
Inventory 
Management System 
Redesign

Platform: Web

Role: Principle Designer

Opportunity: Redesign Blackbox’s 
inventory management system to 
display accurate data, promote 
transparency of stock movement 
and processes, and lighten the 
manual workload of the internal 
Logistics team. Create the 
foundation to transforming the 
Blackbox system into the source of 
truth for client inventory.



Context and Existing 
Issues

The current inventory management 
system (IMS) is a ledger system that 
is riddled with pain points. It often 
displays inaccurate stock count due 
to timing mishaps with warehouse 
API calls, entails an immense amount 
of manual work for the internal 
Logistics team, and information is 
buried  in rows and rows of tables.

A  recent snafu came with the launch 
of a client’s product. The new 
product over sold resulting in angry 
customers and client. Orders are 
shipped out in waves, with inventory 
count being decremented, and then 
increased again when packed, but 
promised inventory was not shipped. 
The dashboard reported more 
available inventory than was actually 
available for purchase.
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The Stakeholder:
Susie, the Logistics 
Manager

Stage: Discovery

Method: Shadowing, interviewing

To get a contextual lay of the land, 
the top priority was getting to know 
who manages the inventory, and 
how they do it. I spent a multiple 
shadow sessions  with Susie, the 
Blackbox Logistics Manager, 
watching her perform her tedious 
tasks and enacting her workarounds 
for the holes in the existing Inventory 
Management System.

Susie’s workflow was painfully 
manual, involved multiple back and 
forths with warehouse managers, 
and entailed a lot of neurotic 
tracking through homegrown 
means.



Data Experiment: 
Understanding the 
Existing 
Discrepancies

Stage: Discovery

Method: Data comparison test
    •  Worked with inventory data for 5 

 high-traffic products
    •  Simulated separation from 
       warehouse API calls
    •  Tallied deviations in unit counts

 between the Blackbox system 
 and warehouse reports

I ran a database simulation to 
quantify the typical gaps in inventory 
counts between what our partner 
warehouses reports and what our 
existing system was able to track. 
This showed the team that there 
were sometimes discrepancies as 
large as entire casepacks. This would 
be a significant loss for our 
independent creator clients.



Competitive Analysis: 
What Makes Other 
IMS’s Work?

Stage: Discovery

Method: Product exploration, online 
research

I signed up for demos of a few B2C 
inventory management software to 
compare offerings and functionality. 
I paid attention to how these tools 
manage products, data, and 
inventory movement.

The top findings were that 
automation, transparency of unit 
counts through stages of shipment, 
and alerts to discrepancies or issues 
were common threads throughout.

How might we center the redesign 
around these ideas to make life 
easier for our team?



Feature Document: 
Maintaining a Central 
Source of Truth

Stage: Ongoing documentation

To make sure the small team stayed 
aligned throughout the process, I 
put together a structured feature 
document. The focus was on 
ensuring the central goals were 
agreed upon, noting what risks to 
watch out for, and making sure the 
scope was clear.

As a living document, it was updated 
as changes were made. This 
included details for the functional 
spec, tech implementation, and any 
new team decisions. 

Throughout design and 
development, communication and 
transparency were key with 
stakeholders and all teammates.



Communicating the 
New System of 
Inventory Tracking 
and Calculations 

Stage: Ideation

For there to be clarity in the 
movement of units throughout their 
product lifecycle, new distinctions 
had to be added to how inventory 
was tracked.

With the addition of following 
pending, committed, physical on 
hand, and available on hand units, 
there will be a lot more awareness 
around the actual quantity, status, 
and location of product.

We should also be able to clearly 
calculate when there are unexpected 
discrepancies for a true count of 
available units.



Inventory Movement 
Demonstration: Does 
It All Add Up?

Stage: Ideation

To demonstrate how the 
aforementioned additional inventory 
distinctions would ensure that the 
Blackbox IMS would be reporting 
true unit counts, I put together a 
visual to communicate how 
inventory calculations would work.

This flow helped align the team in 
understanding the importance of 
transparency, and the impact of 
clarifying the movement of inventory 
(intended vs. actual) when reporting 
available units. 



Visualizing the 
Adjusted Workflow 
for Stakeholders

Stage: Ideation

At every stage of this process, 
assumptions and changes were 
validated with stakeholders 
regularly. Susie and I engaged in 
weekly check-ins regarding the 
proposed changes to the system of 
inventory tracking as well as her 
workflow. 

This redesigned system, with 
automated inventory calculations 
and checkpoints, would mean fewer 
manual interventions to confirm unit 
counts and brings us one step closer 
to ensuring that the Blackbox IMS 
could be trusted as a source of truth.

The system will also automatically 
notify Susie to any discrepancies.

- Heather, Accounts Manager

- Susie, Logistics Manager

- Blackbox Dashboard (automated)

- Warehouse API (automated)



Creating Wireframes 
to Show Impacted or 
New Views

Stage: Ideation

Product information within the 
Blackbox system exists in a 
hierarchy. It was important to make 
sure any pertinent inventory notices 
were visible at high and low levels. 

Impacted views included the client-
product list, product pages, and 
individual product-warehouse 
inventory logs.



Higher Level View of 
Inventory and 
Potential Action Items

Product information is first seen at 
the client-product level. Here, Susie 
can see at a glance if there are any 
discrepancies that could require 
attention. This is noted with an alert 
and number of calculated 
discrepancies for the product.

Should Susie dig in further to the 
individual product page, she can see 
which warehouse’s report deviates 
from what the Blackbox calculates 
for the inventory count. The newly 
separated out counts for Physical On 
Hand, Committed, Pending, and 
Available on Hand units are 
displayed. This makes it clear how 
many units can actually be 
decremented from for orders.



Inventory Snapshot at 
the Product-
Warehouse Level

To begin investigating any 
discrepancies, Susie can go into logs 
of a product’s inventory within any 
warehouse that has had that product 
on their shelves.

The product-warehouse view 
includes an up-to-date snapshot that 
clearly states how many actual units 
have been committed to orders or 
transfers, how many expected units 
are pending from inbound 
shipments, and whether there is an 
existing discrepancy.

Below, the new tab format shows 
SKU History, which is the log of all 
updates to quantity. Susie can utilize 
this view to get a running report of 
all inventory movement, and what 
might have triggered a discrepancy.



Detailed Tabs for 
Viewing Moving Units

Within the product-warehouse view, 
Susie can dig even further to 
additional detailed logs.

The Orders/Shipments tab is the 
running list of direct causes of stock 
movement with specific order or 
shipment IDs.

The Warehouse Reports tab displays 
the updated Physical On Hand 
inventory per warehouse API calls.

With this information, Susie and the 
team can get insights into the 
changes to inventory quantity and, 
should there be a descrepancy, be 
able to deduce the exact cause.



Resolving Inventory 
Discrepancies

The internal Logistics team will be 
notified about discrepancies with a 
daily digest email per partner 
warehouse.

Discrepancies can be resolved easily 
within a modal. If the discrepancy is 
calculated (Physical On Hand - 
Committed units = Available On 
Hand) to be +N number of units, it 
means there are excess units 
counted in Available on Hand. If 
there is a discrepancy of -N units, 
then there are excess units.

With any manual adjustment, a 
record of the resolution will be 
created in SKU history. For V1, 
resolutions will be used for learning 
where discrepancies tend to 
originate.



Displaying results 1 - 50 of 28398 in 
total

Download CSV

SKU History

Warehouse Reports

Orders/Shipments

Revamped 
Component for the 
Design System

For the product-warehouse view, 
tabs were redesigned for the design 
system. Previously, they were large, 
divider-style tabs. There was no 
mobile-friendly version.

The new tabs are more space 
conscious and flexible. They make it 
easy to group and present different 
views within a shared context.

Full-width

Mobile



Results and Aftermath

This initiative was a really good exploration into the complexities regarding all 
the (literal) moving pieces of inventory. While this redesign is not yet pushed to 
production, it did highlight:

    •  The need to look into working with a warehouse that has more 
 trustworthy tech and frequent API calls for more up-to-date data.

    •  That there needed to be a more streamlined and automated processes for
 inbound and transfer shipments to ensure lower lifts for the Logistics team. 
 Managing new alerts to discrepancies would be difficult to add to the 
 workload when ongoing shipments still needed manual intervention.

The follow-up roadmap items for the Blackbox team entailed:

    •  Hunting for a new partner warehouse with a focus on how their system 
would interact with ours. How might we use more detailed warehouse 
systems’ data to automate inventory calculations where the Logistics team 
typically has to manually intervene?

    •  Cleaning up how inbound and transfer shipments increment and 
decrement inventory within our system.

This became a valuable look into what truly foundational features and business-
impacting decisions were needed to ensure we could build competitive 
inventory tools.


