CHECKLIST

National Rollout Risk Checklist

How to ldentify and Prevent Costly Mistakes in Multi-Location Retail Installations

By Teamwork
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Opening one store is execution. Opening twenty, fifty, or one hundred stores is risk

management.

In national retail rollouts, problems rarely come from the installation itself. They come from
small gaps that repeat across locations:

* Incomplete site data

« Slight measurement discrepancies
» Fixture mismatches

« Graphics placement errors

« Scheduling conflicts

 Poor visibility across markets
Individually, these issues seem manageable.

Across multiple locations, they compound quickly, leading to delays, budget overruns, and
inconsistent brand presentation.

We created this checklist based on real-world rollout experience. It's designed to help retail
leaders, construction managers, and brand teams flag risks early, before crews are onsite and
timelines are exposed.

Use this checklist to pressure-test your rollout plan. If you can confidently check every box, your

execution is structured for success.

Pre-Rollout Planning Risks

« Are final, approved plans in place for every location?

« Have fixture specifications been verified against actual site conditions?
« Are millwork details standardized across markets?

« Have graphics dimensions been confirmed per store?

« Are material lead times aligned with the rollout schedule?

« Have scope documents been reviewed to eliminate gray areas?

« |s there a defined escalation process for field issues?

Risk Flag: If plans are still evolving while installation begins, delays are almost guaranteed.

Site Condition & Survey Risks

« Have pre-construction site surveys been completed for each location?

Are ceiling heights, wall conditions, and floor finishes documented?

Have structural and surface conditions been verified?

Is there clear photo documentation for reference?

Are measurement reports shared with installation crews in advance?

Risk Flag: Unverified site conditions create costly rework and schedule disruption.

Fixture & Graphics Installation Risks

« Are gondolas, shelving, and display systems clearly labeled per site?

Have vinyl wall wraps and graphics been reviewed for placement accuracy?

Are illuminated signage requirements confirmed?

Has installation sequencing been planned to avoid trade overlap?

Is there a structured sign-off checklist at each store?

Risk Flag: Incorrect sequencing can slow installs and push opening timelines.

Millwork & Onsite Customization Risks

« Have custom millwork tolerances been reviewed for each location?

« Are onsite adjustments accounted for in the schedule?

« Are trim, molding, and paneling finishes aligned with brand standards?

« |s contingency time built into the timeline for unforeseen modifications?

Risk Flag: Assuming all stores are identical is one of the most common rollout mistakes.

Communication & Coordination Risks

« Are installations staggered realistically across markets?
« Have mall restrictions or site access limitations been factored in?
« Are delivery windows coordinated with installation crews?

« |Is buffer time built into the master schedule?

Risk Flag: Aggressive timelines without margin create cascading delays.

Close-0Out & Handoff Risks

« |s there a final inspection checklist per location?

« Are punch lists documented and resolved before opening?
« Are field photos archived for future reference?

« Is a completion report issued for each store?

Risk Flag: Skipping structured close-out leads to long-term performance issues.

Before You Go Live

Mational rollouts don't fail because of one dramatic mistake. They fail because small
oversights repeat across locations.

« An unverified ceiling height.

e« A missing fixture detail.

o A delivery delay without visibility.

« A seguencing issue that looked fine on paper.

Each one seems manageable. Across twenty stores, they become expensive.

This checklist is designed to slow you down just enough to catch risks while they are still
preventahle At Teamwark, we support national rallout services with structured retail
installation, detailed site surveys, coordinated sign and graphics installation, millwork

installation, and disciplined project tracking.

With CONNEXT, our proprietary project management platform, clients stay informed through

live updates, field photos, and accurate timelines, all in one place.
Because when stores open on time and on brand, it's not luck.

It's preparation, coordination, and clean execution.



