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The Retail Rollout

In today’s retail landscape, there is a tremendous presence of large 

brands that have a significant number of locations spread out over 

large geographic areas. The process for achieving this type of retail 

footprint is known simply as a retail rollout. 

Successful rollout programs operate like a well-oiled machine, relying 

on its own system of processes that ensure its success. This report 

will discuss these complex processes in context and articulate how 

important it is that they are part of a larger awareness initiative.

Defining the Retail Landscape

Background

In the past, residents in cities would have had some of the 

basics available to them within reasonable walking distance – 

e.g., the local convenience store, barber, restaurant, coffee 

shop – however these facilities were usually one-off locations 

owned and operated by a local merchant.

In the 1950s, when suburban communities became trendy 

due to improvements in transportation, zoning laws, and 

other economic conditions, commercial malls became widely 

popular to satisfy consumers’ needs. These malls would be 

strategically located to service a large geographical footprint.

It became increasingly common for ‘local’ retailers to consider 

expanding their presence in the marketplace by creating multiple 

locations. This would give them an opportunity to capitalize on what 

worked at one location (e.g., good products, customer service) and 

leverage this in another. This also gave retailers a larger forum to 

communicate their values and overall essence to the customer – 

helping to expand and reinforce their brand presence.
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In order to compete in this marketplace, the most successful retailers 

were able to maintain consumer loyalty by replicating a consistent 

and positive customer experience, while at the same time 

maximizing profitability by streamlining their processes (e.g., supply 

chain, corporate structure, economies of scale). 

Evolving lifestyle

As urban centres continue to expand, and new 

communities form where there were once 

farmers’ fields, there is an increasing demand 

for convenient services and amenities.  

Increases in population, environmental 

challenges, and finite land have contributed to 

a paradigm shift; it is no longer practical or 

feasible for large chunks of land to be zoned as 

commercial or residential. Also, not all 

residents, with their increasingly busy dual-

income schedules, are satisfied with commuting long distances to go 

to work or do their shopping.

This trend has lead to mixed-use communities where people are able 

to live, work, shop and play – all within minutes of their house. It has 

also generated what we have come to know as the Lifestyle Centre.

These commercial centres have grown in popularity over the last 

decade or so, virtually replacing the indoor mall as we know it, and 

popping up on almost every corner of the suburban landscape.  

Inspired by the efficiencies of malls, but with the architectural and 

city planning merits of a main street (some centres have adopted 

parking in rear and a more pedestrian friendly streetscape), Lifestyle 

Centres have come to define the modern shopping experience.
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Other branded public spaces

Further to expanding urban centres, schools, transit stations, theme 

parks and museums are all examples of public spaces that are also 

serviced by retail brand chains. The first Apple store in Paris opened 

at the Louvre to much fanfare. In the absence of new indoor mall 

developments, these public spaces have come to define the retail 

landscape; instead of forcing you to go to the mall, they bring the 

mall to you.

Future lifestyles

As the above-mentioned formats are still working to define 

themselves, it is not exactly clear what the future will hold for the 

retail shopping experience.  

Of course, there is always the increasing popularity of online or 

mobile shopping. While this is certainly an increasing trend, 

customer’s still like the experience of shopping, and holding the 

product in their hands.

Perhaps the future lies somewhere in between?

The creators of I-Marketplace certainly seem to think so, with their 

concept of a morphing, interactive shopping centre. The winners of 

the ICSC (International Council of Shopping Centers) top award have 

conceived of a retail environment that surrounds public transit, and 

is made up of kiosks, which move throughout the space based on 

the time-sensitive needs of the patrons. These stores are also 

interactive with mobile devices, making the shopping experience 

convenient and relevant to consumers’ evolving lifestyle.
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Understanding the Retail Landscape

In this dynamic environment, retailers continue to be faced with 

many challenges when making decisions as to how best to represent 

their brand, and successfully access and grow their customer base.  

They must compete with other retailers who have a strong presence 

with multiple locations.

Variables such as construction costs and rising rent will have a large 

impact on the initial cost, as well as the ongoing costs, of a rollout 

endeavour. Similarly – depending on the range of products and 

services that are offered – there could be substantial investment in 

training and staffing.

With an increased awareness of environmental issues, retailers large 

and small are starting to evaluate their philosophies and the public’s 

perception of their brand by taking more responsibility for their 

actions. LEED certified design and construction have been a growing 

reality that increasingly need to be considered and addressed.

The retailers that will succeed are the ones that organize their 

companies in a way that satisfies the current needs of this retail 

landscape, while incorporating flexibility into their corporate 

structure to adjust to the ebbs and flows of this ever-changing 

environment.

To put it in perspective, the ‘local merchant’ mentioned at the 

beginning of this paper is having a much more difficult time 

surviving in this retail landscape. It is becoming harder for the local 

hardware store to compete with the Home Depot down the street. 

As a result, the effective implementation of rollouts has become 

more complex and challenging.
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Servicing the Retail Landscape

Shared goals

When assessing how to service the retail landscape, you can break it 

down into two major categories:

1. The Retailer servicing their consumer/general public

2. Consultants, vendors, sub-vendors, employees servicing the 

retailer (and customers)

However, category #2 is really a sub-set of category #1 because 

everyone should ultimately be working towards the same goal, we 

are all on the same team!

In this fluctuating economy, the most successful participants in this 

industry will be the ones who understand their contribution within 

this larger context. Everything they do should be geared towards the 

overall success of the greater group; anything short of that will be 

counter-productive and will ultimately lead to failure in some way.  

This applies to all levels of the operation – from the CEO of a retail 

company, right down to the cleaning crew doing their final clean 

before a store launch.
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People and processes

Looking at this landscape, it is fair to say that achieving success in 

this complex marketplace is not a simple task; there are many 

moving parts, and it is not something that can be approached in a 

haphazard way.

As mentioned earlier, organizations must align themselves in a 

strategic way so that they can assess, process, and satisfy the 

consumers’ changing and growing needs.  

In the end, this will likely come down to two things: people and 

processes.

As any successful organization understands, their primary goal is to 

align themselves with the right people – people who understand the 

organization’s needs and share their drive in achieving the same 

goals. Of course, this applies not only to employees within the 

organization, but also to outside consultants and vendors. They rely 

on these external vendors to apply the same philosophy as their 

internal employees. 

So how does a company guarantee they align themselves with the 

right people? And once this company obtains the right people, how 

do they ensure they are all working towards the same goals – and 

achieving them?  

At this point processes come into play. Similar to the philosophy of 

‘finding good people,’ the idea of having effective processes is not 

unknown; most businesses small and large devote a tremendous 

amount of time, money and resources to the development of 

processes and company standards that will help them achieve their 

goals. However, many do not.
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If logic prevails then it would make sense that those who have 

effectively created and implemented successful processes, and who 

have aligned themselves with people and companies that do the 

same, are more likely to benefit from efficiencies and avoid costly 

mistakes down the road.  

Building brands: Designing, Constructing and 

Managing a Retail Rollout 

A retail rollout program should embody all of the elements that are 

mentioned above. To understand why, we will try to break down the 

process into three notable parts:

1. Client Identity and Strategy

2. Prototype Development

3. Rollout

Client Identity and Strategy

The retailer: product and brand 

A successful rollout should start and end with the retailer.

In retail there is always a product that is being sold. Whether it is 

coffee or cellular phones, the product will have an impact on 

everything from the target market and geographical locations of the 

stores, to the marketing strategy and product displays.

With the right people, the retailer should also be able to successfully 

establish their brand identity (e.g., vision, mission, position), and then 

effectively communicate their brand essence consistently to their 

people, partners and consumers across numerous markets. This will 

ultimately inform the overall design of the retail store along with 

other supporting elements like the signage and graphics that are 

used to communicate the brand.
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Market strategy

Given the many options available to the retailer, they must determine 

a strategy for entering or expanding into the marketplace. This 

includes basics such as identifying a target market, researching the 

competition, and understanding the demand for your product.

The market strategy will significantly help to decide which locations 

they select, as it will have an impact on:

• store format (size, shape, height)

• store type (lifestyle centre, mall, kiosk)

• geographic location (target market, competition)

• quantity of store locations/speed of rollout (demand) 

Corporate synergy

Most retailers that are involved in rollouts are multi-

departmental corporations. All of these departments are 

very busy with different responsibilities and initiatives for 

the company.

A retail rollout initiative is not limited to the Construction 

Department of a corporation – particularly at the initial 

planning stages. Rather, this endeavour will require the 

commitment of many people within the organization. This 

could include the following key areas:

• Design/Construction

• Real Estate/Development

• Marketing

• Retail/Operations

• Information technology

• Security

• Purchasing

• Maintenance
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All of these departments would need to be sufficiently staffed so 

that the appropriate amount of time can be allocated to resources 

that contribute to this initiative in the most productive manner. 

When done properly, team members are motivated to accomplish 

common goals, which will lead to the overall synergy of the team.

Identify core competencies/outsourcing

Since no company is capable of doing absolutely everything, it is 

essential that every company have a realistic understanding of their 

core competencies. This involves identifying the following:

1. What is the retailer currently capable of doing in-house?

2. What is feasible and practical for the retailer to add in-house 

(either now or in the future)?

3. What services and capabilities does the retailer need to 

outsource?

There are many variables that inform the decisions listed above, as 

there are pros and cons to all scenarios. Ultimately, it will come down 

to the best way to address a few key criteria. Here is a quick 

summary:
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Criteria Internal vs. External

Quality Control There is generally better control over resources 
when it is internalized, however those resources 
may be limited in terms of the skills available to 
complete the task. You can leverage a larger 
‘talent pool’ when outsourcing. There is the risk 
of losing control by relying on others. You must 
enforce a clear and strong emphasis on 
expectations and standards. 

Cost 
Efficiencies

Internal is efficient if the task is a commonly used 
internal core competency, as you don’t have to 
pay towards profit of another company. If not, it 
may be better to leverage another company that 
specializes in the task and might be able to offer 
better economies of scale. Outsourcing also 
allows a company to obtain competitive pricing 
from multiple vendors.

Innovation Having access to the right external resources will 
bring more interesting ideas to the table, and will 
always push innovation.

Diversity and 
Flexibility

Similar to ‘Innovation,’ outsourcing offers a wider 
range of diversity and flexibility of resources.  
Different vendors can be used for different tasks 
at different times, therefore expanding the 
breadth of services that can be offered. 
Resources can be used as required in order to 
accommodate fluctuations in work load.

Responsiveness Outsourcing can assist in leveling the workload 
and improving responsiveness, however, it often 
requires an additional layer of communication 
and review, which could cause a bottleneck. 
External sources must uphold standards.

Implementation Sometimes a skill or service can be implemented 
internally as a core competency by simply hiring 
one resource. Other times, it might require a 
complex network of resources and experience 
that could take years to acquire. In the case of 
the latter, it might be best to outsource. A task 
can be internalized over the right amount of time 
– if desired.
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As you can see, it really comes down to your core competencies and 

workflow. Outsourcing can be very appealing and rewarding for 

tasks that don’t fit into your primary service offering.

The manner in which it is handled will have an impact on the 

composition of the project team, and ultimately, the execution of the 

rollout in general. When done successfully, the team will be 

optimized in all areas listed above and is most likely to achieve the 

collective goals of the project. This will also set up lines of 

communication and responsibility, to be discussed later in this paper.

Selecting external consultants and vendors

Earlier, we made reference to processes that can be used to help 

choose the right people. Typically, this is done formally by using a 

competitive process such as a Request For Proposal (RFP) or bid.  

This allows different firms to compete based on a set of pre-

established criteria, which is generally a combination of experience, 

expertise and price.

When approaching vendors, it is important to clearly articulate as 

much information as you can about the specific needs and goals of 

the project so they have an opportunity to address this in their 

proposal and present an explanation as to how they are aligned.

On the practical side, this will also help to identify and isolate the 

scope of services that you require – maximizing efficiencies by 

ensuring there are no gaps or overlaps in services. This will minimize 

costs to you, the client, as lack of clarity typically leads to added 

expense; vendors tend to be more conservative in their pricing to 

cover themselves for any potential scope creep or unknowns. 
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Prototype Design

Once the retailer is clear on the direction that they want to take, and 

has the right people at the table, they are now ready to create a 

prototype design for their retail store.  

When done successfully, the design 

will seek to embody all aspects of 

the client’s identity and market 

strategy, and give the retailer the 

opportunity to present it all in a 

physical form – a retail store.

There will be many ways to achieve 

this end goal, as well as many 

compromises along the way.  

The right project team will be able to 

listen and work very effectively with 

the retailer to understand who they 

are, what are their priorities, and 

provide guidance to help them with 

the tough decisions that will 

ultimately lead them to the best 

representation of their brand.

Moreover, a retail rollout process is something that grows 

exponentially in scale, magnitude and complexity from the outset; 

failure to do something properly the first time around will take much 

more time and resources to resolve later on.
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Research

If the retailer has already established their brand identity, and has 

conducted all of the necessary research, they will need to provide 

this information in a comprehensive format to the designer.  

Alternately, the design firm may participate in the gathering of this 

information.

The designer will then conduct extensive research to understand this 

information in the context of what is currently out in the 

marketplace. The goal will be to truly grasp what separates the 

retailer from the competition, and how will this be represented in the 

design of their stores, to uncover what will differentiate their stores 

from their competitors’.

Store formats

Since rollouts can often cover a wide range of markets with different 

geographical and socioeconomic attributes, a retailer needs to 

package and tier their store design (and potentially their product 

offering) accordingly. A common way to tier stores is to categorize 

them into A, B and C store formats.

For example, some locations or markets may cater to an extremely 

affluent clientele (an  ‘A’ market), with a long list of name brands 

presented in high-end store environments. A retailer may choose to 

put a store into this area – as long as they feel that they can be 

competitive. In such cases, they would need to implement their A 

store solution for the following reasons:
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1. They want to appeal to the target market/demographic of the 

shopping centre.

2. They need to be on a level playing field with their competition.

3. The shopping centre itself will usually have restrictions in their 

tenant design criteria to ensure that these standards are 

maintained.

On the flip side, implementing an ‘A’ store in a ‘C’ market could be a 

problem for the following reasons:

1. This could alienate the target market, which might get the 

impression that the retailer’s products are out of its price range.

2. It would likely be an over-allocation of funds (construction 

costs), based on projected sales and return on investment.

Landlord/city criteria

Different landlords and jurisdictions may have unique design criteria 

and requirements. This should be factored into the rollout process, as 

it means that there will always be exceptions to the standard design. 

This could impact anything from the finishes in the store to the size 

and shape of the exterior signage.

Design standards should incorporate flexibility so that these unique 

requirements can be addressed in a timely fashion. For example, 

exterior signage should be set up so that it can be presented in a 

stacked or horizontal format. There should also be a variety of 

solutions in terms of internal illumination (e.g., face-lit, halo-lit).

Alternate finishes should be pre-selected so that, for example, a 

laminate can be replaced with a stone or solid surface, or carpet can 

be replaced with tile.
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Always think ahead

During the prototype stage, consider that everything will be 

multiplied throughout the lifecycle of the rollout. For instance, a $3 

per square foot difference on a porcelain tile, when installed in 1,000 

square feet per location and multiplied over 100 locations, can make 

a $300,000 difference to the retailer’s bottom line.

Furthermore, any changes to the design that come later on in a 

rollout process can significantly increase studio time for drawing 

revisions, engineering costs, construction costs, and so on. This can 

cause confusion and delays when using the multiplication factor.

Standardization and modularity vs. customization

A key aspect to the design of a prototype is the development of all 

of the design components. These are sometimes called the ‘kit of 

parts’ and create the building blocks for the store design. 

The prototype – by its very nature – is being designed for efficiency.  

It should be understood that future locations may vary drastically in 

size and shape from the original prototype layout, and as such, 

thought must be given to how modular, customized and/or 

standardized the design will be, and how easily it will apply to 

alternate layouts. Not only will this have an impact on the application 

of the store design itself, it will also significantly affect the cost of 

the fixturing – as mass producing standard fixtures will cost 

significantly less than fabricating custom fixtures.
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Every element has to be looked at as a puzzle piece and evaluated in 

terms of how important it is to the design, as it has the potential to 

be limiting in the future. For example, if one fixture has to be 15 feet 

long – and six of them are required in each location – then this may 

be a relatively large puzzle piece. It could put additional pressure on 

the Real Estate department to select locations that satisfy these 

needs. This is not necessarily a bad thing, it just needs to be 

understood so that a conscious and practical decision is made.

Look and feel

The purpose of this stage is to create the most exciting and 

innovative design concept for the retailer. Once all of the best and 

most talented people have been brought to the table, design studios 

will employ different methods of capturing information – from the 

client and internally – to ensure all good ideas are considered and 

the best ones are implemented. This can involve different versions of 

brainstorming.

A brilliant design concept is useless unless it can be communicated 

effectively to the client in order to gain alignment, and to ultimately 

proceed to the next stage of development.  

For example, if the client does not have the capabilities to fully 

visualize the space, they may need more information like renderings 

or other tools (even a model, if necessary) to ‘see it.’ On the flip side, 

if the client has visual capabilities (perhaps they work in a creative 

field), it may be appropriate to scale down the deliverables 

accordingly (e.g., plans, elevations, sample boards). This way the 

client is getting the best possible value for the design firm’s services.
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Efficiently and effectively achieving alignment with the retailer will 

help to ensure the following:

• The design concept is consistent with the client’s understanding of 

their brand and strategy. This would ensure all appropriate 

stakeholders are participants in this process in the correct 

capacity.

• The client’s expectations are properly managed and unpleasant 

‘surprises’ are avoided.

• The client will avoid costly and timely revisions that can put a 

significant wrench in the process.

Mockups

During the prototype phase, it can be very helpful to create mockups 

of the most common fixtures and key elements. This can range from 

the mockup of an important fixture, or the construction of a 

complete retail store location (sometimes in a warehouse).

By doing this, the team has an opportunity to play around with 

fixtures and simulate the shopping experience before final approvals 

and mass production. Modifications can then be made to the 

prototype to ensure that it is satisfactory.

It is very likely that the cost and time allocated to this task will pay 

off in dividends later on.
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Approvals

As mentioned earlier, the rollout program may have very aggressive 

timelines. In this case, it is in the client’s best interest that they are 

fully informed of timing requirements for all of their approvals. While 

this may seem awkward at times, it is another example of how the 

whole team needs to be working towards the same goals.

As an example, if the designer sends something to the client on a 

Monday, and it needs approval by Wednesday in order for it to be 

implemented by the Friday deadline, the designer needs to inform 

the client of this requirement. If they don’t, they may not hear back 

from the client until Thursday, at which point they would inform the 

client that it’s too late and they can’t meet the Friday deadline.

Through this process, the client is empowered to help ensure the 

project proceeds in an expedient fashion – in the right direction – 

and the deadlines are met.

The designer can work with the client on the development of an 

approval process that works with their needs. Some approval items 

may require a full face-to-face presentation, whereas other items 

may be communicated via email. It may be presented to all key 

stakeholders or to a selected group.  

When determining this, it’s often best to look at it as simply as 

possible: “what could possibly derail this project after this approval?”

If the answer is: “we didn’t understand what the designer was 

communicating,” than a face-to-face presentation and discussion 

might be necessary.
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If the answer is that a specific person reviewed it after the meeting 

and “didn’t like it,” that person should be on the approval committee. 

By clarifying everything ahead of time, many disruptions and 

miscommunications can be avoided.

Rollout

Once the prototype has been effectively set up, everyone is ready to 

enter into the ‘rollout’ phase. This is when the locations come fast 

and furious.

To ensure the team is properly set up for the rollout, here are a few 

things that should be in place before they begin. 

Establish a communication plan 

Once all of the key players are brought on board, it is very important 

to establish a communication plan which essentially identifies the 

lines of communication between all of the parties involved.  

Failure to establish a communication plan can result in many 

problems, including the following:

• Overall lack of clarity.

• Inbox overload; without clear lines of communication, people are 

forced to ‘reply all’ and enter into huge email forums for each task.

• False direction, errors and omissions.

• Unnecessary work overload/inefficiencies, slow response times, 

delayed approval processes – all of these can lead to scheduling 

and cost overruns.
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Quality management process 

Due to the inherent complexities of a retail rollout process, there are 

many things that can fall through the cracks.  

With aggressive timelines, project teams are often inclined to 

jumpstart the project and move as quickly as possible.  While speed 

is an important asset, it is more important that you are heading 

quickly in the right direction.

Taking a moment to establish a quality management process at the 

outset of the project – whereby the various stages of the rollout are 

ironed out – will help to ensure things run smoothly, and will help 

avoid mistakes, cost overruns and schedule delays.

Generally, it will outline processes for the following key items:

Design process

• Fact-Finding

• Schematic Design

• Design Development

• Consultant Coordination

• Contract/Permit/Construction Documentation

Permits/approvals

• Building Permit

• Landlord Approval
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Coordination of vendors (e.g., millwork, exterior 

signage, interior graphics, security) 

• Drawing Coordination

• Shop Drawings/Artwork

• Approvals (Designer, Client, Landlord, City – as applicable)

• Fabrication/Printing

• Delivery and Installation

Construction

• Pre-Construction Meetings

• Site coordination/reviews/reports

• Supplementary Instructions

• Deficiency/Punch Lists

• Handover

The more these processes are thought out and resolved in relation to 

the specific project and client needs, the smoother the execution of 

the project.
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Risk management 

As is the case with all business practices, a retail rollout will involve a 

constant series of decisions. Each decision will ultimately contribute 

towards the success or failure of the endeavour. In order to help 

ensure that the right decisions are made, each potential scenario 

needs to be forecasted as much as possible, and assessed in terms 

of the associated risks and benefits. Typically, these decisions will 

effect any combination of the following categories:

1. Cost

2. Schedule

3. Quality

This process is something that happens naturally when any problem 

solver approaches a decision. It is important to evaluate the risks and 

compare them to the benefits.

The process of risk management – much like many other project 

management processes – involves taking this information and 

organizing it into a pragmatic, quantifiable and useable format.

This allows key members of the project team to be one step ahead 

of any issue by anticipating potential risks and evaluating the 

implications of different responses. This helps to ensure decisions are 

made in the most appropriate, efficient and effective manner.
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Scheduling 

The reality is that it takes a certain amount of time to do each task 

properly. Allocating the appropriate amount of time to each job that 

needs to be completed is something that requires a tremendous 

amount of conviction and tact. Retail launches, marketing 

campaigns, projected revenue, lease payments and other factors are 

the most likely to dictate the timelines, as stores are often opened 

individually as part of a larger program.

This presents a very challenging situation where the people involved 

in the project (from client employees to external consultants, 

vendors and sub-vendors) are often asked to complete their work in 

less time. This puts each party at risk of producing work that is 

substandard, which can lead to errors and omissions, or missing the 

deadline altogether.

Once again, it is the consultant’s obligation to create a project 

schedule, download information from sub-consultants/vendors, and 

inform the client of the amount of time it takes to properly execute 

the work. Remembering that everyone should be working towards 

the same goal – failure to do this can expose the client to potential 

risks as noted above.

By obtaining confirmation from everyone on their time schedule for 

completing their work, you are essentially getting their consensus 

(i.e., ‘buy-in’), and, as a result, can hold them accountable for 

completing their work on time.  

This will be fundamental to managing the retailer’s expectations and 

offering them the best likelihood of success.
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Application of concept

Once all of these processes and systems are in place, the next thing 

to do is apply the concept to multiple locations (execute the rollout).  

The following are two, seemingly contradictory, observations 

regarding this stage:

1. The more resolved your processes are, the more ‘automated’ the 

rollout will become, and, as a result, the smoother it should go.

2. Systems will never be perfect; the parameters of a rollout are 

always changing and evolving, as do the needs. As a result, the 

project will never entirely run itself.

It is important to constantly 

monitor the progress of the 

rollout – challenge the 

design, processes, systems 

and costs – and ensure there 

is an ongoing optimization 

of efforts and results. This 

ongoing evaluation should 

be executed at every level of 

the operation, again, from 

top management down to 

the last sub-vendor.
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Value engineering and project optimization 

During the prototype phase, the designers are balancing many 

variables at one time. First and foremost, they must establish the 

design identity (i.e., look, feel, materials, colours) of the 

store. Due to time restraints, the designer doesn’t have 

the opportunity to look at every possible option.  

Similarly, not all processes can be optimized from the 

get-go. It may be that the desired products are not 

easily available (i.e., require long lead-time), or are only 

offered through specific vendors.

Value engineering is an organized process for reducing 

costs while minimizing impact on overall performance. 

This process can also be looked at as part of a larger 

design optimization process, whereby all aspects of the 

project are reviewed and improved upon. Processes are 

streamlined and efficiencies are gained.

It is to the benefit of the client that time is allocated to 

these tasks during the rollout phase to ensure that the 

value is optimized in all areas. All key players should 

participate in an appropriate capacity.

Here are some different examples of value engineering and design 

optimization:
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1. Unit cost: Initial product (e.g., carpet) selected during the 

prototype phase might be $5 per square feet. Later on in the 

project, an equal alternate might be selected that costs $3.50 

per square feet. That’s a $1.50 savings on 2,000 square feet of 

flooring, which would be $3,000 in savings per store.

2. Availability: The original product may be imported from Italy 

and have an eight-week lead-time. An alternate may be the same 

product stocked locally, or an equal product that is offered by a 

local vendor – both scenarios allowing them to turnover carpet in 

two weeks.

3. Single-source vendors: Looking at all of the finish specifications, 

there may be many different types of products (e.g., two types 

of carpet, one vinyl flooring, two floor tiles, two wall tiles), all 

supplied by different vendors and each with different lead times, 

invoicing, tracking, management and mark-ups. Major efficiencies 

and economies of scale can be passed on to the client if these 

products are sourced from one single vendor.

4. Purchase direct/warehouse: Over time, the client may also be in 

a position to purchase large quantities of products directly from 

the supplier, and have these products warehoused for future use. 

This will allow the client to save on bulk purchasing and 

potentially avoid a mark-up all together.

5. Quality: The team may determine that a product isn’t performing 

to the desired standard. This can mean that the product is high 

maintenance or getting damaged, or maybe posing a threat to 

the customers (e.g., slippery floor, sharp corners). These 

products should be identified and substituted over time to 

ensure that quality is always being optimized.
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Status meetings and reports

A common method of sharing information and coordinating work is 

in the form of a status meeting (usually weekly or biweekly).  When 

these meetings are run poorly, they can be time consuming, costly 

(in consultant fees), and confusing. However, when run properly it 

can be an effective organizational tool.  

The format often involves running through a project list and sharing 

updates on the status of all key items. This information is then 

documented as ‘minutes’ or as a ‘status report’ by an administrator, 

and distributed as documentation and reference. This document is 

then used as an agenda reference for the subsequent meeting.

Formatting these documents is a science of its own – but a basic 

approach would be to always think about how this information is 

being used. It should be perfectly clear what the issues are, and who 

is responsible for the solution. 
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Info gathering and as-built surveys 

It is always better to clarify information and identify issues early in 

the process. On a project-specific basis, this means getting 

everything right at the outset before embarking on detailed layout 

studies and drawings. It is essential that the designer is working with 

accurate information. The following is a list of critical information:

1. Name and address

2. Budget

3. Client needs/program requirements

4. Landlord contact information

5. Base building drawings (i.e., architectural, mechanical, electrical, 

structural, civil)

6. Landlord tenant criteria

It is advisable to develop a standard checklist that can be completed 

by the client for each individual project. This form should be 

customized for the particular retailer to ensure that it captures all of 

the key elements of their stores.

Reliable as-built drawings or site surveys are required in order to 

ensure that work is completed accurately. These drawings will 

indicate all clear dimensions, as well as existing systems (e.g., HVAC, 

structural) and obstructions (e.g., thermostats, wall grilles). This 

information is necessary in order to avoid drawing revisions and 

minimize site conditions, both of which can have a negative impact 

on timing. It can also allow you to save money by re-using existing 

elements (e.g., a rooftop AC unit, door hardware). For any 

substantial renovation project, investment in an accurate Site Survey 

will be well worth the cost.

        White paper | March 2011 | Effective Retail Rollouts | 29



Trends and dynamics impacting store rollouts 

Aggressive market penetration

As the retail landscape continues to get more competitive, retailers 

are finding an increasing need to implement aggressive expansion 

and enter into more and more markets to keep up with competitors. 

This means fixed budgets may need to be stretched out over more 

projects, thus increasing the need for optimized efficiencies in order 

to maintain an appropriate level of quality at each location.

Technology

In order to keep a competitive edge, project teams – often spread 

across long distances – will always benefit from an awareness of the 

latest technologies that help humanize and streamline the process.

For example, the iPhone 4 is a mobile phone that has video 

conferencing capabilities. This function could appear gimmicky at a 

glance but consider the possibilities when someone could have a 

‘face-to-face’ meeting with a client to discuss fees while 

participating in a real-time tour of a site – in one video call.

There are many other programs and systems that allow people to 

improve the quality of their communication and services: video 

meetings, computer sharing, Image Viewers, and central file sharing 

systems – to name a few.

Consider the impact that some web-based technologies could have 

on project workflow, like Google which has implemented an engine 

called ‘Google Instant’ that anticipates and displays results as you 

type. When you break it down, how many Google searches occur per 

day between all team members during the course of an average 

project rollout?  
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The increased role of applications for mobile devices (including 

tablets such as iPad) allows people to do more things while they are 

on the road. These cover everything from GPS, references, photos, 

videos, and access to endless information. There are also 

productivity tools like word processing, sketching, presentation 

software and even a forthcoming mobile application for AutoCAD.

Building Information Modeling (BIM)

BIM is an evolving platform that is becoming a more common 

standard among design professionals. It uses a multi-faceted 

approach to design, which enables the consultant team to design in 

unison in a three-dimensional, real-time, real-life environment.  

This allows users to incorporate building geometry, spatial 

relationships, geographic information, and quantities and properties 

of building components to evaluate building design and systems 

over the lifecycle of the structure.

In effect, it allows the project team to create a virtual prototype of a 

building within a real life context. This enables the team to work in a 

more collaborative environment, where they can objectively evaluate 

the building design and systems, and streamline the development 

process – from design through to construction.

Understanding and leveraging productive advancements in 

technology is a good way to stay ‘ahead of the curve.’  Failure to do 

so puts you behind.
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Ten best practices in retail rollouts 

1. Focus on unifying the team by identifying and leveraging 

common goals. Build a team that is knowledgeable, reliable, 

thorough and detailed. Monitor work and make adjustments to 

resources if necessary.

2. Identify and understand your needs and place them into context.

3. Determine what gives you, the retailer, a competitive edge over 

other retailers in your category and leverage this in your brand 

identity.

4. Champion and facilitate clear and open communication 

throughout the entire project team.

5. Address problems as early as possible, as they reliably get worse 

as time passes.

6. Constantly focus on refinements and improvements to the 

process and find ways to implement them.

7. Ensure that all information is accurate at the outset of the 

project, including all base building ‘as-built’ drawings.

8. Reinforce a positive attitude and maintain a high level of 

motivation at all levels of the operation.

9. Create unique, inspiring and exciting environments to represent 

the best aspects of your brand.

10. Implement and enforce strong cost and scheduling systems to 

keep things on track.
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One unified goal 

In the end, everybody must be working towards the exact same goal. 

If anyone involved in this process is looking after their own interests 

at the expense of the well being of the project as a whole, then 

ultimately this will stand as an obstacle.  

Quite often companies will agree to make significant sacrifices at 

their own expense – and think that this is for the well being of the 

project – when in fact it is accomplishing just the opposite. Consider 

that two of the most consistent examples of this deal with two of the 

most important things in the project: time and money.

When people agree to complete work too quickly, or for too little 

cost, they create a situation and expectation that is not sustainable.  

This may work as a short-term solution, or it can be the ‘exception to 

the rule,’ however rollouts are based on long-term solutions that will 

contribute to the health of the endeavour over a long period of time.

When it comes to money, a vendor may be inclined to charge too 

little for their work or services. While this may get them the initial 

contract, it is not sustainable and will inevitably lead to one of the 

following:

• The vendor may have to cut corners to work within the cost 

restraints – leading to compromised quality and/or exposing the 

client to unknown risk.

• The vendor is not profitable and goes bankrupt, or the vendor has 

to increase their fees. Either of these will mean the client is 

exposed to a higher expense, which could affect the whole ROI 

model of the endeavour.

        White paper | March 2011 | Effective Retail Rollouts | 33



Since time and cost restraints are a reality for retailers, the most 

successful participants of the project are the ones that constantly 

refine their processes and costs to be most efficient. This allows 

them to offer the best value to the retailer, without making 

compromises that are ultimately detrimental to the project team.

Conclusion

Given the competitiveness of the 

retail landscape, retailers have a lot 

to consider in order for them to 

succeed. This will permeate every 

aspect of their business.

The retail rollout is only one of 

many components that can 

contribute to the success or failure 

of the retailer. This is why rollouts 

need to be understood in context – 

and fit within this context – to 

ensure that it works.

When done effectively, a retail rollout can create exciting interior 

environments, communicate brand identity, and ultimately drive 

profitability, not only for the retailer but also for all of those involved.
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For more information, contact:

Jean-Pierre Lacroix, President

Shikatani Lacroix 

387 Richmond Street East

Toronto, Ontario

M5A 1P6

Telephone: 416-367-1999

Email: jplacroix@sld.com
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