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BA 453  Take-Home Final Exam      Winter 2018 

To: Bob Chandler, Tactics Board Shop Co-Owner 

From: Kent Slocum, Marketing Analyst 

Date: Thursday, March 22, 2018 

Executive Summary 

Mr. Chandler: 

 As a sport, snowboarding is struggling. Erratic weather, market saturation, and aging 

athletes have all led to a reduced interest in snowboarding, with participation plateauing over the 

past six years. As the co-owner of Tactics Board Shop, you understand the importance of staying 

relevant to your customers. Unfortunately, Tactics has not kept abreast of the fastest-growing 

board sports and risks losing its momentum as an up-and-coming active-lifestyle retailer. 

However, Tactics has carefully built two core competencies that it can leverage to overcome this 

major obstacle to growth. 

 First, its strong team of expert staff and sponsored riders gives Tactics the ability to 

provide crucial support and advice to customers. Secondly, Tactics’ strong web presence and two 

well-placed retail locations give it the flexibility to launch new products and services both 

nationally and locally. If Tactics repositions itself as a board sports expert, rather than just a 

retailer, it may be able to unlock greater sources of customer lifetime value. As long as Tactics 

embodies the active, youthful lifestyle of the board sports market, it can remain diligent in 

identifying and responding to rapidly-changing. 
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The Current Situation   

This environmental scan is a snapshot of 

Tactics’ current situation. The research 

described here is not exhaustive, but it 

covers the most relevant aspects of Tactics’ 

positioning in the active-sports industry.  

Internal Strengths: 

 Knowledgeable Service: 

 Tactics understands that board sports are built on relationships. This belief 

permeates almost every part of its company culture. Employees actually use the products 

they sell, a chat box is prominently displayed on the website, and the return process is 

simple and easy. That’s why customers consistently give Tactics 5-star reviews and 

spread the news by word-of-mouth. By focusing on its customers, Tactics is constructing 

a connection with its users that is difficult for competitors to imitate. This leads to 

stronger loyalty from customers and a deeper understanding of what they need. 

 Multichannel Business Model: 

 In the world of retail, there is a big difference between those companies who have 

a web site and those who do it well. Tactics’ website is more than just a complement to 

its Eugene and Bend locations; it is a store of its own, with its own life and vitality. 

Tactics’s team of experienced employees is not content to stay still, however. A recent 

job opening for a digital marketer is just one way that Tactics is seeking to better balance 

the seamless dynamic between these it digital and physical realms. 
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Diverse and Well-Known Team of Sponsored Riders: 

 Tactics has a strong team of brand ambassadors for skate and snow. The brilliancy 

of this strategy is that all 37 team members provide a steady stream of original content in 

the form of videos, blog posts, and events. This content, in turn, keeps fans engaged with 

the Tactics brand in between purchases. By supporting up-and-coming youth, Tactics is 

increasing its authenticity and aligning itself with a new generation of riders. 

 Authentic Company Culture: 

 Tactics doesn’t just talk about being authentic—it’s one of their core values. As 

an independently-owned company, Tactics is not beholden to corporate shareholders or 

quarterly earning reports. Instead, it constantly strives to improve the company for all of 

the stakeholders—including employees, customers, suppliers, and team members. Its 

small size is a huge benefit, enabling Tactics to embrace change and have fun at the same 

time. 

Internal Weaknesses: 

Limited Awareness: 

 Even though Tactics’ size is a strength, it is also a detriment. With only two store 

locations and a very small team of employees, Tactics must work very hard to gain the 

same kind of awareness that comes naturally to bigger and older brands. For people 

outside the board sports community, Tactics is practically unknown.  

Limited Engagement: 

 Although Tactics’ staff are knowledgeable and relatable, it is sometimes difficult 

for them to share that valuable information with those who need it most. Unlike REI and 

Berg’s, Tactics’ in-store events are limited to screenings of action-sports videos. Its 

online events are simple price discounts and donated percentages of sales. This means 
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that people new to board sports have relatively few reasons to enter the store for the first 

time. 

External Opportunities: 

Power of New Entrants: 

 Tactics lies in the middle of four different industries—shoe stores7, sporting 

goods8, and men4 and women’s10 apparel. All four of these mature industries (and most of 

the companies within them) have been in existence for decades, with extremely low or 

negative growth forecasts. This means that the active-sports retail realm is ripe for 

disruption. With most new active-wear companies focusing on design and manufacturing, 

Tactics may benefit from being “the new kid on the block” in the retail space. 

Power of Buyers: 

 The power of buyers is high, but this works in Tactics’ favor. Even with the 

proliferation of online shopping, the internet has broadened Tactics’ reach and unleashed 

a more dependable revenue stream than two retail locations can provide. At the same 

time, the overwhelming options available to customers actually drives them to specialty 

stores such as Tactics, whose reputation for “boards” makes it an attractive place to visit.  

With this in mind, Tactics has chosen the perfect places to call home. Eugene’s high 

schools and universities provide a steady stream of interested customers, while Bend’s 

year-round active lifestyle promotes board sports. 

Power of Complements: 

 The future of Tactics’ current snowboard and cold-weather gear business depends 

upon the success of winter resorts. With increasingly unpredictable weather patterns and 

disappointing snowfall, many mountain ski resorts are struggling to stay in business1. 
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This, in turn, reduces demand for Tactics’s snowboarding products and creates 

disappointing future prospects. 

 At the same time, Tactics’ current skate shop business depends upon community 

support in Bend and Eugene. With the construction of a brand-new skatepark just a block 

from Tactics’ main location, Eugene’s thriving downtown skater culture provides an 

attractive customer base and a positive forecast for future sales and services. 

External Threats: 

 Power of Suppliers: 

 As a retailer, much of Tactics’ sales depend upon the resale of third-party 

merchandise. Many of these brands have begun selling their own merchandise in their 

own stores and online, thus stealing sales from Tactics’ stores, cutting out the middleman. 

For example, Vans has opened retail locations throughout the US, potentially drawing 

away customers from Tactics’ more diverse selection of merchandise. Brands that Tactics 

has in common with its competitors include Patagonia, Dakine, GoPro, Volcom, Oakley, 

Burton, and Vans. Since Tactics represents only a small percentage of sales for these 

companies, and because Tactics has very few private-label brands, the power of suppliers 

is high. 

Power of Competitors: 

 Because Tactics sells very specific types of products and services in two very 

local areas, it would have far fewer competitors than those listed below, if it were not for 

its extensive online sales. It is this strength that actually creates greater difficulty in such 

a competitive retail environment. 

 Zumiez (founded 1978 in Seattle)19: 
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 Although Zumiez’s sheer size as an international retailer poses a threat to 

Tactics’ web sales, Zumiez does not focus as intensely on skate and snow apparel. 

Its 685 stores in the United States, Canada, Europe, and Australia sell a broad 

spectrum of action-sports lifestyle brands catering to action sports like motocross, 

BMX, and surfing.  

 Berg’s (founded 1955 in Eugene)3: 

 As a local retailer, Berg’s is perhaps the strongest direct competitor to 

Tactics. While Tactics is a skate shop that also sells snowboards, Berg’s is a ski 

shop that also sells snowboards. Thus, snowboards and apparel are areas of 

product overlap for both retailers. Unlike Tactics, Berg’s does not benefit from 

having a location in Bend, Oregon, which is a popular action-sports epicenter near 

ski resorts. 

 Recreational Equipment, Inc. (founded 1938 in Seattle): 

 As an incredibly well-respected retailer with over 100 stores across the 

US, REI has the brand recognition and store footprint to pose a serious threat to 

Tactics’ sales of snow-sports and outdoor products. By specifically targeting areas 

with median household incomes of at least $50K and above, REI targets a slightly 

wealthier demographic than Tactics11. 

 Power of Substitutes: 

 It is wise to look outside Tactics’ area of expertise and look for broader threats in 

less obvious places. Many of Tactics’ customers like skating or snowboarding for the 

experience, not the specific sport. BMX, motocross, surfing, climbing, and rollerblading 

are all equally thrilling activities that have the potential to fill customers’ need for 
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adventure. The number and accessibility of substitute sports ensures that the power of 

substitutes is high. 

Core Competencies 

Tactics’ emphasis on developing a strong web presence, building a team of expert 

employees, and sponsoring brand ambassadors helps it set itself apart from other retailers. 

Although this competitive advantage has enabled Tactics Board Shop to grow quickly, 

there is insufficient information to determine whether Tactics has maintained above-

average industry profitability for a number of years. 

 

 

The Strategic Challenge   

Unlike skateboarding, which can be done year-round (well, maybe not all the time in Eugene), 

snowboarding is a highly seasonal activity. Not only that, but it depends on a host of variables—

temperature, travel distance, timing, and ski resort openings. In recent years, three factors have 

caused snowboarding to tumble from its peak of popularity seven years ago6. 

#1: Lack of Snow 

 In recent years, Oregon’s snowfall has been erratic at best—nonexistent at worst. The 

graph below illustrates that the snow pack in Oregon is much less than last year. In fact, 

additional data provided by the USDA/NRCS National Weather and Climate Center reveals that 

this year’s snowfall in the Willamette Valley is just 43 percent of the average43. As the graph 

shows, the situation is even worse in the mountains. 
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Map by Rosie Struve. 

 This 2017/2018 season, Willamette Pass Resort remained closed due to lack of 

snowfall17. Their website states that “hundreds of our staff were not able to provide their skills 

and service for the enjoyment of our skiing and snowboarding guests this season”17. Although 

other Oregon ski resorts such as Hoodoo have been open, this extended closure difficulty has 

become a consistent problem. The “hundreds” of guests who were unable to visit the Willamette 

Pass Resort this season likely delayed the purchase of new equipment and clothing. Although 

worry about declining snow may boost sales in the short-term, if this downward trend continues 

nationally, this strategic issue threatens a significant share of Tactics’ business1. 

#2: Market Oversaturation 

 Nike may have seen the coming climate change and pulled out just in time. In 2014, Nike 

announced it was exiting snow sports, leaving many pro athletes without a lucrative sponsorship 

contract16.  The economic downturn played a major factor in reducing advertising revenues for 
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the sport, further harming financial support for the sport6. Today, just about every sports retailer 

carries snowboards and the equipment that goes with them. This means that nearly everyone who 

wants a board has one by now. With a cultural shift towards rentals and sharing (think Uber and 

Airbnb), sales in this category will continue to shrink as popularity wanes15. As more retailers 

battle over fewer customers, Tactics may find itself unable to compete successfully in the 

snowboarding market against Berg’s more focused attention on snow sports. 

 

#3: Aging Participants 

 Snowboarding’s popularity hit a high mark in the 1990s, as young athletes showcased the 

sport in the X Games and Winter Olympics. As these athletes grew up, however, many of them 

left the slopes or picked up downhill skiing (41% of snowboarders said that they also alpine 

ski)18. For example, in the 2016-2017 season, 45-54 year olds grew from 12.3% to 16.0% of the 

total US alpine skiing market12. Meanwhile, those in the 55-64 age group grew from 4.9% to 

8.2%12. From 2003 to 2013, snowboarding participation dropped 28 percent2. From 2012, the 

number of downhill skiers has increased from 10 million to 11.8 million, while the number of 
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snowboarders has stagnated at 7.6 million (see graphic below). Tactics’ clear focus on younger 

adults and skateboarding puts it at a disadvantage when attempting to shore up its snowboarding 

business. 

 

Recommended Action   

As a young, growing company, Tactics is better positioned to pivot its business than most of its 

competitors. 

Sell a New Board Sport 

 The graph on the right 

demonstrates that products can 

be categorized by their 

profitability and their growth 

potential. Snowboards are a 

profitable product segment, but 
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have little to no growth, making them a “cow.” Although it would be unwise for Tactics to 

abandon snowboards, it should keep in mind that the unpredictability of snow sports may cause 

snowboards to become a “dog” in the future. Instead, Tactics should look for all-season board 

sports that won’t be in conflict with customer and environmental trends. 

 One possibility is sandboarding. Sand dunes (and dirt piles) are plentiful along the 

Oregon Coast, where hundreds of adventure seekers visit the world’s first dedicated sandboard 

park, SandMaster Park. Sandboarding is very similar to snowboarding, but it doesn’t require high 

altitudes or lots of snow. Hot and dry conditions are friends, not enemies! This “question mark” 

product category could become a “star” if given enough time and attention. 

 Another possibility is wakeboarding, which is gaining popularity in Oregon among 

water-seekers and surfing enthusiasts9. This sport is already a “star,” with booming sales and 

rising popularity around the globe. Since it can be enjoyed on any body of water big enough for a 

speedboat, Eugene is great epicenter for the sport. With rising ocean levels and warmer weather, 

wakeboarding is predicted to increase in popularity from its current 2.91 million participants13 

(see graph on next page). One company that is capitalizing on this opportunity is Bow Lake 

Watersports, located in Washington State. This company has installed a unique cable system in 

the lake, allowing dozens of waterskiing and wakeboarding enthusiasts to enjoy the sport at the 

same time, all day, throughout the summer.  
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Number of Participants in Wakeboarding in the United States from 2006 to 2016 (in millions)13 

Support a New Board Sport  

No matter what the sport, Tactics will need to revamp its customer engagement initiatives. This 

is where competitive benchmarking is especially useful. By looking at what competitors are 

doing and adopting the most successful ones, Tactics can avoid the high cost of making untested 

changes to its business plan3. One thing Tactics can do is host instructional classes in its stores. 

These instructional classes would be free or low-cost, permitting customers new to board sports 

to learn about equipment and how to use it. Online, Tactics can host informational videos on its 

website, allowing shoppers to see how products look, feel, and operate. Tactics can even begin 

grooming the next generation of board sports enthusiasts by strengthening its partnership with 

the Eugene Civic Alliance. These are just examples, but they demonstrate the importance of 

getting customers to interact with products in a relaxed, non-pressured environment.  
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Anticipated Benefits & Results: 

 Reduction in Industry Overcapacity (reduce supply, increasing prices and desirability) 

 Better Use of Existing Facilities (launching critical complementary resources) 

 Hedge against uncertainty (Protection against seasonal/weather demand with product and 

market extension)  

 Strengthen competitive position (Reduce competitive intensity by increasing 

differentiation, focus on young, high-growth board sports) 

Balanced Scorecard: 

The Balanced Scorecard (see image at right) 

is a handy tool for planning and measuring 

the success of these recommendations, as 

they support the business as a whole. By 

covering all four aspects of the organization, 

the balanced scorecard avoids the myopia 

that often occurs when success is measured strictly in dollars.  

 Financial Dimension: 

 Objective: Increase Net Profit 

 Measure: Revenue from new board sports products 

 Target: 5% of sales from new board sports products 

 Initiatives: Partnership with Sand Master Park and Bow Lake Watersports 

 Customer Dimension: 

 Objective: Increase Customer Referrals 

 Measure: Net Promoter Score (Customer Loyalty Metric) 

 Target: Increase to 4 by the end of 2019 
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 Initiatives: Ambassador Rewards Program 

(The industry average NPS for Consumer Services/Clothing/Shoe/Accessory Stores is 0. Zumiez’s 

NPS is -4.) 

 Internal Dimension: 

 Objective: Increase Store “Stickiness” 

 Measure: Average Length of Time spent in store and online 

 Target: Increase by 50% by end of 2019 

 Initiatives: Online product videos, in-store trial zone 

 Learning/Growth Dimension: 

 Objective: Increase Employee Value  

 Measure: Knowledge about boards and apparel  

 Target: Each Employee Teaches 1 Class 

 Initiatives: Company-Sponsored Outings and Adventures 

Risks: 

With measurements in place, it will be much easier to tell when the implementation plan is 

unsuccessful. Some of the dangers than may hamper these recommendations include the 

following: 

 Change—even good change—breaks habits. It is possible that current customers may see 

the trend towards different board sports as a departure from Tactics’ core identity. This 

may provide an opportunity for competitors to steal customers away. Competitors may 

simply copy Tactics’ moves and eliminate its advantage. 

 Although unpredictable weather and global warming trends may continue to damage 

snow sports, these fears may not come to pass. By pivoting towards other board sports, 

Tactics may miss out on sales opportunities during seasons of excellent snowfall. 
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 Since Tactics appeals to a very unique audience, implementing classes or learning 

sessions may not be as successful as at REI. The programs and activities may not appeal 

to current customers, and potential customers may not identify with the Tactic identity. In 

addition, the times and locations of these events may be inconvenient for customers. 

Game Theory Response: 

The best way to address these risks is with game theory. Because game theory is simply another 

word for scenario planning, it allows us to plan in advance how to deal with those contingencies. 

As a strategic marketing tool, game theory is most valuable for Tactics because the following 

criteria have been met: 

• High Levels of Rivalry 

• Many and/or competitors 

• Market growth is static 

• Players are aggressively fighting for market share 

• Competitors are “fearful” and may become “desperate” 

Game theory asks us to consider the likelihood of risk, and the impact of that risk if it actually 

occurs. The last two risks listed above are unlikely to happen, so we can pass over them for now. 

However, it is very likely that our actions will be seen by competitors. What will they do in 

response? In this situation, Tactics’ small size is unlikely to make competitors feel threatened. 

Even if they do feel that they should respond to our new product lines or better service, it is 

doubtful that mounting a response will be a priority for them. After all, REI and Zumiez19 are 

much larger organizations, with significant organizational inertia to overcome. Since the most 

likely reaction from our competitors is a new product line (and not better service), we will be 

able to maintain our competitive advantage of excellent service and deep product knowledge. 
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Break-Even Analysis: 

If Tactics were to adopt these recommendations, it is estimated that they would pay for 

themselves in just 13 months. However, these are only estimated figures. For more detail on the 

calculation of these figures, see the Financial Analysis in the Appendix. 

 Cost of Stocking New Boards:   $12,500 

 Opportunity Cost of Not Stocking Snowboards: $125,000 

 Cost of Training Employees:   $1,160 

 Cost of Holding Workshops:   $5,200 

 Total Cost:     $143,860 

 Increase in Referrals:    $113,470 

 Increase in Foot and Web Traffic:   $10,400 

 New Sales from New Boards:   $9,000 

 Total Revenue:    $132,870 

 

Conclusion: 

Ultimately, Tactics must differentiate itself from its competitors and establish a sustainable 

competitive advantage. It will be able to do this by entering two new board sports, and by 

focusing on offering unprecedented service to all of its customers. The strategic pyramid below 

shows how all of these elements are inter-connected and naturally flow into one another: 
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Mission: “Do the Right Thing | 
Know It | Live It”14

Vision Statement: A World Full 
of Stoke14

Objectives:14 Deliver Stoke, Be 
Positive, Have Fun, Work Hard and 
Stay Determined, Be Passionate, Be 

Authentic, Be Conscious & 
Respectful, Embrace and Drive 

Change, Be Honest, Communicate 
Openly, Be Humble

Strategy: “Blend passion, positivity, 
style, and quality into an indelible 

customer experience.”14

“Campaign”: New Board Sport 
Sales and Support

Tactical Actions:

Hire and train the best employees

Research and Deliver new boards

for growing sports
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Appendix: Financial Projections 

 Cost of Stocking New Boards:   $12,500 

 Wholesale Price of Sandboard (Alibaba): $60 each, 100 minimum purchase 

 Wholesale Price of Paddleboard (Alibaba): $130 each, 50 minimum purchase 

 Opportunity Cost of Not Stocking Snowboards: $125,000 

 ($350 retail price - $100 cost) * 500 sales 

 Cost of Training Employees:    $1,160 

 ($96 per day at Mt. Bachelor * 10 adults) + $100 in food + $100 in gas 

 Cost of Holding Workshops:    $5,200 

 2 workshops/week * 2 employees/workshop * 2 hours * $13/hour * 50 weeks/year 

 Total Cost:      $143,860 

 Increase in Referrals:     $113,470 

 1 Extra Customer/10 Positive Reviews * 11,347 reviews per year * $100 average 

sale per new customer 

 Increase in Foot and Web Traffic:   $10,400 

 1 Extra Customer per Workshop * 2 workshops/week * 52 weeks/year * $100 

average sale per new customer 

 New Sales from New Boards:    $9,000 

 (10 Sandboards + 20 Paddleboards) * $300/board 

 Total Revenue:     $132,870 

 Months until Break-Even: 13 months (April 2018 – April 2019) 

 ($143,860 cost / $132,870 revenue) * 12 months/year 
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