THE FULL PROJECT . A LIVE DEPLOYMENT

Item-Level RFID in a Multi-Store
Resale Operation

How item-level visibility changed an entire resale operation — from the
donation door to the register.

For most of retail history, a resale operation has run nearly blind. The inventory is donated, every item
is unique, and each piece is priced once by hand — so the tools built for conventional retail simply don’t
apply. One multi-store resale chapter changed that by deploying item-level RFID across its operation.
This paper is an account of that project: what was put in place, and what it changed across the entire
operation.

1 An operation no barcode was built for

A conventional retailer knows what it bought, what it sold, and what is missing, because every item carries a
manufacturer barcode tied to a purchase order. Resale has none of that. Each donated item is unique and priced
by hand, so there has never been an item-level record of what exists.

That blind spot is not only about theft. It means an operator cannot reliably answer basic operating questions:
what is actually on the floor right now versus in the back; what is selling, and from which store; how the
production team is performing, not in volume but in value; and where, and how much, is leaking out unpaid. Each
of those is a margin lever, and each was invisible.

2 The project: what was deployed

The deployment began as a single-store pilot in December 2020 and expanded across more than 20 stores plus
a central processing facility. The core idea is simple: tag every item at the moment it is priced in production, then
read those tags in bulk — a full basket or an entire rack in seconds — at every point that matters:

- Handheld readers for fast floor and back-room counts.
- Basket-drop checkout that reads a full basket at once rather than scanning item by item.
- Exit and EAS detection at the doors.

» Back-room cart tunnels that read inbound and outbound carts automatically.
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- Integration with the existing point-of-sale, so the RFID layer sits on top of how the stores already operate.

The rollout was deliberately staged: it began with a single pilot store and expanded store by store as the system
proved out across the operation, rather than switching on the whole chapter at once.

3 What changed across the operation

The value of the project was not any single feature. It was that, for the first time, the whole operation became
visible at the item level — and that visibility paid off in several places at once.

Checkout and the floor. Reading a full basket at once shortened lines, especially on busy weekends, which
means fewer shoppers who abandon a cart because the wait is too long.

Inventory accuracy and floor visibility. The operator can see what is actually on the floor versus in the back,
find specific items in seconds, and reconcile what production put out against what sold — instead of guessing.

Loss became measurable. For the first time the operation could measure shrink — the net unaccounted gap
between what was produced and what was sold or counted. It proved higher than the 5-6% the industry
assumes, it varied widely from store to store, and once it was visible continuously and by store, it came down
substantially. (The detail is in the companion shrinkage paper; here it is one of several things measurement
unlocked.)

Sell-through and pricing. Knowing what moves, where, and how fast opens the door to pricing by actual buying
behavior rather than a manual’s guess — including time-based dynamic pricing that resale has never had the
data to attempt.

Production measured in value. Production output can be judged not only by how many items a team processed,
but by how those items performed once on the floor — which turns the most important role in a resale operation
into something measurable and improvable.

Central processing. With item-level data on what each store actually needs, the processing center can route
inventory by demand instead of distributing evenly — improving turns and reducing waste across the network.

4 Why this matters for resale

Conventional retailers adopt RFID mainly for supply-chain and omnichannel reasons. For a resale operation the

economics are sharper. Because the inventory is donated, the cost of goods is near zero — so every dollar of loss
prevented and every dollar of additional sell-through falls close to pure margin. That makes operational visibility
the single highest-return investment available, and it is exactly what item-level RFID provides. The technology’s
first job is not to deter or to automate; it is to let the operator see. Everything else follows from that.

5 What this means for another chapter

The lesson is not a number to copy. It is that a resale operation can run for years without seeing itself clearly,
that item-level visibility changes decisions across checkout, the floor, loss, pricing, production, and processing
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all at once, and that the only way to know your own operation is to measure it. Start with one store. Let the data
make the case.

METHODOLOGY & NOTES

- Figures referenced here are from an anonymized resale chapter of more than 20 stores, measured continuously from
August 2024 through April 2026; ranges are approximate and rounded. Specific shrink figures and their methodology
are documented in the companion shrinkage paper.

 “Shrink” here means measured net unaccounted loss — theft, miscounts, and process loss together, not theft alone.

« Hardware makers are deliberately unnamed.

Insta-Trac delivers item-level RFID for real-world retail, Powered by RES RFID — an RFID systems integrator with more than 15
years of enterprise deployments across retail, healthcare, and asset tracking. 616.RES.RFID - sales@resrfid.com
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