2025 Holiday
Readiness Timeline

A month-by-month guide for small retailers
to plan inventory, promotions, and customer
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The holiday season is the biggest sales period of the year, but 2025 is different: slower growth,
earlier shopping, and tighter margins. This timeline breaks down what small retailers need to do each
month to stay ready—from June planning through January returns.

J u ne O Review last year’s sales data and forecast demand.
O Identify tariff/duty risks; run cost sensitivity tests.
Plan demand and
review tariffs O Set preliminary budgets and revenue goals.
J uly O Lock in primary suppliers and line up secondary options.
. . O Place early orders for long-lead products.
Confirm suppliers and
secure backups O Review Free Trade Zone (FTZ) or USMCA savings opportunities.
August O Run load, stress, and soak tests on your website.
. O Audit POS and integrations (OMS, WMS, payments).
Audit systems and
test tech O Confirm in-store tech readiness (registers, card readers, Wi-Fi).
September O Put acode freeze in place (only bug fixes allowed).
O Build and approve your promotion calendar.
Freeze code and
finalize promotions O Train seasonal staff and set escalation plans.
October O Roll out "holiday creep” campaigns as shoppers buy earlier.
. O Prepare print and in-store assets with VistaPrint.
Launch early promotions
and marketing 0O Confirm shipping capacity with carriers.
O Monitor site performance and run backups.
November
. O Adjust campaigns daily based on stock and traffic.
Manage peak traffic
and fulfillment O Keep staff coverage high, both in-store and online.
Decem bel" O Watch inventory flow closely (SKU-level visibility).
L O Keep promos consistent across channels.
Optimize and
maintain service O Prioritize CX—fast checkout, clear policies, support coverage.
Janual"y O Staff for return peaks; prep bins and reverse logistics.
O Automate refunds and offer self-service tracking.
Handle returns and
retain new customers O Send surveys, analyze seasonal data, and follow up with retention offers.



Tariff Risk Checklist Tech Readiness Checklist Logistics Readiness Checklist

O Review product mix for high O Run load/stress/soak tests O Reserve carrier space by
tariff exposure October
O Freeze code by September
O Run cost-sensitivity tests O Confirm surcharges in
O Test POS and payment advance
O Keep a buffer of critical items systems

o O Monitor customs and lead
O Explore alternate origins O Set up error alerts times

O Have a backup plan for
weather delays

The holidays are tough, but with the right planning you can stay ready,
serve your customers, and protect your margins.
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