finance functions. This hybrid structure 
reflects a common evolution path for U.S. retail 
SMEs: growth through channel expansion rather 
than organizational simplification. Digital 
commerce was not a peripheral activity for the 
organization. Online sales represented a material 
share of total revenue, exceeding one-quarter of 
overall transactions, thereby introducing 
significant operational dependencies between 
storefront operations, inventory availability, 
fulfillment processes, and financial 
reconciliation. As transaction volumes increased, 
the limitations of fragmented systems and 
manual coordination became more pronounced. 
The organization employed several hundred staff 
across retail, logistics, and back-office functions, 
placing it firmly within the SME segment while 
still exhibiting operational complexity typically 
associated with larger enterprises. Like many 
SMEs in retail and consumer goods, the company 
designed its products internally but relied on 
external manufacturing and a distribution-
focused operating model. This increased the 
importance of supply-chain coordination, landed 
cost accuracy, inventory visibility, and reliable 
order-to-cash processes. Although headquartered 
outside the United States, the organization’s 
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transformation challenges align closely with those 
faced by U.S. SMEs described in the literature: 
fragmented digital landscapes, increasing 
integration demands between eCommerce 
platforms and back-office systems, and the need 
to modernize core processes without disrupting 
day-to-day operations. As such, the case provides 
a credible and transferable reference point for 
examining how ERP-centered digital 
transformation can be executed in a way that is 
both practical and repeatable across the U.S. 
SME market. 
 
2. Project Overview: ERP-Led Digital 
Transformation Scope 
To address the operational fragmentation 
described above, the organization initiated an 
ERP-centered digital transformation program 
designed to modernize and standardize its core 
business processes. The project was structured 
around the implementation of a cloud-based ERP 
backbone capable of integrating finance, 
purchasing, inventory, sales execution, and omni-
channel commerce operations within a single 
operating model. 
The high-level objective was not simply 
technology replacement, but the establishment of 
an integrated enterprise platform that could 
improve operational control, reduce manual 
reconciliation, and enable more reliable reporting 
across both physical retail and eCommerce 
channels. This reflects a transformation pattern 
increasingly emphasized in SME digitalization 
research: ERP adoption serves as an enabling 
foundation for process integration and scalable 
decision-making rather than an isolated IT 
upgrade (Haddara & Zach, 2011; Sagala & Őri, 
2024). 
 
1.2 Technology Architecture and System Scope 
The transformation was anchored on a modern 
SaaS ERP platform, supported by a set of retail- 
and fulfillment-specific extensions. The 
technology scope included: 
▪ Core ERP backbone (cloud-based): 
Supporting financial management, purchasing, 
sales, and inventory controls. 

▪ Retail back-office enablement: Providing 
functionality tailored to multi-store retail 
operations. 
▪ eCommerce integration layer: 
Connecting the organization’s Shopify commerce 
environment with ERP master data, order flows, 
and inventory signals. 
▪ Shipping and fulfillment extensions: 
Enhancing outbound logistics execution and 
operational reliability. 
▪ Landed cost and inventory valuation 
capabilities: Strengthening costing accuracy and 
financial transparency. 
▪ Baseline reporting enablement: 
Establishing standardized analytics and 
operational visibility through business 
intelligence tools. 
This modular ecosystem reflects a common SME 
transformation architecture: ERP as the system of 
record, complemented by targeted industry 
extensions and integration middleware to 
support omni-channel execution. 
 
1.2.1 Functional Coverage and Complexity 
Profile 
At kickoff, the implementation scope was 
assessed as medium complexity across the 
organization’s core operational domains, 
including: 
▪ Financial management 
▪ Accounts payable and receivable, 
including electronic payments and automated 
bank reconciliation 
▪ Purchasing and procurement workflows 
▪ Sales processing and order management 
▪ Inventory management and warehouse 
execution 
Additional areas were scoped as lighter 
complexity, including project tracking functions 
and standardized reporting enablement. This 
profile is typical of retail SMEs, where complexity 
is driven not by niche functionality but by the 
need to synchronize processes across channels, 
locations, and transactional systems. 
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1.2.3 Special Integration Topics and 
Operational Requirements 
Beyond standard ERP modules, the project 
included several specialized operational 
requirements that are particularly relevant in 
SME environments: 
▪ Payroll-related automation: Generating 
structured payroll provider files based on hours 
worked and enabling automated import of 
payroll accounting journal entries. 
▪ Commerce platform synchronization: 
Ensuring reliable integration between Shopify 
(including point-of-sale usage) and back-office 
ERP controls. 
▪ Future roadmap planning: Identifying 
advanced product lifecycle management (PLM) 
needs as a Phase II initiative, demonstrating a 
phased transformation strategy rather than an 
overly broad initial scope. 
These elements highlight a critical point 
emphasized in ERP implementation research: 
SMEs often require careful sequencing of scope, 
with core operational stabilization prioritized 
before advanced extensions are deployed (Ahmad 
& Cuenca, 2013). 
 
1.2.4 Phased Delivery Strategy 
The transformation was structured as a multi-
phase program: 
▪ Phase I: Core ERP deployment and 
essential integrations supporting finance, 
inventory, retail operations, and eCommerce 
connectivity. 
▪ Phase II: A planned extension focused 
on advanced product lifecycle capabilities, 
positioned as a future enhancement once the 
ERP foundation was stabilized. 
The Phase I effort represented a substantial multi-
month implementation encompassing discovery, 
configuration, testing, training, data migration, 
integration delivery, and go-live stabilization. This 
phased approach reflects best practice in SME 
digital transformation, where incremental 
delivery reduces disruption and strengthens 
adoption capacity (Goldston, 2019). 
 
 

1.3. Business Problem: Operational 
Fragmentation in a Growing SME 
As the organization expanded across both 
physical retail locations and digital commerce 
channels, operational complexity increased faster 
than internal systems could adapt. While 
individual systems functioned adequately within 
their own domains, the lack of integration across 
boutiques, eCommerce platforms, and back-office 
functions created growing inefficiencies. 
Workflows that spanned multiple systems—such 
as order processing, inventory reconciliation, 
purchasing coordination, and financial close—
often required manual intervention. Data had to 
be reconciled across platforms, increasing the risk 
of inconsistencies and slowing decision-making. 
This fragmentation is common in SMEs that 
grow incrementally through channel expansion 
rather than enterprise-level system redesign. One 
of the most significant operational challenges 
involved limited end-to-end visibility. Inventory 
levels across physical stores and the online 
channel required coordination, yet discrepancies 
could arise when updates were not synchronized 
in real time. Similarly, purchasing decisions and 
financial reporting relied on data consolidated 
from multiple sources, reducing transparency and 
increasing operational risk. 
The organization’s eCommerce platform built on 
Shopify, including point-of-sale usage in retail 
locations operated effectively as a customer-facing 
system but was not fully integrated with 
structured back-office controls. As transaction 
volumes increased, the need for tighter 
integration between commerce operations and 
enterprise systems became more urgent to 
support reporting, scalability, and financial 
control. In addition, payroll-related processes 
required structured integration. Generating 
payroll files based on hours worked and ensuring 
accurate accounting journal entries involved 
manual steps that introduced inefficiencies and 
potential errors. While manageable at smaller 
scale, these processes became increasingly 
burdensome as the organization grew. 
Collectively, these issues did not represent system 
failure but rather a scaling limitation a common 
inflection point in SME digital transformation. 
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The organization required an integrated 
operational backbone capable of standardizing 
processes and reducing reliance on manual 
reconciliation. 
 
1.4. Solution Overview: Establishing an 
Integrated ERP Operating Model 
To address these challenges, the organization 
implemented an ERP-centered digital 
transformation designed to unify core business 
processes under a single operating model. At the 
center of the solution was a cloud-based ERP 
backbone, deployed to serve as the system of 
record for: 
• Financial management 
• Accounts payable and receivable 
• Purchasing and procurement 
• Sales processing 
• Inventory control 
To support the organization’s multi-store retail 
environment, a retail back-office layer was 
deployed to align store operations with 
centralized controls. This enabled greater 
consistency across physical locations while 
preserving operational flexibility at the store level. 
A critical component of the transformation was 
the implementation of an integration layer 
connecting Shopify to the ERP environment. 
This integration synchronized orders, product 
information, pricing, and inventory signals 
between the commerce platform and back-office 
systems. By reducing manual data transfers, the 
organization improved reliability across channels 
and strengthened reporting consistency. 
Additional capabilities were implemented to 
support operational accuracy and fulfillment 
reliability, including: 
• Shipping enablement tools to streamline 
outbound logistics 
• Landed cost functionality to enhance 
inventory valuation and cost transparency 
• Standardized reporting capabilities to 
improve visibility into operational and financial 
performance 
Payroll-related automation was also incorporated 
to support structured file generation and 
accounting entry integration, reducing manual 
workload in back-office operations. Rather than 

introducing excessive customization, the solution 
followed a modular architecture in which ERP 
served as the foundational system, complemented 
by targeted extensions and controlled 
integrations. 
 
1.5. Delivery Approach: Phased, Controlled 
Implementation 
The transformation was delivered through a 
structured, phased methodology designed to 
reduce operational risk and support user 
adoption. The project began with a structured 
discovery and documentation phase, during 
which scope, risks, and process gaps were 
identified and validated. This foundational stage 
ensured alignment between business objectives 
and system configuration before technical build 
commenced. Configuration and development 
were executed iteratively. Functional areas were 
configured, unit-tested, and progressively 
validated before entering integrated testing. 
During integrated testing, cross-functional 
workflows were simulated to identify defects and 
process misalignments, enabling corrective 
adjustments prior to go-live. 
Data readiness was treated as a distinct 
workstream, with migration planning and 
validation processes implemented to ensure that 
financial, inventory, and transactional data could 
be reliably transferred into the new environment. 
Cutover planning and operational start 
preparation were managed carefully to minimize 
disruption. Post-go-live stabilization support 
allowed the organization to address early-stage 
adjustments and reinforce user confidence in the 
new system. Training and knowledge transfer 
were delivered in alignment with role-based 
responsibilities, supporting adoption and 
reducing resistance to change an essential 
element in SME transformations where teams 
often operate with limited capacity. This phased 
and controlled delivery model reinforced stability 
while enabling meaningful operational 
modernization. 
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1.6. Implementation Leadership and 
Governance 
Successful SME digital transformation depends 
not only on technical architecture but also on 
structured governance and delivery ownership. 
The project involved defined governance 
mechanisms, including milestone tracking, 
stakeholder alignment, and coordinated 
communication between business leadership and 
implementation teams. Scope control and risk 
management were maintained throughout the 
lifecycle to prevent uncontrolled expansion 
beyond agreed objectives. Testing strategy 
encompassed both functional validation and 
integrated scenario testing to ensure operational 
readiness. Defect triage processes supported 
structured issue resolution prior to go-live. 
Coordination of integrations, cutover 
sequencing, and user enablement required cross-
functional collaboration across retail operations, 
finance, inventory management, and external 
technology providers. Governance discipline, 
rather than system complexity alone, played a 
central role in achieving a stable and controlled 
transition. 
 
1.7. Outcomes: Operational Improvements and 
Measurable Stabilization 
Following implementation, the organization 
achieved documented operational improvements 
consistent with the project’s objectives. Manual 
reconciliation efforts were reduced through 
automation of order synchronization and payroll-
related accounting entries. Integration between 
commerce and back-office systems improved data 
consistency, supporting more reliable financial 
reporting and inventory visibility. Standardized 
workflows across retail locations and the 
eCommerce channel enhanced operational 
control and reduced process variability. Improved 
visibility into purchasing and inventory 
movements supported more informed decision-
making.Where quantitative performance metrics 
were available, internal documentation and 
validation artifacts confirmed successful 
stabilization of core operations post-go-live. In 
areas where precise numerical KPIs were not 
formally tracked, qualitative operational 

improvements were substantiated through 
documented user validation and acceptance 
processes. Importantly, the outcomes did not 
reflect isolated system upgrades but rather the 
establishment of an integrated operating model 
capable of supporting continued growth. 
 
1.8. Why This Matters Beyond One Client: 
Transferability and U.S. Relevance 
This case is not significant because of the specific 
organization involved, but because it reflects 
structural realities common across U.S. small and 
medium-sized enterprises (SMEs). SMEs account 
for the overwhelming majority of U.S. firms and 
employ nearly half of the private-sector 
workforce, making their operational efficiency 
and digital maturity critical to economic 
competitiveness (U.S. Small Business 
Administration, 2024). As these firms expand 
across physical and digital channels, operational 
complexity increases disproportionately to 
organizational capacity. 
 
1.8.1 U.S. SME Digital Pressures in Retail and 
Omni-Channel Contexts 
The rapid expansion of omni-channel retail has 
intensified integration challenges for SMEs. 
Research on omni-channel distribution systems 
highlights that inventory coordination, 
fulfillment synchronization, and cross-channel 
visibility significantly increase operational 
demands, particularly when physical stores 
function simultaneously as sales points and 
fulfillment nodes (Hübner, Holzapfel, & Kuhn, 
2016). 
U.S. Census retail indicators further demonstrate 
that e-commerce continues to represent a 
significant and expanding share of total retail 
activity, reinforcing the operational importance 
of synchronized inventory, finance, and order 
workflows among SMEs operating across digital 
and physical channels (U.S. Census Bureau, 
2024). As online and in-store commerce 
increasingly intersect, SMEs must maintain real-
time data consistency across platforms to avoid 
stock imbalances, reconciliation delays, and 
reporting distortions. This structural complexity 
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elevates integration discipline from a technical 
preference to an operational necessity. 
For SMEs operating with limited back-office 
resources, fragmented systems create delays in 
inventory reconciliation, purchasing 
coordination, and financial reporting. Digital 
transformation literature consistently emphasizes 
that organizations must redesign operational 
processes alongside technology adoption to 
sustain competitiveness (Vial, 2019). Without 
integration across finance, inventory, and 
commerce systems, SMEs struggle to achieve 
scalable growth. 
 
1.8.2 ERP as an Enabler of Integrated SME 
Operations 
ERP systems are widely recognized as 
foundational integration platforms that 
consolidate financial, procurement, inventory, 
and sales data into a unified system of record 
(Haddara & Zach, 2011). Unlike isolated digital 
tools, ERP systems enforce process 
standardization and enable cross-functional 
visibility. 
Research specific to SMEs confirms that ERP 
adoption can improve operational coordination, 
reporting reliability, and decision-making capacity 
when implementations are properly governed 
(Snider, da Silveira, & Balakrishnan, 2009). 
However, implementation success depends 
heavily on organizational alignment and 
execution discipline rather than software 
selection alone. 
 
1.8.3 Common Causes of ERP Failure in SMEs 
A consistent theme in ERP research is that 
implementation failures are rarely caused by 
technology defects. Instead, they stem from 
breakdowns in process alignment, governance, 
and change management (Ahmad & Cuenca, 
2013; Finney & Corbett, 2007). Critical success 
factor studies identify top management 
commitment, structured project governance, user 
training, and phased execution as determinants 
of successful outcomes (Somers & Nelson, 2001). 
When SMEs underestimate the organizational 
impact of ERP implementation, projects may stall 

due to scope creep, data migration errors, or user 
resistance. 
This case’s approach directly addresses these 
failure drivers through: 
• Structured discovery and scope 
confirmation 
• Iterative testing (unit and integrated 
validation) 
• Data readiness planning 
• Controlled cutover management 
• Role-based adoption enablement 
These elements align closely with empirically 
validated success factors identified in SME ERP 
literature (Ahmad & Cuenca, 2013). 
 
1.8.4 Business Value in Retail SMEs 
The value of ERP in retail SMEs lies not 
primarily in automation but in operational 
reliability. Integrated systems enable more 
consistent inventory visibility, improved order-to-
cash coordination, and more reliable financial 
reporting (Snider et al., 2009). Omni-channel 
research demonstrates that inventory accuracy 
and fulfillment coordination directly influence 
operational efficiency and customer experience 
(Hübner et al., 2016). By synchronizing 
commerce platforms with structured back-office 
controls, SMEs can reduce reconciliation delays 
and support more informed purchasing 
decisions. 
 
1.8.5 Replicability Across U.S. SMEs 
The most transferable element of this case is the 
implementation methodology rather than the 
specific technology configuration. The repeatable 
controls include: 
• Governance cadence and stakeholder 
alignment 
• Phased deployment to reduce risk 
• Integration testing and defect triage 
discipline 
• Data migration validation routines 
• Structured training and knowledge 
transfer 
The transferability of the CS-01 case is driven by 
recurring structural conditions common across 
U.S. retail SMEs: multi-location store networks, 
commerce-to-back-office synchronization 
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requirements, inventory visibility pressures, and 
constrained organizational capacity for large-scale 
transformation. These recurring characteristics 
suggest that the implementation controls 
demonstrated in this case are not organization-
specific but context-relevant. Because the 
playbook addresses structural SME constraints 
rather than firm-unique circumstances, it 
provides a replicable governance and delivery 
model applicable to comparable U.S. retail 
environments. 
 
1.8.6 Digital Adoption and Integration 
Maturity in U.S. SMEs 
Recent U.S. Annual Business Survey data 
indicate meaningful adoption of cloud 
computing services and specialized business 
software among employer firms, reflecting steady 
progress in digital tool uptake (National Center 
for Science and Engineering Statistics, 2023). 
However, while technology adoption rates have 
increased, integration maturity remains uneven. 
Many SMEs operate multiple standalone systems 
without fully synchronized data architectures. 
This disparity between digital adoption and 
operational integration underscores the 
importance of structured ERP-centered 
transformation approaches that prioritize process 
alignment, governance, and system 
interoperability rather than isolated software 
deployment. 
 
Discussion 
Digital transformation research confirms that 
SMEs succeed when transformation initiatives are 
incremental, aligned with organizational capacity, 
and supported by learning and internal capability 
development (Kraus et al., 2022; Sagala & Őri, 
2024). Because the operating conditions reflected 
in this case—multi-location retail, Shopify-based 
eCommerce, inventory synchronization 
challenges, and payroll integration needs are 
common among U.S. SMEs, the transformation 
playbook demonstrated here is directly 
transferable. It provides a structured approach to 
mitigating known ERP failure risks while 
enabling scalable digital operations. The case 
presented in this article illustrates how ERP-

centered digital transformation can serve as a 
practical and repeatable pathway for SMEs 
seeking operational integration and scalability. 
While large enterprises often have dedicated 
transformation teams and extensive resources, 
SMEs must execute digital change under 
significantly tighter constraints. This reality 
makes structured implementation discipline 
rather than technological sophistication alone—
the primary determinant of success. A key insight 
emerging from this case is that ERP adoption in 
SMEs should be understood less as a software 
deployment and more as an operating model 
redesign. Digital transformation research 
emphasizes that value is created when digital 
technologies are embedded into organizational 
processes, governance mechanisms, and strategic 
decision-making structures (Bharadwaj, El Sawy, 
Pavlou, & Venkatraman, 2013). In the absence of 
such alignment, technology investments risk 
reinforcing fragmentation rather than resolving 
it. This is particularly relevant in omni-channel 
retail SMEs, where operational complexity grows 
rapidly as firms expand across physical and digital 
channels. Retail scholars have shown that omni-
channel environments require synchronized 
inventory, fulfillment coordination, and cross-
channel visibility, creating integration pressures 
that legacy systems and manual workflows cannot 
sustain (Gallino & Moreno, 2014). In such 
contexts, ERP systems provide a centralized 
backbone that enables consistent execution 
across stores, warehouses, and eCommerce 
platforms. 
However, ERP implementations remain high-risk 
initiatives for SMEs. Prior research consistently 
identifies failure drivers not in the technology 
itself, but in execution gaps related to 
governance, change management, and 
organizational readiness (Aloini, Dulmin, & 
Mininno, 2007). SMEs are especially vulnerable 
because they often lack redundancy in staffing 
and cannot tolerate prolonged disruption. This 
reinforces the importance of phased delivery 
approaches that stabilize core processes before 
expanding into advanced capabilities. The case 
also highlights the strategic role of integration 
discipline. Rather than treating commerce 
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platforms, payroll tools, and fulfillment systems 
as separate operational islands, the 
transformation approach emphasized controlled 
interfaces and standardized workflows. This 
reflects broader findings in supply chain and 
information systems research, where integration 
quality is strongly associated with operational 
performance and decision reliability (Rai, 
Patnayakuni, & Seth, 2006). 
From a transferability standpoint, the most 
replicable contribution of this case lies in the 
implementation playbook: structured discovery, 
iterative testing, controlled cutover, and role-
based adoption enablement. These practices are 
portable across SME contexts because they 
address universal constraints limited resources, 
high dependence on day-to-day continuity, and 
the need for measurable operational control. 
Finally, this case highlight that digital 
transformation in SMEs is not a one-time 
milestone but a capability-building journey. ERP 
implementation establishes the foundation for 
longer-term digital maturity, enabling SMEs to 
progressively adopt analytics, automation, and 
data-driven decision models over time. As digital 
competition accelerates in the U.S. SME market, 
repeatable transformation frameworks such as the 
one demonstrated here will become increasingly 
essential for sustainable growth and resilience. 
 
Conclusion 
Digital transformation in SMEs is rarely 
constrained by technology availability; rather, it is 
constrained by execution capacity, operational 
continuity requirements, and the need to align 
digital tools with real business processes. ERP 
systems play a central role in addressing these 
challenges by serving as integrated operational 
backbones that unify finance, inventory, 
purchasing, and sales execution across channels. 
The case presented in this article demonstrates 
that successful ERP-led transformation is not 
defined by software selection alone, but by the 
disciplined application of repeatable 
implementation controls: structured discovery, 
phased rollout, rigorous testing, controlled 
integration, and role-based adoption support. 
These practices directly mitigate the most 

common failure drivers documented in SME 
ERP research, including process misalignment, 
poor data readiness, and resistance to change. 
Importantly, the relevance of this case extends 
beyond a single organization. The operational 
conditions reflected here multi-location retail 
complexity, Shopify-based commerce integration, 
inventory synchronization pressures, and the 
need for scalable financial controls are widely 
shared among U.S. SMEs. As such, the 
transformation playbook illustrated through CS-
01 provides a transferable model for other SMEs 
seeking to modernize operations while 
maintaining stability and governance discipline. 
As digital competition intensifies, SMEs will 
increasingly require structured, evidence-based 
approaches to transformation that balance 
ambition with execution realism. ERP-centered 
digital transformation, when delivered through 
repeatable governance and integration 
frameworks, offers a practical pathway for SMEs 
to build sustainable digital capability, resilience, 
and long-term growth 
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