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Where Rollouts Actually Fail

Most national POS and digital menu board rollouts are not derailed by the technology. The hardware ships, the
software is licensed, and the integration is tested in a lab environment. What fails — repeatedly and expensively
— is the coordination layer: the system of people, processes, and documentation that translates a successful pilot
into a consistent, repeatable result at every location in the portfolio.

Site-level variability is the primary source of rollout risk. Every location has different infrastructure, different store
management relationships, different construction constraints, and different readiness levels. A program that does
not account for that variability systematically — through pre-site surveys, standardized documentation, and
structured technician coordination — will produce inconsistent outcomes regardless of how well the technology
performs.

"The gap between a successful pilot and a successful national program is

almost never the technology. It is the operating model built around it."
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Executive Risk Summary: What Poor Program Design Costs

Revenue impact at each site A failed or delayed installation during business hours is not an IT event — it is
a revenue event. POS downtime at a high-volume location can cost
thousands of dollars per hour. Every unplanned return visit compounds the
loss.

Scope creep across the portfolio Without standardized pre-site surveys, infrastructure surprises discovered on
installation day become change orders. At scale, unmanaged change orders
can inflate program cost by 20—40% and push timelines by weeks or months.

Brand consistency risk Digital menu board programs in particular are brand-facing. A location with
incorrectly mounted, misconfigured, or partially installed boards creates a
visible inconsistency that undermines the entire brand investment.

Technician rework and dispatch Every return visit represents full dispatch cost with zero incremental revenue.
cost Programs without site-level acceptance documentation routinely generate
return visit rates of 15-30% on first-time installations.

Escalation to store operations Rollout problems that surface post-installation are escalated to store
operations and field management — not IT. This creates organizational
friction, damages the program's credibility, and consumes leadership
bandwidth.

Program momentum loss A rollout that stalls mid-program due to coordination failures is harder to
restart than one managed consistently from the start. Vendor relationships,
staffing pipelines, and site access windows do not stay open indefinitely.

The Four Pillars of a Scalable Rollout Program

Successful national programs are built on four disciplines that must be in place before the first technician arrives

on site:

Defining the order, grouping, and cadence of installations based on business priority,
geographic clustering, infrastructure readiness, and store operations windows — not just

1 SITE
SEQUENCING

calendar convenience.

A structured assessment of every location before scheduling installation. Captures
2 PRE-SITE

infrastructure readiness, network configuration, mounting surfaces, power availability, and
SURVEYS

store-specific constraints. Eliminates day-of surprises.

A defined system for dispatching, briefing, credentialing, and managing field technicians
o TECLLUCEY across multiple markets simultaneously. Includes escalation paths, parts staging, and

COORDINATION _ o
real-time status visibility.
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4 PER-SITE

DOCUMENTATION

A completion package generated at every location that proves the work was done correctly —
photos, configuration exports, test results, and a signed acceptance form. The only reliable
defense against disputes and the only basis for warranty claims.

Site Sequencing: How to Build a Rational Installation Order

The order in which sites are installed is a strategic decision, not a logistics default. A well-sequenced rollout

reduces travel cost, builds technician proficiency progressively, and surfaces infrastructure issues in low-risk

locations before they appear in flagship or high-volume stores.

Geographic clustering

Infrastructure
readiness

Business priority

Pilot and learning
sites

Store operations
calendar

Group installations by market or region to
minimize technician travel and allow shared
parts staging.

Sites with confirmed network readiness,
power availability, and structural mounting
surfaces should be scheduled before sites
requiring pre-work.

High-volume, flagship, or remodel-linked
locations may need to move to the front of
the queue regardless of geography.

The first 5-10% of sites should be treated
as a live pilot — documented more heavily,
reviewed post-install, and used to refine the
process before full velocity.

Avoid scheduling installations during peak
business periods, promotional events, or
inventory windows at each location.

Reduces per-site dispatch cost
significantly. Enables a single technician
team to complete 3-5 sites per week in
dense markets.

Keeps program velocity high early. Allows
pre-work coordination to run in parallel
without blocking the critical path.

Aligns technology delivery with business
events. Ensures highest-visibility
locations receive the most preparation
and oversight.

Catches process failures cheaply.
Creates a feedback loop that improves
every subsequent installation. Do not skip
this phase.

Requires coordination with store
operations and field management. A site
readiness confirmation process must be
built into the scheduling workflow.

Pre-Site Surveys: The Investment That Eliminates Surprises

A pre-site survey is not optional overhead — it is the single highest-return activity in a national rollout program.

Every hour spent surveying a site before installation eliminates an average of three to five hours of rework, parts
expediting, and return visits.

m Network infrastructure assessment — Confirm switch port availability, VLAN configuration, and IP
addressing scheme. Verify the network team has completed pre-work before scheduling installation.
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m Power availability — Confirm circuit availability and outlet locations for all devices. Document any need for
electrical pre-work. For digital menu boards, confirm UL listing requirements and mounting height power
access.

m Mounting surface assessment — Photograph and document wall construction (drywall, CMU, tile, glass)
for every mount point. Identify blocking requirements, conduit routing, and any structural concerns.

m Existing equipment inventory — Document what is currently installed, what is being replaced, and what

requires decommission and removal.

m Cable run paths — Identify routing for all new data and power runs. Confirm conduit availability or

document open-ceiling access.

m Store layout and operational constraints — Note hours of operation, noise restrictions, access
requirements (vendor badge, escort), and any store-specific installation constraints communicated by

management.

m Photo documentation — Minimum of one photo per installation zone, all existing network infrastructure,
and any identified concerns. Photos become the baseline for the post-installation comparison.

Technician Coordination: Managing a Distributed Field Program

At national scale, technician coordination is a program management function, not a scheduling task. The program

requires a defined operating model that covers dispatch, briefing, parts, escalation, and real-time visibility across

every active market simultaneously.

Technician qualification
standard

Pre-installation briefing
package

Parts staging and logistics

Escalation path

Real-time status visibility

Define the minimum credential and experience requirements for every technician
dispatched to the program. This includes network configuration competency,
low-voltage installation certification, and familiarity with the specific hardware being
deployed. Variance here is the leading cause of inconsistent results.

Every technician receives a site-specific package before arrival: survey photos,
network configuration details, mounting specifications, hardware checklist, and the
completion documentation template. Technicians should never arrive on site
without it.

Hardware staged at a regional depot or shipped directly to site must be confirmed
received and inventoried before installation day. A technician arriving to a site with
missing parts is a full dispatch cost with zero productivity.

Every technician must have a defined escalation contact for infrastructure issues
(network team), structural issues (facilities), and hardware issues (vendor support).
Escalation contacts must be reachable during the installation window — not via
ticket queue.

Program management must have same-day visibility into installation status at every
active site. This does not require complex tooling — a shared tracker updated by
the technician at key milestones (on site, work complete, documentation uploaded)
is sufficient and essential.
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Post-install quality review A designated reviewer — either remote via photo review or on-site for high-priority
locations — confirms completion documentation is complete and accurate before
the site is marked closed. This step is frequently skipped and almost always
regretted.

Per-Site Documentation: What Every Completed Location Must Produce

Per-site documentation is the difference between a completed installation and a provable, warrantable,
supportable installation. Require the following at every location before the site is marked complete:

m Pre- and post-installation photographs — Matching before/after photos of every installation zone. Cable
management, mount points, equipment rack or enclosure, and network closet connections.

m Network configuration export or screenshot — Confirmed IP addresses, VLAN assignments, hostname,
and software version for every installed device.

m Hardware serial number log — Serial numbers recorded for every device installed. Enables warranty
tracking, asset management, and remote support without requiring a return visit.

m Cable labeling confirmation — Photo confirmation that all installed cables are labeled at both ends per the
program labeling standard.

m Functional test results — Documented confirmation that every device powered on, connected to the
network, checked in to the management platform, and passed the defined functional test sequence.

m Scope deviation log — Any work that differed from the original scope documented in writing, including
cause and resolution. This is the basis for any change order or warranty discussion.

m Store manager sign-off — A signed acceptance form from the store manager or designee confirming the
installation is complete and the location is operational. This is the program's formal acceptance gate.

Program Phase Framework: From Planning to Full Velocity

A well-structured national rollout moves through five phases. Each phase has defined owners, activities, and exit
criteria that must be met before advancing:

Planning Program Site list finalization, sequencing logic, survey Approved site sequence,
Manager template build, technician qualification criteria, staffed program team, survey
documentation standards, escalation matrix. and documentation templates

signed off by stakeholders.

Surveying Field Team / Pre-site surveys for all locations in Wave 1. 100% of Wave 1 sites
PM Infrastructure pre-work identified and surveyed. Pre-work tracker
scheduled. Site readiness confirmed. updated. No unresolved

blockers for scheduled sites.
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Pilot (Sites Senior Tech + Installations at first 5-10% of sites. Heavy Pilot review completed.
1-10) PM documentation. Post-install review after each Process gaps identified and
site. Process refinement before wave launch. resolved. Go/no-go decision

for full velocity.

Full Field Teams Parallel installation across all active markets. Per-site documentation

Velocity Daily status reporting. Escalations resolved complete and reviewed. Store
within 24 hours. Documentation reviewed within manager sign-off obtained.
48 hours. Site marked closed in

program tracker.

Program Program Final documentation package compiled. Asset Complete close-out package
Close Manager register delivered. Warranty enrollment delivered to client. All sites
confirmed. Lessons learned documented. confirmed operational.

Warranty coverage confirmed
for all installed hardware.

Executive Checklist: Before Approving a National Rollout Program

Before approving scope or signing a rollout contract, confirm these program elements are defined and agreed

upon in writing:
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Before You Approve — 12 Program Readiness Questions

m Is a pre-site survey process defined, scoped, and staffed for every location?

m |s the site sequencing logic documented and approved by store operations?

m Are technician qualification standards defined and verified before dispatch?

m Does every technician receive a site-specific pre-installation briefing package?

m |s parts staging and delivery confirmation built into the scheduling workflow?

m Are escalation contacts identified and confirmed available during installation windows?

m s there a real-time program tracker with same-day status visibility?

m |s a per-site documentation package required before any site is marked complete?

m |s a store manager sign-off form included as a formal acceptance gate?

m s a pilot phase (first 5-10% of sites) scoped separately with a go/no-go gate?

m Are change order and scope deviation procedures defined in the contract?

m |s a final program close-out package — asset register, documentation, warranties — a contractual deliverable?

Warning Signs in a Rollout Proposal

These are indicators that a vendor's rollout program lacks the coordination infrastructure to deliver consistently at
scale:

[0 No pre-site survey process is included — installation is scheduled directly from the site list
00 Technician qualification standards are not defined or verified

[0 Program documentation is limited to a completion ticket or email confirmation

[0 No pilot phase is proposed before full-velocity launch

[J Status reporting is reactive — program management does not have proactive daily visibility
[0 Store manager sign-off is not included as an acceptance gate

[0 Change order procedures are undefined or absent from the contract

O Parts logistics rely on technicians to coordinate their own hardware delivery

0 Escalation path goes to a ticket queue, not a named person available during install hours

O Final close-out deliverable is not defined or is not tied to final payment
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Contact International IT Solutions Inc.
WWW.iits.us

Ready to plan your next national rollout?

This executive brief is provided by International IT Solutions Inc. for informational purposes. Program frameworks reflect common industry
practice for national technology rollouts and should be adapted to the specific requirements of each organization and program.
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