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Overview

Point-of-sale software is in a sustained modernization cycle. Grand View Research puts the global POS software market at 
roughly $17 billion in 2025, on track to reach about $39 billion by 2033 at a ~10.8% CAGR.1  Estimates differ by analyst, 
but the direction is consistent: most place the 2025 market in the mid-teens of billions of dollars and expect it to more 
than double within the decade. 

What is driving the spend is more telling than the headline number. Retailers are moving off legacy registers toward 
cloud-native, mobile-first POS, layering in AI-driven personalization and analytics, and demanding genuine omnichannel: 
buy-online-pickup/deliver-from-store, unified returns, a single view of inventory. Contactless and digital payments are now 
table stakes, and security and compliance expectations keep rising. Each shift adds a new combination of software, 
hardware, network, and configuration that someone has to validate.

This is the quiet tension in store modernization: the more capable the stack becomes, the harder it is to test. A 
department-store estate may run several POS variants, a dozen peripheral types, and hundreds of store configurations at 
once. Validating that matrix the traditional way (in-store, late, by hand) is slow, expensive, and risky. The offshore store lab 
is the structural answer to that tension.

Over the last several years, we have watched store technology go from a back-o�ice concern to the front line of how 
retailers compete. The checkout process, POS terminals, the handheld in an associate's hand, the clienteling app, the RFID 
scan on the floor. This is now where customer experience is won or lost. Stores also have to support the omnichannel 
essentials: endless aisle, buy-online-pickup or return in store, buy-online-ship-from-store, and more. Yet the harder problem 
is rarely the software or the hardware itself. It is proving that a modernized store stack works effectively and reliably across 
every device, every store configuration, and every omnichannel journey before it ever reaches a live store.

That is the problem an offshore store lab is built to solve. In this paper, we want to share my perspective on why these labs 
have become essential to store modernization, what a good one actually looks like, and what we have learned from two 
engagements: a build-operate-transfer team for a global retail platform provider, and a dedicated store lab for a leading 
American department store.

Industry context

In my experience, five pressures, working together, make the case for a dedicated lab. You can manage any one in 
isolation; together, they justify a purpose-built environment.

1Grand View Research, Point-of-Sale Software Market (2026–2033), 2025–2026.
2Composite of Grand View Research, Mordor Intelligence, Precedence Research and IMARC Group estimates, 2025–2026; 
figures vary by analyst scope and methodology.

The pressures behind a dedicated lab

https://www.zensar.com/industries/consumer-services
zensar.com/industries/consumer-services/retail-solutions
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1. The hardware × configuration matrix

A modern store is a mesh of devices, including fixed registers, all-in-ones, tablets, handhelds, scanners, card readers, receipt 
printers, RFID readers, and label printers, from multiple vendors, each paired with multiple store and regional configurations. 
Coverage means testing combinations, not just features. That combinatorial reality overwhelms ad-hoc testing and demands 
a place where the real devices live, and real configurations can be reproduced on demand.

2. Talent availability and cost of development

Engineers and QA specialists who genuinely understand POS internals, store operations, and store-application integration are 
scarce and expensive in most home markets. An offshore lab concentrates that specialized talent in one place, at a materially 
lower cost, and keeps it engaged across releases rather than assembling and disbanding it for each one. This was the explicit 
objective behind one of the engagements we describe below.

3. A secure environment that mimics the store

Store systems handle payments and customer data, so the lab cannot be a loose collection of test machines. It needs a 
dedicated network with its own VPN and firewall rules, production-mimicking configurations, and controls that meet security 
and compliance obligations. Just as important, it must reproduce real store conditions, such as o�line resiliency, peak-season 
load, live integrations, and the ability to add devices the moment a new hardware combination needs coverage.

4. AI-infused, highly automated testing

Regression that once took days now has to finish in hours. That calls for a hyper-execution framework that can scale test 
workloads in parallel, emulators that remove hard device dependencies with manual regression reserved for where it 
genuinely adds value, and a fast path from test design to automated coverage. This is where AI earns its place: helping 
authors write accurate test scenarios and convert them into automation, building suites that, in our experience, run around 
30% faster and more reliably.

5. Release velocity and rollout pace

Modern retail runs on a relentless release cadence, and rollouts are measured in hundreds of stores against immovable dates, 
the weeks before peak season chief among them. That pace leaves no room for a test environment that has to be rebuilt or 
rebooked for every cycle. A standing lab that can validate continuously, absorb new builds automatically, and scale device 
coverage on demand is what lets a rollout hit its dates without trading away quality.
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Two ways to engage: Managed lab and BOT

A store lab worth the name brings together three things: scope, physical setup, and a secure, scalable foundation.

Anatomy of a store lab

Scope of work

• Development: Customization and extension of new POS and store applications.

• SIT and regression: System integration and regression execution for every release.

• Test automation: Automating existing manual cases and new scenarios across devices and apps.

• Release and deployment: Automating configuration, deployment, and releases into the store.

• SRE governance: Monitoring, dashboards, alerts, and regression wired into the build pipeline so defects surface early.

Physical setup

The lab holds the real hardware estate, including the POS devices, registers, scanners, card readers, and receipt printers, 
alongside handhelds, RFID scanners, and label printers that stores actually use. Having the physical devices on hand makes 
manual validation on POS hardware and automated runs against store applications credible, not approximate.

Secure and scalable foundation

Underneath sits dedicated primary and secondary connectivity into the client environment, a hardened network, and an 

explicit focus on security, stability, scalability, and compliance. The ability to ship additional devices and stand them up 

quickly lets the lab keep pace with a rollout instead of becoming its bottleneck.

A managed store lab is the more common starting point: the provider stands up and runs the lab, people, devices, network, 

and governance, as an ongoing service aligned to the retailer's release calendar. The retailer gets coverage and capacity 

without owning the operational overhead.

The build-operate-transfer (BOT) model goes further. The provider builds the team and capability, operates it to maturity, 

and, when the client is ready, transfers it across. BOT is the right answer when the driver is talent availability and the cost of 

building a specialized engineering base from scratch in a lower-cost location. It lets a retailer or product company quickly 

scale a specialized team, prove it in delivery, and bring it in-house on a known timeline.
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From the field: three experiences

BOT for a global retail platform provider

For a leading retail platform and products company, the brief focused squarely on talent and development cost. We built a 
co-development team of around 75 engineers working alongside the vendor on their next-generation cloud, mobile-first POS 
platform, plus a professional-services team of roughly 80 implementing the suite across their customer base. It became the 
largest R&D and professional-services team the client had stood up outside North America.

What stayed with me was the economics. By reducing the hardware footprint and standardizing the environment, the 
platform delivered 35%-40% cost savings; a cash register that once took days to configure could be stood up in minutes; and 
implementation timelines shortened by roughly a quarter to a half through automated updates and lighter integration 
overhead. The lab itself ran on dedicated bandwidth so it could support end customers directly. None of that is about cheap 
labor; it is about putting the right talent in the right place with the right environment around it.

A store lab for a leading American department store

The second engagement was a different shape of the same problem. A leading American department store was 

modernizing its entire store ecosystem, running a legacy POS alongside a new POS solution, plus store applications for 
order pick-pack-ship, inventory management, store operations, and clienteling. They needed to verify and validate the 
modernized stack across hardware combinations and store configurations before it went live, securely and at the pace of 
an aggressive rollout.

We built a secure offshore lab with dedicated primary and secondary connectivity into their data center, stocked with the 
real device mix: legacy and new POS devices, all-in-ones and tablets, legacy terminals, plus scanners, card readers, receipt 
printers, RFID scanners, and label printers. More than 90% of regression and SIT runs for the store applications were 
automated for every release, with manual validation reserved for the POS devices themselves. SRE governance, proactive 
dashboards and alerts, and regression built into the pipeline meant we caught issues early, not in the store.

The lab infrastructure setup

We brought up the dedicated infrastructure in under three months, including procuring network devices and bandwidth 
and building an access-controlled lab. We put the VPN and firewall rules that enable automated build installation and 
secure access to environments in place in parallel, as soon as the network and bandwidth were live. The lab didn't just test 
the rollout; it made the rollout timeline credible.
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The value equation

Pulling the two experiences together, the value of an offshore store lab shows up in a few consistent places:

• Cost-effective quality at scale: Validate many hardware and software combinations without the cost of doing it 
in-store or in a high-cost location.

• Faster, more confident releases: A highly automated regression suite shortens test cycles and improves coverage 
release over release.

• Fewer defects in the field: Owned pods, SIT, and regression catch issues before they reach a live store.

• Safe room to change: Teams can try new hardware and software in a controlled, production-mimicking environment.

• Secure, scalable infrastructure: A dedicated, compliant network that grows with the rollout.

• An AI dividend: AI-infused QA can hyper-execute automated tests in hours, and AI-assisted reverse engineering helps 
make sense of legacy code during modernization.

Where this is heading

My own view is that the offshore store lab is shifting from a cost play to a strategic capability. As stores get smarter and the 
device-and-configuration matrix keeps expanding, the lab becomes the one place where specialized talent, security, 
automation, and AI converge to take the risk out of store modernization. Retailers that treat it that way (as a core capability 
rather than a testing line item) will modernize faster, with far fewer surprises on the sales floor.
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