Playing to Win: As a Sporting Goods

Retailer

Playing to Win: As a Sporting Goods Retailer Page 1 9’ © Jesta I.S. 2026



Table of Contents

Introduction: Playing to Win in Sporting Goods Retail

: Chapter 1: The Sporting Goods Retail Moment

2 Chapter 2: What's Changing Across Categories

5 Chapter 3: Merchandising in a Drop-Driven World

: Chapter 4: Unified Inventory and Omnichannel Execution
B Chapter 5: Store Experience That Converts—and Scales

£ Chapter 6: Supply Chain Agility for High-Variance Demand
8

Chapter 7: Margin Visibility and a Future-Ready Operating Model

Playing to Win: As a Sporting Goods Retailer Page 2 9’ © Jesta I.S. 2026



Introduction: Playing to Win in Sporting Goods Retail

Why Execution Now Defines Competitive Advantage

Sporting goods is becoming an execution-led category: demand is volatile, launches are frequent, and customers

expect seamless shopping across digital and stores—without compromises in availability or service.

The biggest constraint is not strategy; it's Unified inventory and smarter fulfillment rules are now
fragmentation. When merchandising, inventory, stores, foundational. Retailers must balance speed (service)
supply chain, and financials run on different 'truths,’ and cost (profitability) across ship-from-store, pickup,
teams move slower and margin leakage becomes and delivery—especially during peak drops and
invisible until it's too late. seasonal surges.
Brand and product dynamics are shifting. Challenger Winning retailers simplify the core operating model.
brands are taking share while consumers increasingly The advantage isn't adding more tools—it's building
treat sport and lifestyle as identity—forcing retailers to one connected backbone that turns launches,
refresh assortments faster and localize with more replenishment, and margin management into
precision. repeatable disciplines.

REMEMBER

In sporting goods, execution isn't the last mile—it's the business model.
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Key Takeaways (Strategic Summary)
KEY IDEA

Sporting goods is becoming an execution-led category with volatile demand, rapid launches, and pressure

for seamless omnichannel experiences.

WATCH FOR THIS

Fragmented systems and multiple versions of the truth slow teams down and hide margin leakage until it is

too late to respond.

KEY IDEA

Challenger brands, identity-driven sport and lifestyle, and localized demand patterns are forcing faster, more

precise assortment decisions.

REMEMBER

Unified inventory and configurable fulfillment rules are now core capabilities, not optional enhancements.

REMEMBER

The real competitive advantage comes from a simplified, connected operating backbone that makes

execution repeatable across launches, replenishment, and margin management.
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Chapter 1: The Sporting Goods Retail Moment

Growth Is Harder to Find—and Harder to Keep

Sporting goods has proven resilient, but the operating margin discipline as volatility persists across consumer
environment is less forgiving. Leaders are being forced behavior, geopolitical uncertainty, and shifting channel
to balance top-line growth with productivity and mix.

Two Structural Forces Reshaping the Category

First, consumer participation is bifurcating: a growing is changing: challenger brands are outpacing large
‘activity gap' where inactive consumers expand while incumbents, and retailers must adapt to faster brand
the most active consumers lean deeper into sport and cycles, new product stories, and more localized

wellness as part of identity. Second, the competitive set demand signals.

REMEMBER

The category is not slowing down—it's fragmenting. That raises the premium on speed, precision, and

coordination.
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Chapter 2: What's Changing Across Categories

Footwear, Apparel, and Hardlines: One Retailer, Different Clocks

Sporting goods retailers increasingly operate on a This creates a new performance bar: retailers need
'launch cadence’—where footwear and apparel drops, enterprise-level control (one set of rules, one inventory
seasonal resets, and brand campaigns drive traffic in truth, one margin view) while still executing locally
compressed windows. In parallel, hardlines and (store clusters, climate-driven demand, community
equipment introduce different constraints: bulky sports calendars). When systems are disconnected,
inventory, longer lead times, more complex teams compensate manually—slowing the response to
replenishment, and higher return friction. demand and increasing operational cost.
REMEMBER

The modern sporting goods retailer is both a brand stage and a fulfillment engine—and those two roles

must be planned together.
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Chapter 3: Merchandising in a Drop-Driven World

From Assortment Strategy to In-Store Execution

Merchandising leaders are being asked to do more
than plan assortment—they must orchestrate launches,
manage size curves, protect brand standards, and keep

regional assortments relevant. The best teams operate

Launch Success Is Operational

Launch success is operational. It requires: (1) a single
product setup and attribution model, (2) allocation that
flexes by store role and demand signal, (3) real-time
sell-through visibility, and (4) rapid rebalancing across

REMEMBER

with clear item roles (traffic, margin, innovation,
replenishment), disciplined price architecture, and
promotion guardrails that avoid training customers to

T

channels. When those capabilities are not connected,
retailers either over-allocate and mark down, or under-

allocate and miss peak demand.

In sporting goods, the window to be ‘right’ is shorter—so the system has to be faster than the calendar.
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Chapter 4: Unified Inventory and Omnichannel Execution

One Inventory Truth, Many Fulfillment Paths

Retailers that treat inventory as a shared asset can Sporting goods customers expect fluid experiences:
unlock profitable flexibility: ship-from-store where it discover on mobile, try in-store, buy online, pick up
protects service and clears slow-moving stock; pickup curbside, or ship-to-home. This is particularly acute in
where it improves conversion and reduces last-mile footwear and apparel where size-level availability drives
cost; and intelligent routing where it balances speed, conversion, and in hardlines where shipping cost and
labor capacity, and margin. The key is having handling complexity can destroy profitability.

configurable rules that align to the retailer’s strategy—

not one-size-fits-all defaults.

REMEMBER

Omnichannel isn't about offering every option—it's about executing the right option at the right cost.
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Chapter 5: Store Experience That Converts—and Scales

Designing Stores for Selling and Shipping

Stores remain a differentiator: they create brand heat, increasingly serve as fulfillment nodes, retail leaders
enable discovery, and provide services (fitting, must design for dual-mode execution: selling and
customization, equipment expertise). But as stores shipping.

Three Practical Requirements for Scalable Store Execution

That raises three practical requirements. First, inventory performance drivers: conversion, attachment, returns,

accuracy and availability must be trusted by associates and fulfillment productivity. When these are managed
and customers. Second, store workflows must be in separate systems, labor becomes reactive and
lightweight—fulfillment tasks can’t overwhelm selling customer experience becomes inconsistent.

time. Third, store leaders need visibility into

REMEMBER

The best store experiences are powered by the least visible operations.

Playing to Win: As a Sporting Goods Retailer Page 9 Ql © Jesta I.S. 2026



Chapter 6: Supply Chain Agility for High-Variance Demand

Flow Matters More Than Forecast

Sporting goods supply chains are asked to handle the A modern approach prioritizes flow: clearer inbound
extremes: fast fashion-like velocity in footwear and visibility, faster exception management, and
apparel, and complex handling/returns in equipment replenishment that reflects true demand—not stale

and hardlines. The winners are building agility through history. Retailers also need better landed cost and

tighter integration of merchandising intent, margin visibility, because fulfillment and freight
replenishment signals, and logistics execution. decisions can swing profitability, especially in bulky
categories.
REMEMBER

In a volatile category, agility is your insurance policy—and your growth engine.
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Chapter 7: Margin Visibility and a Future-Ready Operating
Model

Connecting Execution to Profitability

In sporting goods, promotions and returns can mask operational transactions to flow cleanly into financials
structural issues. Retailers need profitability clarity at —uwithout manual reconciliation—and for teams to
the level that decisions are made: by category, channel, share one version of performance.

store cluster, and fulfillment method. That requires

Building an Operating Cadence That Scales

The practical goal is an operating cadence that scales: adopt new capabilities (new channels, new services,
weekly launch reviews, exception-based replenishment,  new fulfillment models) without reintroducing
disciplined markdown governance, and store execution complexity.

scorecards. With a unified foundation, retailers can

REMEMBER

The next advantage won't come from predicting demand perfectly—it will come from learning faster than

the competition.
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QESTA S

eBook by Jesta L.S.

Questions? Contact us: info@jestais.com
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