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The Future of Retail  
Building a Business Case for In-Store Technology



REINVENTING PHYSICAL RETAIL
 

New technology is transforming the customer experience in 
brick-and-mortar retail. But what measures should retailers 
take to stay ahead of the curve? And how can they be sure 
of a return on investment (ROI).

Retailers are under pressure to connect the dots between 
online and offline customer interaction. They are investing in 
omnichannel retail models and the latest Internet of Things (IoT) 
technology to create physical stores that are more dynamic, and 
rich in personalized experiences. While becoming technologically 
enlivened, stores must also remain attractive, comfortable and safe 
places for customers to be immersed in the brand and the product.

This new generation of in-store Virtual Reality (VR) and 
Augmented Reality (AR) hardware, Wi-Fi sensors, smart mirrors, 
Radio Frequency Identification (RFID) readers and network-
enabled devices has the potential to know and report the status 
of people, products and processes.
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Aligning online and offline is now more 
important than ever as consumers 
navigate an average of 7.6 touchpoints 
for any given shopping journey.  
SOURCE: SALESFORCE
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Next-gen  
stores

“We need to bring 
our vision to life 
with the latest  
in-store solutions”

“How can we create 
a practical  
business case to 
take this forward?”
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Under pressure to ‘modernize’, some retailers 
feel obliged to simply roll out tech innovations 
without a full thought-out business case around 
boosting in-store conversion, average order 
value, repeat visits and staff productivity.

Even with a convincing business case, business 
leadership does not always understand the 
opportunities fully enough to spend the money 
required for a compelling customer experience 
(CX) project. Or it may be an internal resources 
issue - the retailer does not have a person 
assigned to consume the data or who may lack 
relevant experience.

THE FUTURE OF RETAIL  

New technology and IoT in stores can 
improve business processes, make better 
use of data and maximize a retailer’s selling 
power to customers. But connected devices 
succeed only when they unify consumers 
with brands and products in ways that are 
relevant and profitable to the business.

Kevin Larke, Director of Sales,  
Sensormatic Solutions

“ “
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51%  
of retailers said they were 

not yet taking advantage of 
IoT technologies because 
they have not identified a 
business case to support 

specific use-cases.
RSR Research (October 2019)
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Many retailers are held back in physical stores 
because unintegrated systems and processes 
limit their ability to serve customers, respond 
in real-time to events, and support customer 
journeys that often start online.

At the same time, the proliferation of new 
technologies and techniques threatens to 
overwhelm even the most enlightened retail 
operations and IT teams.

RETAILERS WANT TO  
FUTURE-PROOF THEIR  
STORES. BUT HOW?  

EXAMPLES OF IOT SOLUTIONS IN RETAIL

Occupancy level indicators

Cashierless and mobile payment systems

Interactive kiosks and shelf-edge labels

Smart signage, interactive walls and mirrors

Digital tablets so staff can offer endless aisles

Systems that track customer movements to ensure 
optimal store design and layout

 AI-enabled stock checking robots

 Wireless shipment tracking devices

 Real-time condition monitoring of goods

 RFID inventory management tools

 In-store shopper behavior tracking
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BUILDING A BUSINESS 
CASE FOR CUTTING-EDGE 
STORE TECHNOLOGY
Retailers should take these eight steps in order to 
select the most appropriate in-store tech:
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Collaborate across key 
departments  

Measure success

Use data to build a single 
view of customers, orders 

and stock

Select innovations that fit 
your customers’ needs

Rethink connectivity to 
support your retail intelligence

Build forecasts that take both 
prescriptive and predictive 
insights into account 

Map and evaluate customer 
journeys

Ensure all tech contributes 
value to the data model

STEP 1

STEP 2

STEP 3

STEP 4

STEP 5

STEP 6

STEP 7

STEP 8
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Begin by collaborating across the organization 
in terms of operations, IT, marketing and data 
analytics. There is pressure on the IT department 
to cope with the amount of data that IoT will 
create, so it’s a good idea to go back to the 
basics of corporate and IT governance.

Cross-functional teams can help create a 
common understanding of the opportunities 
to be derived from IoT. If a company is serious 
about upgrades that will increase ROI and 
improve the customer experience, these teams 
– working together – are imperative.

STEP 1:  
Collaborate across key 
departments  
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Once a cross-functional team is established, a 
retailer can create project objectives. Because 
of the cross-functional nature of IoT, the 
projects should be planned to keep track of 
each department’s benefits.

It might be that improved inventory 
management and customer experience are 
hoped-for outcomes from the use of IoT data. 
These should be measurable – success KPIs 
such as Shopper to Associate Ratio and Sales 
per Shopper, complex metrics that take sales 
data, traffic and conversion into account. 

STEP 2:  
Measure Success  
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The root of all retail profitability is ensuring a 
360 degree, real-time view of the customer, 
orders and inventory. Having this level of 
information across the business enables 
key personnel to make decisions based on 
accurate insight, which in turn will generate 
better results.

The basics of good retailing must be in 
place, before a retailer can commit to the 
embellishments of in-store CX tech. There 
should also be high levels of visibility around 
all business data, in particular inventory 
intelligence, and ongoing shopper behavior 
analytics. This must be considered part of the 
wider store CX upgrade strategy.  

STEP 3:  
Use data to build a single view 
of customers, orders and stock
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By analyzing a wide range of data points, both 
internal and external, it becomes possible to 
build better forecasts that enable business as 
usual operations to deliver a better result, and 
then embed best practice to get continuous 
improvement. 

It’s vital to balance the prescriptive (what do 
I need for trading today?) with the predictive 
(how do I need to prepare for what is coming?). 
Also balance macro planning, such as the broad 
shift online, with the micro - seasons and 
calendar event spikes. 

STEP 4:  
Build forecasts that take both 
prescriptive and predictive 
insights into account 
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To enhance the in-store customer experience, 
brands need to consider how technology can be 
used to develop personal connections between 
consumers and employees, but at the same 
time ensure efficiency and reliability at the self-
checkout for customers who do not require any 
interactions.

This could be allowing consumers to explore 
a spring clothing collection through virtual 
or augmented reality headsets or interactive 
displays. 

Before committing to a full roll-out it will be 
imperative to run a pilot and A/B test against 
existing customer behavior data, so that the 
impact of new technology on dwell times, 
conversion rates and average transaction values 
can be carefully checked and monitored. This 
way, VR walls, pop-up elements in store, iPads, 
digital displays, interactive mirrors and the like 
will deliver a return on investment.

STEP 5:  
Select innovations that  
fit your customer needs  
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Map customer journeys using in-store 
technology so that every store understands 
how shoppers are using the space, when 
conversions happen, and where there are 
missed opportunities. For instance, if traffic is 
high at certain times, but conversion is low, 
it’s possible that in-store tech could be used 
to convert faster, and improvements measured 
over time. The aim is to provide the maximum 
service at the lowest cost, in relation to sales 
opportunities, so the benefits of new technology 
can be factored into this research. 

If retailers wish to see the complete picture of 
how shoppers are behaving in their stores, an 
analytics capability is essential. This will take 
the data recorded by people counting devices 
and turn it into meaningful insights using 
ShopperTrak consulting expertise. From here, 
the impact of any changes made to future-proof 
the store can be measured (see step 5).

STEP 6:  
Map and evaluate customer 
journeys
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https://uk.shoppertrak.com/retail-analytics/people-counting-conversion/
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In the store, while there are significant 
improvements to be made using IoT devices, 
enabled by software and executed by store 
associates, the longer term benefits are to be 
found through a complete view of the entire 
IoT estate.

By connecting individual points of value 
through the store network and maintaining a 
continuous view of performance, it becomes 
possible to better manage the customer 
through any type of journey. In the future, 
insight into these journeys can then be used 
to transform static store layouts, enabling 
both store associates and customers to curate 
and take part in personalized and immersive 
experiences.

STEP 7:  
Rethink connectivity to support 
your retail intelligence
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At present, many retailers collect, store and use 
data in silos, creating disjointed processes that 
reflect on the customer experience.

Syncing data across the organization will 
enhance a retailer’s ability to personalize their 
interactions with consumers. This will also help 
to eradicate process and service glitches, when 
touchpoints simply don’t line up. The key is to 
ensure the right data is being used in the most 
commercially beneficial ways. If new tech is not 
contributing in this way, the question must be 
asked: How valuable is it?

STEP 8:  
Ensure all tech contributes 
value to the data model  
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CHANGE MANAGEMENT: KEEPING 
YOUR PEOPLE IN THE LOOP
 
As stores are updated and new digital tools are used in the 
day-to-day activities of store staff and their shoppers, buy-
in is required from the workforce to ensure ROI is delivered 
according to initial plans. 

Whether retailers are using RFID readers for improved stock 
availability, iPads to support in-store customer ordering, or 
checking into daily traffic data reports, they need to be fully 
engaged in the strategic thinking behind new processes.  

Consultancy services help set employees on the path to 
empowerment with data use.

There can be significant benefits for retailers, using AI to surface 
the relevant data – such as customer behavior or product 
information - and make this available to employees for everyday 
use. But this requires a clear business case beforehand and 
often the assistance of a third party consultants to assist in how 
to use it to best advantage and apply the data to the business.

With an established change management process under way, 
retailers can prepare, manage and reinforce tactics to gain 
buy-in from the field and accelerate results over time. Through 
further data integration, segmentation and detailed peer group 
analysis, retailers can begin to achieve high-impact results.
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Retail  
data as  
a tool

“I could do a much 
better job with 
meaningful,  
accurate insights.”

“How can I get buy-in 
from my team?”
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ROBUST DATA INSIGHTS LEAD TO ROI 
 
The potential of new technology in stores is under intense 
scrutiny today. In reality, it only becomes ingrained if it changes 
the experience for the retailer or, more importantly,  
the customer.

Retail investments in stores need careful consideration. Existing 
data can help in the decision-making process as retailers plan a 
more connected, agile future in their stores. The human side of 
store updates should always be factored into any process  
of change. 
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Contact Sensormatic Solutions if you’d 
like to measure the impact of instore 
innovations, using traffic data insights.



About Sensormatic Solutions 

Sensormatic Solutions is the leading global retail solutions portfolio of Johnson 
Controls enabling smart and connected shopper engagement. By combining 
critical insights into retail inventory, shopper traffic and loss prevention, 
Sensormatic Solutions powers operational excellence at scale and helps create 
unique shopping experiences. 

Our solutions deliver real-time visibility and predictive analytics for accurate 
decision-making across the enterprise, enabling retailers to confidently move 
into the future. With more than 1.5 million data collection devices in the retail 
marketplace, we capture 40 billion shopper visits and track and protect billions of 
items each year. 

Our retail portfolio features the premier Sensormatic, ShopperTrak and TrueVUE 
brands. Please visit www.sensormatic.com, or follow us on 

https://www.linkedin.com/company/sensormatic/

https://twitter.com/sensormatic

https://www.youtube.com/user/TycoRetailTV

https://www.linkedin.com/company/sensormatic/
https://twitter.com/sensormatic
https://www.youtube.com/user/TycoRetailTV

