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To remain competitive, retailers are having to 
work harder to guarantee immediate product 
availability and a richer customer experience; 
whether in store or online. 

Such challenges can be overcome with the use 
of RFID technology, which offers 98%+ inventory 
accuracy, great customer service, improved loss-
prevention and frictionless checkout.  

Deploying RFID, however, doesn't happen overnight. 
The technology requires new processes, ways of 
working and skills. In addition, because your 
business is unique, the way RFID works 
for others may not work for you. This is why  
implementing RFID without research, training, 
planning and testing may not meet your 
expectations. The below shows the 4 RFID roadmap 
stages to ensure a successful deployment.

Access to instant information means that 
today’s tech-savvy consumer can effectively 
buy whatever they want, whenever they want. 

RFID ROADMAP

At the Proof of 
Concept stage 

(POC), the retailer 
will research and 

test the technology 
in their environment 
on a small scale and 

start to build the 
business case

STAGE

1
STAGE

POC

2
Pilot

At the Pilot stage, 
the retailer will test 

in multiple stores 
with comparative 

control stores, 
focusing on proving 
the ROI, the impact 

on in-store 
operations and 

optimizing 
processes and 

systems

STAGE

3
Phase 1 Rollout

At the Phase 1 
Rollout stage, the 
retailer will switch 

on RFID source 
tagging and increase 
the number of Pilot 
stores to go-live and 

test both 
in-store and 

chain-wide benefits

STAGE

4
Phase 2 Rollout

At the Phase 
2 Rollout stage, the 

retailer will begin 
the process of a 

nationwide retro-
tagging party 

and deploy RFID 
hardware and 

software including 
training to all stores
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Failing to adequately prepare for a Pilot could result in delayed or cancelled RFID deployment, higher 
costs and more time expended.

We’ve identified the 9 Steps to ensure you prepare for a perfect Pilot deployment and enjoy a successful 
RFID rollout.

9 STEPS FOR A PERFECT POC

4
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The Pilot stage is one of the most 
important stages in the RFID roadmap.
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OVERALL GOAL

BUDGET

RFID TEAM

DEFINE THE OVERALL GOAL
RFID can benefit your business in many ways: 
improved inventory accuracy, loss prevention and 
customer experience to name a few examples. 
However, without setting a clear objective it can 
be challenging to understand what your KPIs 
are, who should be involved and understand the 
results and success rate. 

We recommend that your key focus area be 
inventory accuracy first. Only once the case is 
proven should you explore the additional benefits 
of using RFID. Inventory accuracy is the number 
one reason why retailers adopt RFID. In addition, 
without inventory accuracy, you cannot offer 
a great customer experience, deploy a strong 
omni-channel strategy and increase sales.

DEFINE YOUR BUDGET
It’s important to allocate  enough budget to both 
internal and external costs. 

With the right internal investment, the RFID team 
will be properly equipped to lead a successful 
Pilot. We believe that when sufficient budget is 
committed, stronger levels of internal ownership 

Just like with any
new project, it’s important you

define several aspects before you begin.

and greater buy-in is created; leading to higher 
success rates. 

Finally, with the right external budget you can 
pay the service provider(s), thereby ensuring no 
obligations to any party after the completion of 
the Pilot. We also recommend that the business 
be opened up to at least two capable service 
providers in the form of a Request for Price (RFP) 
at the end of a successful Pilot.

CONFIRM YOUR SUPPLIER POINT OF
CONTACT
To ensure your Pilot runs smoothly and you get 
the most out of the technology, ensure your RFID 
supplier provides a dedicated point of contact 
who will be your go-to person for the duration of 
the Pilot.

NAIL IT 
BEFORE YOU 

SCALE IT

1
Just like with any

new project, it’s important you
define several aspects before you begin.
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• Environment
Carry out a store visit to assess the environment
and ensure there are no major RFID challenges
such as potential frequency interferences
including metals, liquids and store layout, etc.

• WiFi
As most RFID software are cloud-based, they
require a strong WIFI connection for in-store
operation, reporting, etc.  In addition, WIFI could
be critical depending on what kind of encoding
scheme you choose. See 5. Choose an encoding
schemes.

• Staf f
Training your staff is one of the most important
things to nail before you scale. Your store
associates run the store, are in direct contact
with customers and will drive the Pilot. As a
result, it’s vital you train them and explain why
RFID is being deployed to give your Pilot the best
possible chance to succeed.

• Foi l  Barr iers
Shielding your store will create a barrier between
your shop-floor and backroom. This will allow for
enhanced product availability and visibility on
your shop-floor.

• Who
As most departments will be impacted by the 
RFID implementation, it’s important to include 
key stakeholders from all affected functions
to ensure a smooth rollout. This includes: 
Operations, IT, Finance, Logistics, Project 
Management, etc.
Appointing an internal RFID store champion,
a store manager for example, is also crucial to 
provide internal support and training to the Pilot 
store(s) as well as being a direct source of on-
the-ground feedback to head office.

• Where
Ensure your RFID team is based near your Pilot/
Control store(s). See 3. Select the right Pilot and 
Control store.

• When
Involve the team as early on as possible in the 
process to ensure a smooth Pilot.

• Object ives
Ensure the team has clear objectives. Consider 
including short-term and long-term goals and 
development requirements such as system 
integration, file transfer process, etc.

DEFINE YOUR RFID TEAM
Ensuring you have the right people at that right 
time and place is vital for a successful Pilot and 
roll-out. There are various aspects to consider 
when defining your team:

PREPARE YOUR STORES
In order for your Pilot to be successful, your stores 
must be ready to introduce RFID.

1  NAIL IT BEFORE YOUR SCALE IT
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Selecting the right pilot and 
control stores is paramount to proving the 

business case and measuring the improved  
in-store and supply chain efficiencies.

KEY CHARACTERISTICS
To obtain the best and most accurate 
comparisons, your Pilot and control stores 
should be identical, or as close as possible to it. 
We suggest considering stores that are similar in 
terms of:

• Annual turnover

• Volumes per annum

• Amount of stock on hand at any one time

• Items on sale

• Demographic

The comparison/benchmark store. where the technology currently does not 
exist and will not be implemented throughout the Pilot phase

DEFINE QUANTITIES
The more examples and results provided, the 
more the business case for RFID can be proven. 
Therefore, we recommend you choose three 
stores for each to test various sizes, locations and 
popularity. This will vary depending on the size of 
your business and affordability.

THINK LOCATION
We recommend that at least one Pilot store be 
near your Head Office or wherever your RFID 
champion/team is located. Such proximity will 
allow them to quickly visit the store should there 
be any issues during Pilot phase but also allows 
for them to conduct demos for colleagues.  

The experimental store  where the RFID technology will be implemented

T I P :  It’s crucial that no other pilots run in either Pilot or 
Control store(s) as this could skew the data and results.

P I L O T

C O N T R O L

Selecting the right pilot and 
control stores is paramount to proving the 

business case and measuring the improved  
in-store and supply chain efficiencies.

SELECT
THE PILOT

& CONTROL
STORE(S)

2
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THINK
ABOUT

YOUR LABELS

QUANTITY
Sometimes overlooked, forecasting the right 
quantity of labels required for both the first RFID 
count and the duration of the Pilot is crucial. 
Unfortunately, due to incorrect data, retailers 
often underestimate how many labels are 
required. This can have two knock-on effects:

1. Stock on shop-floor doesn’t have RFID labels
which skews stock-accuracy and can ultimately
derail the Pilot.

2. Delayed Pilot phase due to lead times in
supplying RFID inlays which could be as long as
6 to 8 weeks.

TAG SELECTION
The goal here is to ensure your RFID labels work 
alongside the existing products as part of the 
Pilot process. We first recommend you walk 
through the selected stores to define which items 
will be RFID tagged. There are then two key 
aspects of your tags to consider:

1. Select the right label for your application with
the latest chip technology. Each tag
is manufactured for a specific application
(apparel, footwear, accessories, etc.) and have
been manufactured to work for specific
surfaces (plastic, paper). Using the right tag
will allow it to perform optimally in your
environment.

2. Select the right size. Ordering tags that are too
big for the packaging is a common error, so
make sure you choose an RFID inlay that will
fit your existing packaging constraints. Care
should also be taken to not select an inlay
which is too small as this will impact the read
performance.

T I P :  You should tag as many departments as possible, 
especially where there is a common issue you are trying to 
fix, for example inventory accuracy

Selecting the correct quality and quantity 
of RFID inlays for the Pilot use case are both 

important factors to carefully consider to 
ensure a successful Pilot.

3
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• It allows for a more centralised process and
removes complexities of tagging in-store. With
store associates already working on restocking,
customer service, housekeeping and other
jobs, there could be a risk of stock going onto
the store floor without an RFID label,
double-tagging or tagging the wrong item;
resulting in stock inaccuracies. Furthermore, an
additional task for them means they have less
time dedicated to being on the shop-floor.

• It only requires one printer (in the DC) as
opposed to one printer per store; reducing your
hardware footprint and minimising cost.

• As each retailer is unique, there is no “one
size fits all” with RFID. Some will continue

WHERE TO TAG?
Step 1:  Tag in-store
We recommend tagging all existing in-store stock 
in Pilot Store(s). This ensures all items are scanned 
in the first RFID stock count. 

Should the tagging have started in DC,  you would 
have to wait for everything in your store to be 
tagged which would take too long.

Step 2:  Tag at  DC
Now you can decide to either continue tagging 
in-store or begin tagging in DC. Tagging in DC 
offers two benefits:

DEFINE
YOUR

TAGGING
STRATEGY

to tag in-store to benefit from clearer stock 
segregation between Pilot and non-Pilot stores at 
DC level and as a result, minimise complexities.

Step 3:  Tag at  source
Tagging at source, may only be practical or 
possible when you decide to do a full-scale  
roll-out. However, if it can be adopted at the time 
of the Pilot it can offer many advantages:

• It allows you to centralise your tagging
processes and set up your supply chain early on
in the Pilot phase and enjoy similar benefits to
those mentioned in Step 2, such as removing in-
store tagging complexities.

• By source-tagging, you can leverage the RFID
technology throughout the supply chain from
point of manufacture through to the stores and
benefit from improved and faster inventory
management, visibility and shipping accuracy.

• Many retailers are adopting source tagging to
streamline their manufacturing process and
minimise application costs, as the tagging and
packing is only done once - at source.

Apply the RFID tag at the distribution centre

Apply the RFID tag in-store; also known as retro-tagging

Apply the RFID tag at source of manufacturing; also known 
as source-tagging 

TAG AT DC

TAG IN-SOTRE

TAG AT SOURCE

4

T I P :  We also suggest your store staff execute the tagging 
in-store to give them more experience and training with RFID.
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WHICH TAGGING METHOD?

Regardless of where the tagging takes place, a tagging method will need to be selected: 
Scan & Print or Pre-print, Scan & Marry

Tagging
Method Description Advantages Disadvantages

The actual SKU 
barcode information 
is printed on the 
sticker.

• More hardware
required which also
results in higher costs.

• RFID label needs to
be the exact size of
current variable data
sticker/window.

• More time consuming

This method involves 
scanning the 1D SKU 
barcode number with a 
1D/2D barcode scanner and 
printing & encoding an RFID 
label with all SKU details 
printed and thereby stuck 
on top of the existing SKU 
barcode sticker. The printed 
& encoded RFID label is stuck 
on top of the non-RFID label.

Scan & 
Print

Pre-print, 
Scan & 
Marry

• The fastest method

• Only need one
centralised printer
which is also more
cost-effective

• Fewer constraints
on RFID label size

• Not printing SKU
information

• Will have 2 stickers
(one RFID and one
non-RFID)

• Extra companion
tag may be  required
for the generic RFID
sticker

This method involves pre-
printed generic RFID labels 
with the unique EPC number 
printed as a 2D/QR code 
delivered to stores and using 
the RFID handheld scanner 
to scan the SKU barcode and 
the subsequent RFID label 
(either line of site 2D barcode 
EPC scan or RFID scan of 
chip) to marry/associate that 
SKU with the corresponding 
EPC number in the cloud 
software. 

4  DEFINE YOUR TAGGING STRATEGY
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CHOOSE
AN 

ENCODING
SCHEME

5

Encoding Scheme Benefit Challenge

Retro-tagging is dependent on 
strong WiFi/internet connection 
which can be an issue for stores or 
DC’s that don’t have any WiFi or 
poor internet speeds. 

The industry standard 
following GS1 standards and 
recommended for a roll-out 
and Pilot.

IT-based 
encoding

Chip-Based 
encoding

Not industry standard so 
shouldn’t be used beyond the 
Pilot phase. 

Used when in-store WiFi is 
weak or non-existent as 
chip-based involves encoding 
from a local/in-store device.

T I P :  GS1 industry standards ensure that tags and data 
are transferable between trading partners and solution 
providers in different regions around the world. 

There are two options
when choosing your encoding scheme, 

IT-based or Chip-based encoding.

Choosing an encoding scheme should be agreed upon at the start of the project by all stakeholders, 
keeping in mind the eventual roll-out of RFID at all stores.

https://www.gs1.org/sites/default/files/docs/epc/GS1_EPC_TDS_i1_13.pdf
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CHOOSE
YOUR

HARDWARE

6

Although hardware choice will depend on your existing fleet of hardware in stores, we recommend 
using one to two handheld RFID enabled scanners per store which will suffice for the Pilot. 

Finally, a printer may be required for the DC and/or each Pilot store depending on the chosen tagging 
model. 

Over the years, there has been an 
abundance of RFID hardware developed. 

Choosing the right one is key.

T I P :  The Pilot phase is also a great opportunity to test 
various devices to make a more informed decision for the 
global rollout. 
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Just like in any relationship, in order for it to be 
successful, it’s important that all parties involved 

be compatible and can support each other.

SELECT
THE RIGHT
PARTNER

7

Once you’ve identified your overall goal, KPIs and understand your requirements, finding the right RFID 
partner is crucial to ensure you have a scalable and and a future-proof solution for the next 5+ years. 

5 QUESTIONS TO ASK YOURSELF
TO CHOOSE THE RIGHT PARTNER 

Q1 Can this partner deliver to my standards and on time? 

Q2 Is this partner keeping up to date with technological 
developments and best in class practices? 

Q3 What credibility does this partner have in the market place? Do 
they have industry experience and scalability? 

Q4 Does this partner understand my needs?

Q5 Does this partner have the necessary intellectual property (IP)?
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RECORD
AND

COMPARE
RESULTS

8
Ultimately, the goal of the Pilot phase  

is to see stock accuracy increase in the  
Pilot store(s) compared to the Control store(s).

We’ve identified 5 steps that will help provide sufficient data and a baseline to prove your case: 

Step 1:  Deploy a  physical  count
Deploy a physical count in both Pilot store(s) and 
Control Store(s). This will be used as a “baseline” 
for your first RFID count (STEP 2). 

Step 2:  Deploy your  f i rst  RFID count
Deploy your first RFID count in the Pilot store(s). 
At this stage, you will already see improved stock 
accuracy and faster stock-taking time than in  
STEP 1.

Step 3:  Use this  as  basel ine
Now that you have an accurate stock count, use 
your stock count from STEP 2 as a baseline for 
both Pilot and Control store(s). 

Step 4:  Continue to  stock-take
Continue to stock-take and observe how over 
time, the unit accuracy in the Pilot store(s) 
increases and remains high, whilst it decreases 
in the Control store(s) where no RFID or physical 
stock counts are taking place. 

Our experience has shown that although physical 
(non-RFID) stock counts can be fairly accurate, 
due to the time taken to complete them, high 
labour cost and often having to close stores during 
operating hours, physical stock counts are not 
conducted enough for accurate up-to-date stock 
count. 

A typical retailer who counts semi-annually with 
line of site barcodes will see stock accuracy 
degrade to 60-70% between counts. Whereas with 
RFID, weekly counts can push and keep accuracy 
at over 95%. 

Step 5:  Start  comparisons
At this stage, enough data is accumulated to start 
comparing KPIs between your Control and Pilot 
store(s). 

T I P :  With most retailers setting Inventory Accuracy as 
their main goal, we are using this as the main goal for the 
next steps.
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Inventory Accuracy Degrades Between Counts

100%

90%

80%

70%

60%
0 18090 (days)

BARCODES (semi-annually)

RFID (bi-weekly)

With RFID (bi-weekly), 
counts can push 
accuracy to over 95% 

A typical retailer who 
counts semi-annually 
with barcodes might see 
accuracy drop to 65% 
between counts

ChainLink Reseach

In addition to stock accuracy, you can also benefit from other data and information with RFID. 

For example, our ReflectRFID software uses a combination of real-time item-level detail and key 
identified parameters to provide specific information at any given time. 

This information includes:
• Stock analysis (store floor vs backroom split,

replenishment alerts and critical zero’s)

• Slow movers

• Best sellers

• Stock age

• Stock on hand

• Variance reports

• Stock by location

• Stock levels by product/SKU/brand/commodity/
department (Weekly, Monthly)

8  RECORD AND COMPARE RESULTS

RECORD AND COMPARE RESULTSRECORD
AND

COMPARE
RESULTS
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DETERMINE
THE SUCCESS

RATE

9

INVENTORY ACCURACY RATE
Without RFID, the average retailer’s inventory 
accuracy rate sits around 60-70%. We expect  
this rate to increase to 95%+ towards the end of 
the Pilot. 

INCREASE IN SALES
As a rule of thumb, for every 3% increase in 
stock accuracy your sales should increase by 
1% thanks to better stock accuracy and on-shelf 
availability.

STOCK-COUNTING COST AND 
EFFICIENCIES REDUCTION
With RFID allowing for faster stock-counting, your 
stock-counting hours will decrease and improve 
efficiencies; reducing cost by approximately 80%.

OTHER FACTORS
These statistics are just a few of the factors that 
will determine your Pilot’s success. There are 
many others to consider and measure which will 
depend on your KPIs and specific problem areas.

The ultimate question to ask yourself is:
have you achieved what you were trying to do?

In this final phase, it’s important 
to consider all the various factors 

that determine your Pilot’s 
success rate.

Over the years, our experience and research have identified several factors that can be used as 
benchmarks to understand your Pilot’s success rate.
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PREPARING FOR A PERFECT PILOT - CHEAT SHEET

SELECT THE RIGHT PARTNER

RECORD AND COMPARE RESULTS

DETERMINE THE SUCCESS RATE

CHOOSE AN ENCODING 
SCHEME

DEFINE YOUR TAGGING 
STRATEGY

CHOOSE YOUR HARDWARE

NAIL IT  BEFORE YOU SCALE IT

THINK ABOUT YOUR LABELS

SELECT THE PILOT & CONTROL STORE(S)

4

7

8

9

5

6

1

3

2

• Define overall goal
• Define budget 
• Define RFID team
• Prepare stores

• Deploy a physical count in both Pilot store(s) and 
Control Store(s)

• Deploy your first RFID count in the Pilot Store(s)
• Use stock count from step 2 as a baseline for both 

Pilot and Control store(s)
• Continue to stock-take and observe differences
• Start comparing sales over this period vs previous 

years and vs the Control stores.

• Has your inventory accuracy rate increased to 95%+
• Have your sales increased?
• Have your stock-counting costs and efficiencies 

reduced by approximately 80%?

•

•

Consider the partner’s ability to deliver on time, 
understand your needs and stay updated with 
latest technology
Consider the partner’s credibility, experience, IP, 
scalability

• One-two handheld RFID enabled scanners/store
• One printer/DC/store
• Don’t be afraid to test various devices!

• IT-based
• Chip-based

• Tag in-store, in DC or at Source?
• Agree on a tagging method: Scan & Print Pre-

print OR Scan & Marry

• Forecast the right quantity
• Select the right tag(s)

• Ensure both stores have similar characteristics
• Define how many of each
• Ensure optimal location
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ABOUT ITL
With over 30 years’ experience,  
we are a global provider 
of apparel label solutions, 
supporting brands, retailers  
and manufacturers all around 
the world.

Over the years, we’ve partnered 
with many of the best known 
names in our industry such as 
M&S, Victoria’s Secret, TFG and 
Next.

Our wholly owned and 
widespread weaving, printing 
and service bureaus across a 
number of  key needlepoint 
locations – which are 
connected by ITL’s proprietary 
supply chain application 
platform, LabelVantage™ – 
mean we are here for you, 
wherever you need us.

360RFID SOLUTION
360RFID is our latest integrated 
RFID solution that improves 
item availability, customer 
experience, loss-prevention and 
offers frictionless checkout.

Professional Services
Our in-house experts will guide your RFID 

deployment through piloting, ROI calculation 
and tag evaluation whilst ensuring an 

effective and efficient system integration. 

RFID Tags & Labels
Our verticality means we can customise, 
convert and offer an extensive range of  

best in-class consumables tailored to meet the 
demands of your retail environment. 

RFID Hardware
Our RFID hardware supports stock 
counting, reduces theft & fraud and 

enhances customer experience.

Global Printing &  
Encoding Bureaus

Located globally for fast and seamless 
fulfilment to your product suppliers.

Online Label Management 
Software

ITL’s LabelVantage™ online platform is 
designed and developed to deliver label 

programs quickly, reliably and on a global 
scale.

Inventory Management 
Application

To empower you with access to real-time, 
shareable and accurate item-level inventory.

Reflect RFID 

To find out how ITL can support you on your RFID journey and ensure a 
successful deployment, visit our website or get in touch info@itl-group.com.  

Bangladesh | Canada | China | Ethiopia | Germany | Hong Kong | India | Mauritius | Madagascar | Mexico | South Africa | Sri Lanka | Turkey | UK | USA | Vietnam

Our 360RFID 
Solution

http://www.itl-group.com
mailto:info%40itl-group.com?subject=



