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ABSTRACT 
 

LINDSAY KROL PURSGLOVE 
USA BMX BRAND EFFECT 

 
AUGUST 2015 

 
The purpose of this study is to examine brand management strategies in niche 

sport enterprises. Specifically, this research will analyze and identify the brand 

management strategies of USA BMX, a brand audit will be conducted using Porter’s Five 

Forces. BMX has a history that has shaped and transformed the sport over the years. The 

events have transitioned from competition in parking lots to competing at the Olympic 

level. These changes have provided the sport with many challenges and opportunities to 

sustain and grow the BMX brand. Future growth and changes of BMX will be dependent 

on the visibility of the USA BMX brand. USA BMX is a new and developing company 

which is laying the foundation for sustained future visibility in brand management and its 

financial outlook. The choices it makes in its strategic brand management plan can have 

great ramifications that impact the company and the sport. 
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CHAPTER I 

INTRODUCTION  

Niche sports are defined as sports that are not mainstream and do not appeal to a 

mass audience because only specific participants and supporters (sub-segment) have 

integrated the sport in their lifestyle (Miloch & Lambrecht, 2006). Bicycle Motocross 

(BMX) racing, a sport among the “extreme” action sport segment, has participants that 

actively engage in their activity at many levels and many venues; they are part of the 

BMX lifestyle (Rinehart & Grenfell, 2002). Niche sports are becoming more prevalent in 

the sport industry even though these sports appeal to a smaller and more focused 

consumer base (Greenhalgh, Simmons, Hambrick, & Greenwell, 2011). Due to the 

limited fan base, media coverage, and minimal appeal of the masses, niche sport 

properties must create and sustain their own publicity, market share, and fan base in order 

to survive (Greenhalgh et al., 2011; Milne, McDonald, Sutton, & Kashyap, 1996; Miloch 

& Lambrecht, 2006).  

Cycling is an extensive segment that includes BMX, but BMX has many 

disciplines from racing, park, dirt, vert, and flatland. The racing version of BMX features 

riders pedaling across dirt tracks and over hills and jumps to stay on their bicycles and 

make it across the finish line first (Mickle, 2006). Strength, speed, and bike control are all 

the skills needed to race BMX; anyone that can ride a bicycle can race BMX. The sport, 
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like other action sports, is individual-focused which means the rider determines how 

much they ride, what races they race, and how far they want to progress through the 

classifications of BMX. Individual riders can be selected to be part of a BMX team, and 

these teams are designed to promote sponsors and use their rider’s points to compete 

against other team’s team sheets during races. “BMX has that cool factor…with racers 

flying off of jumps on  a single-lap dirt track full of twist and turns, plus collisions, 

wipeouts, and more, there is rarely a dull moment in a BMX race” (Stump, 2012, “BMX 

Racing,” para.10).   

Racing became part of the Summer Olympic Program when it was added to the 

games in 2008. Some see the addition of BMX racing to the games confusing because 

organizers placed an under-the-radar, counterculture sport with the Olympic movement 

(Mickle, 2006).  With all the cycling disciplines and different version of BMX the racing 

part of the sport gets lost in the sport segment. Branding BMX racing should be analyzed 

to see what makes the sport product unique and how can it be differentiated from other 

action sports. It is important to acknowledge the influence a particular industry 

environment has on an organization. “Competitive advantage leads to strategic success 

and a lack of it leads to a lack of success” (Robinson & Minikin, 2012, p.141). 

 According to Snelgrove, Taks, Chalip, and Green (2008) economic impact 

studies are necessary to design marketing strategies to maximize the number of spectators 

because spectators are motivated to attend by three factors: “a) being a fan of the sport, b) 
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associating with leisure preferences, and c) identifying the subculture associated with the 

sport at the event” (p.166). Using strategies on the basis of spectator consumption 

patterns, reasons for attending and branding could greatly help niche sports.  Unlike other 

mainstream sports, niche sports have a subculture that is linked to lifestyle. As Miloch 

and Lambrecht (2006) established, participants and supporters of niche sports are more 

identified and passionate than the average sport consumer, Miloch and Lambrecht, 

further explain, “Identification with sport subculture can have significant effects on 

consumption choices and preferences … that can lead to choices of products and 

activities for the subculture” (p.167). If marketers and sport managers could tap into the 

consumer base of spectators and participants, there could be means to expand and grow 

the sport of BMX.  

 USA BMX is the national sanctioning body for BMX racing in the United States. 

This organization is a combination of the previous two sanctioning bodies National 

Bicycle League (NBL) and American Bicycle Association (ABA) that governs BMX 

racing nationwide. The national governing body USA BMX controls membership, rules 

for participants and tracks, race event specifications, and the BMX brand. Apparel, 

equipment, sponsorship, and other products are all avenues that allow brands into the 

BMX racing realm to reach their consumer base.  At any one BMX event, a consumer 

will be exposed to a plethora of related and unrelated brands. Brands in this environment 
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need to be strong and concise and have broad appeal since BMX participant 

demographics include a vast array of types of people.   

 Using Porter’s (1980) Five Forces Model, a brand analysis of BMX racing was 

conducted. The purpose of using the five forces model is to examine the market 

mechanisms that have primary impact on business (Masala, 2008). “Porter’s Five Forces 

Framework (FFF) is arguably the best known and most widely applied analysis 

framework in strategic management” (Narayanan & Fahey, 2005, p. 208).  Masala’s 

(2008) study found that even though sports vary the goal of an organization is survival in 

the industry and that depends on managerial achievements and quality of the governance 

strategies. Long term profit potential depends on Porter’s Five Forces (Sack & Nadim, 

2002). Creating a strong brand image of BMX racing and USA BMX can elevate the 

sport in the mind of consumers and nonconsumers while securing future profit gains for 

the organization.  

 In the branding literature brand management has mostly been reported from the 

consumer perspective. This study aims to explain brand management of the USA BMX 

brand from the organization’s perspective. “Limited consideration has been given to the 

examination of brand management from the league perspective” (Kunkel, Funk, & King, 

2014, p. 49). Focusing this study on the organization instead of BMX consumers will 

broaden the scope of the branding literature, and provide branding strategies for 

managers of niche sport brands. “Managers need to know how to develop and maintain 
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the league’s brand to build and retain their fan base” (Kunkel et al., 2014, p. 50). Each 

sport has different internal and external constraints that make it unique; branding of these 

sports would facilitate autonomy among the action sport segment.  

Purpose 

The purpose of this study is to examine brand management strategies in niche 

sport enterprises. Specifically, this research will analyze and identify the brand 

management strategies of USA BMX. A brand audit will be conducted using Porter’s 

Five Forces Framework. 

Significance 

BMX has a history that has shaped and transformed the sport over the years. The 

events have transitioned from competition in parking lots to competing at the Olympic 

level. These changes have provided the sport with many challenges and opportunities to 

sustain and grow the BMX brand. “Brands serve as a mental warehouse for associated 

meanings, and consumers integrate the perception of brands into their lifestyles” (Mueller 

& Roberts, 2008, p. 169). 

What was once governed by two organizations: American Bicycle Association 

(ABA) and The National Bicycle Leagues (NBL), is now organized by one USA BMX 

after the buyout of the NBL. Little is known about how strong brands are created, and 

among niche sports there is a need to examine sport organizations’ branding elements to 

document the progression of those components (Ross, 2006).  “It is important for sport 



6 
 

leagues to understand how their league is perceived, and the associations people have 

with their league, so managers can provide their organization with a distinctive brand 

image” (Heere, 2010, p. 17).   

 Future growth and changes of BMX will be dependent on the visibility of the 

USA BMX brand. Consumer-based league brands, as USA BMX, need to extend the 

brand to attract more casual fans; this can be aligned with the league’s brand quality and 

other brand associations (Kunkel et al., 2014; Kunkel, Hill, & Funk, 2013; Mueller & 

Roberts, 2008).   Its position in the sports industry and opportunities at all levels (state, 

regional, national, and international) could give USA BMX a competitive advantage to 

control their stake of market share.  Analyzing the internal and external environment that 

impacts the brand and organization can provide a pathway to influence USA BMX’s 

strategic capability now and in the future.  

Sport brand management and the uniqueness of BMX as a niche sports warrants 

scholarly examination. “The shift from deliverables to brand development at the sport-

entity level is creating a new paradigm for sport marketers: (Mueller & Roberts, 2008, p. 

156). USA BMX is a new and developing company which is laying the foundation for 

sustained future visibility in brand management and its financial outlook. The choices it 

makes in its strategic brand management plan can have great ramifications that impact 

the company and the sport.  
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 Determining the competitive advantage of the USA BMX brand and organization 

will explain how the brand is positioned and perceived both internally and externally. 

Sport managers and marketers may use the findings to generate mainstream appeal for 

BMX. It is important for sport leagues, entities and particularly niche sports, to 

understand brand perceptions in order to manipulate, enhance, and strengthen marketing 

strategies to achieve a competitive advantage.  

Research Questions 

This study examines the use of brand management in an action sport company. 

USA BMX is the national organization that markets and brands BMX racing in the sport 

industry. The analysis of the company and external entities will provide a comprehensive 

audit of what the BMX racing brand is and how it exists within the niche sport segment. 

A baseline of branding techniques will be established by the literature; external 

interviews should show best practices in the industry; and the internal analysis should 

explain USA BMX strategies. The following research questions serve as points for 

examination. 

Research Question 1: What are best practices in brand management for sport enterprises 

specific to: 

Sub Question 1a: What are effective strategies for creating brand awareness 

among target consumer segments? 
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Sub Question 1b: What are key components of creating brand associations among 

target consumer segments? 

Sub Question 1c:  What are essential strategies for differentiating sport brands 

from competitors? 

Research Question 2: What are best practices in brand management for niche sport 

enterprises? 

Sub Question 2a: What are effective strategies for creating brand awareness 

among target consumer segments of niche sport enterprises? 

Sub Question 2b: What are key components of creating brand associations among 

target consumer segments of niche sport enterprises? 

Sub Question 2c:  What are essential strategies for differentiating niche sport 

brands from competitors? 

Research Question 3: What brand image does USA BMX desire? 

Research Question 4: Who are BMX’s desired target markets? 

Sub Question 4a: What is the demographic and psychographic profile of these 

target markets? 

Sub Question 4b: How does BMX position the brand among its desired target 

markets? 

Research Question 5: How has USA BMX’s strategic marketing planning process 

influenced its brand development? 



9 
 

 
Sub Question 5a: What entities has USA BMX identified as key competitors?       

Sub Question 5b: How have Porter’s 5 Forces influenced BMX brand 

management strategies? 

Research Question 6: Who are BMX’s targeted sponsors? 

Sub Question 6a: How is BMX leveraging current sponsors to align with its 

desired brand image? 

Research Question 7: How are challenges and trends influencing BMX strategic 

marketing and brand management strategies? 

Sub Question 7a: What key challenges does BMX face in creating and maintain 

its desired brand image? 

Sub Question 7b: What trends must BMX identify and address to create and 

maintain its desired brand image? 

Definitions 

Bicycle Motocross (BMX) – is an action niche sport where 8 riders pedal around a track 

of obstacles to make it to the finish line first.  BMX spans from local, national, to 

worldwide programming and became a Summer Olympic sport in 2008 

(www.usabmx.com, “This is BMX,” para. 3). 

Brand – “is a distinguishing name and/or symbol (such as a logo, trademark, or package 

design) intended to identify the goods or services of either one seller or a group of 
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sellers, and to differentiate those goods or services from those of competitors” 

(Aaker, 1991, p. 7).  

Brand awareness – “is the ability of a potential buyer to recognize or recall that a brand is 

a member of a certain product category” (Aaker, 1991, p. 61).  

Brand equity – “is the willingness for someone to continue to purchase a brand or not 

(Keller, 1998, p. 43).  

Branding – “A means to distinguish the goods or services of one producer from those of 

another” (Keller, 1998, p. 2).  

Brand loyalty – “a central construct in marketing, is a measure of the attachment that a 

customer has to a brand” (Aaker, 1991, p. 39).  

Competitive Advantage – “is the strategic advantage that one organization has over 

others that operate within its competitive industry” (Robinson & Minikin, 2012, 

p.141).  

Competitive Strategy – “a rich framework for understanding the underlying forces of 

competition in industries, captured in the five forces. The framework reveals the 

important differences among industries, how industries evolve, and help 

companies find a unique position … provides tools for capturing the richness and 

heterogeneity of industries and companies while providing a disciplined structure 

for examining them” (Porter, 1980, p. x-xi).  
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Niche sports – make up a segment of the sport industry that attract and serve a focused 

demographic and highly specialized consumer base of people and tend to lack 

mainstream appeal in popular sport culture (Miloch et al., 2006; 

Schwarzenberger, 2013; Zhang et al., 2003).   

Perceived quality – “is as the customer’s perception of the overall quality or superiority 

of a product or service with respect to its intended purpose and relative to 

alternatives” (Aaker, 1991, p. 85).  

Porter’s Five Forces (1980) – The social and economic forces driving industry 

competition; the key aspect of the firm’s environment is the industry or industries 

in which it competes (p. 3).  

Threat of new entrants – “new entrants to an industry bring new capacity, the desire to 

gain market share, and often substantial resources” (Porter, 1980, p.7).  

Rivalry among the existing competitors – “competitors use tactics like price competition, 

advertising, product introductions, and increased customer service or warranties 

to improve position” (Porter, 1980, p. 17).  

Threat of substitutes – “products that can perform the same function as the product of the 

industry … substitutes limit the potential returns of an industry by placing ceiling 

on the prices firms in the industry can profitably charge” (Porter, 1980, p. 23).  

The bargaining power of the buyers – “buyers compete with the industry by forcing down 

prices, bargaining for higher quality or more services, and playing competitors 
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against each other; the power of each of the industry’s buyer groups depends on 

characteristics of its market situation and on the relative importance of its 

purchases from the industry compared with its overall business” (Porter, 980, p. 

24).  

The bargaining power of the suppliers – “suppliers can exert bargaining power over 

participants in an industry by threatening to raise prices or reduce the quality of 

purchased goods and services; powerful suppliers can thereby squeeze 

profitability out of an industry” (Porter, 1980, p. 27).  

USA BMX – is the national governing body of BMX racing in the United States. USA 

BMX: The American Bicycle Association controls 370 tracks nationwide 

(www.usabmx.com, “This is BMX,” para. 2). 
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CHAPTER II 

REVIEW OF LITERATURE 

Based on the purpose of this qualitative study, the review of literature will 

highlight and focus on brand management of BMX racing. Most of the branding literature 

examines how targeted consumers perceive the brand with a minor focus on the 

organization that creates the brand. Examining the branding efforts of USA BMX and 

Porters Five Forces (1980) will provide an understanding of the stable, but changing sport 

industry structure. “Brands serve as a mental warehouse for associated meanings, and 

consumers integrate the perception of brands into their lifestyles. Intrapersonal 

explication of brand meaning can be heightened by the environment created through 

sport” (Mueller & Roberts, 2008, p.169).  It is the goal of the researcher, to understand 

the rules of competition that determine the industry’s attractiveness to achieve long-run 

profitability (Porter, 1985) for BMX racing to have a competitive advantage among the 

action sports segment.  

Brand Management 

A favorable brand image is necessary for organizations to succeed in the sport 

industry because they rely on repeat consumption from loyal consumers to purchase their 

brands to establish an advantage over competing brands (Miloch, 2010). Brand building 

consists of creating brand awareness, brand associations (images), and brand equity 
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(Aaker, 1991; Keller, 1998; Miloch, 2010). Once a brand enters the market, it is then 

organized into categories and subcategories known as brand relevance (Aaker, 1998).   

Brand relevance categorization occurs when a brand has been grouped based on 

its ideal characteristics; “a brand should aspire to be an exemplar of the new category or 

subcategory”; after the brand is categorized, it is framed by “the defining, positioning and 

communicating of the brand in the new categories and subcategories” (Aaker, 2011, 

p.47). A brand is an asset that a company possesses; and when done correctly, the brand 

management process leads to a competitive advantage over other companies (Aaker, 

1991). Brand management is needed to create brands that have a positive brand image in 

the mind of the consumer (Keller, 1998).  

Brand Associations & Awareness 

 Brand associations are an essential part of brand management because they are 

used by the consumer to make consumption decisions; this makes brand associations a 

core aspect of brand building (Aaker, 1996; Kunkel, Funk, & King, 2014). “The different 

types of brand associations making up the brand image include product- related or non-

product related attributes; functional, experiential, or symbolic benefits; and overall brand 

attitudes. These associations can vary according to their favorability, strength, and 

uniqueness” (Keller, 1993, p.5). The goal of brand management is to create favorable 

awareness associations so that the consumers can connect brands and products together. 

This is determined by consumers’ perceptions of functional product attributes and 
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product benefits (Keller, 1993). Attributes, benefits, or attitudes are three classifications 

of brand association (Keller, 1993). “For a brand to be considered strong and successful 

… consumers are said to relate or perceive certain attributes to be specifically associated 

with that brand” (Kunkel et al., 2014).  

 Brand knowledge stems from the consumer having an awareness of the brand and 

a positive image of the brand (Keller, 1998; Aaker, 1991). Keller (1998) established the 

following brand awareness guidelines:  

a) “Important to visually and verbally reinforce the brand name with a full 

complement of reinforcing brand elements (slogan, jingle, or consumption cues) 

and b) creatively pair the brand with its corresponding category or other 

appropriate cue through a wide range of communication options (advertising, 

promotion, sponsorship, and public relations) (p. 51).  

Consumer awareness means that consumers are able to recognize and recall the brand 

(Keller, 1998). Figure 1 exhibits how brand associations add value for consumers. 
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Figure 1: The value of brand associations (Aaker, 1991, p. 111) 

Even though it’s the consumers that have to make the associations with the brand; 

it is the company that creates and manipulates that awareness prior to the brand 

introducing in the market (Mueller & Roberts, 2008). Brand awareness is reinforced by 

the company through brand impression on the consumer and by relating brand elements 

through strategic management and marketing techniques (Kunkel, Hill, & Funk, 2013; 

Shreffler & Ross, 2013). Brands need to attract a sufficient fan base through brand 

awareness so they “can lead to higher product recognition and increase probability of 

purchasing decisions” (Mueller & Roberts, 2008, p. 158).    

Brand Differentiation 

 Characteristics of an organization and market segment lead to brand equity and 

this occurs through differentiation of the brand (Aaker, 1991; Keller, 1993; Ross, 2006). 

“One of the most common brand-positioning models is the use of brand attributes” 
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(Mueller & Roberts, 2008, p. 164) and it is imperative that these attributes become 

powerful and promoted accordingly. Names, logos, symbols, characters, packaging, and 

slogans are all brand elements that differ from product to product (Keller, 1998). These 

constitute the brand image and are selected by a company based on the desired brand 

awareness and image (Keller, 1998).  

When the company identifies the trends and preferences of the “target markets, 

nature of competition, point of parity associations, and point of different  associations, the 

brand can then be positioned to achieve differentiation” (Keller, 1998, p.76). In fact “a 

distinguishing characteristic of modern marketing has been its focus upon the creation of 

differentiated brands” (Aaker, 1991, p.7).  Like other businesses brands, sport brands 

have to set themselves apart from their competitors to be meaningful and distinctive in 

the product segment (Kunkel et al., 2014).  

 Brand differentiation allows for consumers to recognize a brands position in the 

market as meaningful and distinctive from competitors (Kunkel et al., 2014). 

Differentiation from competitors and consumers’ recall and recognize the brand, makes 

the brand stronger and equates to higher brand equity (Kunkel et al., 2014; Kunkel et al., 

2013; Mueller & Roberts, 2008; Shreffler & Ross, 2013).  

Brand Equity 

Branding focuses on perceptions and associations of the brand personality by the 

managers who create brands for the consumers of the brand (Heere, 2010). Two reasons 
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branding is necessary include: 1) financially based motivation to estimate the value of a 

brand, and 2) the strategy based motivation to improve marketing productivity. These 

marketing effects uniquely attribute to the brand, and are considered brand equity (Keller, 

1993).  Brand equity is defined as “the willingness for someone to continue to purchase a 

brand or not” (Keller, 1998, p. 43) and “the actual or relative value of the company 

related to its ability to generate a profit, and refers to the elevated price a consumer will 

pay for a well-established brand compared to its generic equivalent” (Parkhouse, Turner, 

& Miloch, 2012, p. 327). Brand identity and equity are enhanced by attributes of the 

brand and the environment by which the brand is received (Mueller & Roberts, 2008).  

 

Figure 2: Brand equity components (Aaker, 1991, p. 17) 
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The brand dimensions listed in Figure 2 show how the interrelated parts create 

brand equity (Aaker, 1991). Since brand equity provides value to the customer and the 

company, it is important to examine and understand how to identify brand equity from 

both perspectives (Aaker, 1991).  Aaker (1991) identifies the value of brand equity in 

three steps: 1) “understand the brand, 2) identify what contributes to the value of the 

brand, and 3) place a value upon a brand which will provide additional insight regarding 

brand concept” (p. 15). These three steps are needed to understand the brand concepts so 

managers know how to position, differentiate, and strengthen the brand for customers 

because “a brand signals to the customer the source of the product, and protects both the 

customer and producers from competitors who would attempt to provide products that 

appear to be identical (Aaker, 1991, p. 7). 

Brand equity occurs when marketers build brand knowledge by implementing the 

following factors:  

1. “Making the initial choices for the brand elements or identities making up the 

brand, 

2. The supporting marketing program and the manner by which the brand is 

integrated into it,  

3. Other associations indirectly transferred to the brand by linking it to some 

other entity” (Keller, 1998, p.68).  
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“Brand equity measurement…provides timely, accurate, and actionable 

information for marketers so that they can make the best tactical decisions in the short 

run and strategic decisions in the long run” (Keller, 1998, p. 76). By manipulating the 

strategies related to “product, price, channel, and communication” a brand can be 

integrated into a marketing program that builds and achieves brand equity (Keller, 1998, 

p. 72). “The brand loyalty of the customer base is often the core of a brand’s equity” 

(Aaker, 1991, p. 39) this is defined as a measure of “the attachment that a customer has to 

the brand” (p.39).  

When a customer likes a brand they begin purchasing and brand loyalty is 

achieved once the “consumer likes the brand, respects it, associates feelings of friendship, 

and builds trust in relation to the firm and brand” (Aaker, 1991, p. 45). Getting a 

consumer to grow through these brand loyalty milestones has been exhibited with 

lifestyles brands common in action sports. Once the consumer is invested in the brand, 

marketers and strategic planners can forecast other elements of the company. “When 

brand loyalty increases the customer vulnerability to switch brands is reduced …thus 

brand loyalty relates and is linked to future sales” (Aaker, 1991, p. 39). This is why brand 

loyalty is important to the firm, and it is an ongoing process to create and maintain brand 

loyalty among consumers. Figure 3 illustrates the process of creating and maintaining 

brand loyalty.  
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Figure 3: Creating and maintaining brand loyalty (Aaker, 1991, p. 50) 

Aaker (1991) notes the various brand equity dimensions are not equally important in all 

markets. “It is important to know the importance and relevance of the brand strength in 

the market, the firms’ ability to exploit it, and the commitment to protecting it (Aaker, 

1991, p. 29). Brand management must be both consumer and company focused. Internal 

branding is equally important when managing and maintaining brand loyalty.  

Porter’s Five Forces 

 Porter’s (1980) five forces established the rules of competition and the cause of 

profitability within an industry. This stemmed from “the want to account for long-term 

variances in the economic returns of one industry versus another” based on variables 

(five forces) to explain superior and inferior performance (Grundy, 2006, p. 214). When 

used together, a complete analysis of an organization forces can be a strong 

representation of the potential profits available within a given industry (Dobbs, 2012). 
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The five forces invoke the competition-based view of strategy of industry level data to 

develop future conclusions (Narayanan & Fahey, 2005).  

Michael Porter’s Five Forces (1980) are:  

1. Threat of new entrants  

2. Rivalry among the existing competitors  

3. Threat of substitutes 

4. Bargaining power of the buyers 

5. Bargaining power of the suppliers 

 
 Each force has certain conditions that can enhance or hinder the positioning of the 

organization in the market. “These forces determine the attractiveness of an industry for 

investment, and inform decision makers about feasible avenues to manage competitive 

dynamics” (Narayanan & Fahey, 2005, p. 212).  Mullins, Walker, and Boyd (2008) 

express these conditions for each of the Five Forces. “The greater the threat of new 

entrants, the less attractive that industry segment is” (Mullins et al., 2008, p. 82). 

Conditions to consider for the first force include: examining the economies of scale and 

learning effects to yield a low relative cost per unit, the strength of capital requirements 

in the industry, the strength of product differentiation, and difficulty of distribution in the 

market (Mullins et al., 2008, p. 82-83).  

Buyers have power over products in the market through their bargaining power. 

This refers to consumers’ ability to bargain shop for the cheapest price, best product 
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quality, and added services within the market segment (Mullins et al., 2008).  A company 

has powerful high-volume customers with successful bargaining power when: they 

identify buyer concentration, the switching costs has reduce the buyer’s bargaining 

power, the treat of backwards integration lessens the need for the supplier, the product 

has importance to the performance of the buyer’s product that lowers the bargaining 

power, and buyer profitability indicates how aggressive bargaining will be (Mullins et al., 

2008, p. 84).  

Bargaining power of suppliers is seen when companies seek a partnership 

relationship with their suppliers. The supplier’s power is increased under the 

following conditions: the cost of the switching suppliers is high, if prices of 

substitutes are high, if suppliers can realistically threaten forward integration, and 

when the supplier’s product is a large part of the buyer’s value (Mullins et al., 

2008, p. 83).  

Most industries have rivalry in the market segment, and the higher the rivalry from 

existing competitors the less attractive it becomes to potential new entrants (Mullins et 

al., 2008). Rivalry is present and greater among the following conditions: high 

investment intensity, lack of a dominant firm, little product differentiation, and customer 

deflection (Mullins et al., 2008).  

When the same product can be replicated into an alternative product, it is a 

substitute. Since these products perform the same function, substitutes put a max on the 
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price that can be charged and limit the profitability of the segment in the industry 

(Mullins et al., 2008). Sports not only compete with other sports events, but they compete 

with other entertainment venues such as amusement parks, theaters, and other 

recreational facilities (Sack & Nadim, 2002). 

The forces that a company faces stem from internal and external sources. The way 

the company is affected will determine how it can serve its customers and thus, be 

attractive in the industry (K. Webb, personal communication, February 28, 2014). K. 

Webb (personal communication, February 28, 2014) also states that Porter’s Five Forces 

have 3 forces from horizontal competition and 2 from vertical competition.  Horizontal 

competition takes place between firms at the same stage, while vertical competition takes 

place between firms at successive stages (Steiner, 2008).  The threat of substitutes, threat 

of new entrants, and threat of rivals are all horizontal forces.  The bargaining power of 

suppliers is downstream vertical competition, and bargaining power of buyers is vertical 

upstream competition. Adding horizontal and vertical market power to an analysis will 

improve the company’s predictive analysis of the competitive forces (Steiner, 2008; K. 

Webb, personal communication, February 28, 2014). 

These forces shape industry competition in all market segments. Usually the 

forces that impact a company do not have a specific order in which they occur and often 

can happen simultaneously. Figure 4 shows how Porter’s (1980) Five Forces occur 

simultaneously to shape industry competition.  
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Figure 4: The five forces that shape industry competition 

Source: (Porter, 2008, p. 27) 

Using the Porter’s (1980) Five Forces model as a framework provides companies 

a “competition-based view of strategy” to make applicable changes based on the 

“industry/firm level data to strategy relevant conclusions” (Narayanan & Fahey, 2005, p. 

211). This framework reinforces current and future company positions on “structure, 

conduct, and performance” that are all analyzed during a review of a company’s strategic 

management system (Narayanan & Fahey, 2005, p. 212).   

Competitive Analysis Structure 

 Conducting a complete competitive analysis will explain the variations of the 

“institutional context and link them to firm-level strategies” (Narayanan & Fahey, 2005, 

p. 207). This is done by evaluating four components of the company including: future 

goals, current strategy, assumptions, and capabilities are the four components that are 
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examined in present and future scenarios (Porter, 1980). The four components lay the 

ground work for creating and executing a strong and potentially successful strategic plan.  

 Identifying future goals allows a company and its employees to identify desired 

achievements along with short and long term strategic goals. Once the goals have been 

mapped, an evaluation of the current company strategy must be conducted. Typically this 

is the situation analysis which is an “in-depth analysis of the organization’s internal and 

external environments” (Ferrell & Hartline, 2011, p. 31).  Evaluating components of the 

strategic plan allows managers to pinpoint needed changes and asses risks (Mullins, 

Walker, & Boyd, 2008). An assessment of resource allocation and its appropriateness is 

paramount to goal achievement (Ferrell & Hartline, 2011; Mullins et al., 2008; Keller, 

1998; Aaker, 1991).  

According to Porter (1980), a competitor response profile should be created based 

on the following questions: 

1. “Is the competitor satisfied with its current position?  

2. What likely moved or strategy shifts will the competitor make? 

3. Where is the competitor vulnerable? 

4. What will prove the greatest and most effective retaliation by the competitor?” 

(p. 49).  

These four components and these four questions provide a path to analyze the company, 

the industry in which the company is positioned, and the other competitor companies.  
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 Competitive advantage constitutes creation, production, sales and delivery 

activities that are part of a strategy to effectively position a company’s brand (Porter, 

1996); this is also known as strategic positioning. Strategic positioning is “an attempt to 

achieve sustainable competitive advantage by preserving what is distinct about a 

company; which is done by performing different activities in different ways”.  The three 

key principles of strategic positioning include (Porter, 1996): 

1. “Strategy is the creation of unique and valuable position, involving different 

set of activities – such as serving few needs of many customers, serving broad 

needs of few customers, and serving broad needs of many customers in a 

narrow market.  

2. Strategy requires managers to make trade-offs in competing to choose what 

not to do. 

3. Strategy involves creating “fit”, the ways a company’s activities interact and 

reinforce one another, among a company’s activities” (p. 3).  

There are many ways to have a competitive advantage over other companies. In fact, 

creating a competitive advantage over competitors is the result of implementing 

marketing and branding strategies (Woolf, 2008). “The challenges are to identify key 

assets and skills on which the firm should base its competitive advantage, to build upon 

and maintain them, and then to use them effectively” (Aaker, 1991, p. 13).  Business core 

services or products equals points of differentiation (Porter, 1996; Woolf, 2008), and it is 
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usually the marketing department that develops and implements the differentiation 

strategies (Woolf, 2008).  

Sport Brand Management 

The brand becomes a crucial part of the marketing mix because the core sport 

product may be uncontrollable (Lambrecht, Kaefer, & Ramenofsky, 2009).  

“Sport brand management is an environmental determinant that can influence 

consumers’ psychological connection to a sport, league, or team. Environmental 

determinants are factors external to the individual and can be differentiated from 

one another by how managers are able to control for them” (Kunkel et al., 2013, 

p. 178).   

Athlete performances within a sport are uncontrollable, unpredictable, and spontaneous 

which is why it is crucial to use brand management to reach and retain consumers 

(Kunkel et al., 2014).  

In the literature branding is measured and reported from the consumer perspective 

(Heere, 2010; Keller, 1993; Kunkel et al., 2014). However, with the sport industry being 

cluttered with brands, it is important for sport leagues to understand how their league is 

perceived and consumer’ brand associations. This allows managers to provide their 

organization with a distinctive brand image (Heere, 2010; Kunkel et al., 2014; Ross, 

2006). “Managers need to focus on aspects of the sport experience that build a brand as 

well as a sustainable relationship with their customers” (Kunkel et al., 2014, p. 49). 
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Marketing brand associations and impressions of sport organizations must be examined 

because the uniqueness of sport and the sport consumers’ relationship can change 

constantly, which leads to making changes to marketing strategies in order to maintain 

and retain consumers (Shreffler & Ross, 2013).  

Niche Sport Brand Management 

In action sports, such as BMX, branding goes beyond increasing visibility for a 

team or player; this segment is powerful at building specific strong brands that appeal to 

young and old consumers. “Niche grassroots sports might not appeal to a mass audience; 

but they are unique in attracting a strong, passionate participant base of spectators” 

(Mueller & Roberts, 2008, p. 159).  These niche action sports brands are strong because 

of their clarity, commitment, authenticity, and relevance that integrate a lifestyle 

associated with freedom, sharing, and reinvention (Chovet, 2011).  “Basing branding 

efforts around lifestyle has perpetuated a unique consumer base among these niche 

sports. In fact, a niche marketing approach focuses on small, well-defined market 

segment or niche that has a unique, specific set of needs” (Ferrell & Hartline, 2011, p. 

170). 

 By focusing branding efforts on sport and lifestyle together, branding 

communities have developed.  Niche sports create an environment where brands play a 

role in building group identity and focus on activity based on subculture consumption 

(Schwarzenberger & Hyde, 2013). The goal of a brand reaching activity based subculture 
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consumption happens when there is a high level of socialization with sport participants. 

This creates a community and then leads to the individuals’ brand identification 

(Schwarzenberger & Hyde, 2013). 

Consumers establish relationships with brands and with other consumers on the 

basis of brand community markers (Grant, Heere, & Dickson, 2011). These markers 

include: a) group experience, b) history of organization, c) rituals/traditions, and d) 

physical facility (Grant et al., 2011). The first marker of group experience is when the 

customer feels empowered as a partner creating acknowledgement of “we” mentality 

based on the identification with the brand or the consumption activities (Cova, 1997; 

Grant et al., 2011). History of the brand allows for members of the community 

“consumers” to share stories about the brand. The history and camaraderie of existing 

members ties into the third marker of integrating and retaining new members. It is 

invigorating to new and old members to feel a moral responsibility to the brand. The 

physical facility plays a role in brand community because many members are first 

exposed to brand at the facility.  In some circumstances, the facility is the most tangible 

and visual representation of the sports brand (Grant et al., 2011). 

Although marketers identify niche markets as small and focused, unlike 

mainstream markets, (Miloch, 2006; Ross, 2006) there is a growth of specialized sports 

brands (Schwarzenberger & Hyde, 2013).  
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“Although niche sports only attract small numbers of people, marketers must 

analyze them very carefully and identify subgroups with different levels of 

involvement; this identification is important because even though a sport is 

defined as the same, such as BMX, each event can be completely different and 

need varying marketing strategies to reach consumers” (Schwarzenberger & 

Hyde, 2013, p. 54).  

Action Sport Industry 

Extreme is a label placed on sports which are not deemed mainstream or 

traditional (Puchan, 2004). This has created a niche segment within the sport industry 

(Bennett, Henson, & Zhang, 2002; Ferrell & Hartline, 2011; Puchan, 2004).  BMX bike 

riding, like other action sports such as: skateboarding, snowboarding and motocross all 

embody similar characteristics of individualism, alienation, defiance, intensity, action-

packed, risky, dangerous, thrills, unconventional rules, and specialty techniques (Puchan, 

2004).  In 2010 the National Sporting Goods Association reported (as cited in Mickle, 

2012) of all the action sports participants BMX had 2,369,000 riders. Due to popularity 

and high number of participants, both the sport industry and business industry are 

recognizing the potential for profit that action sports enterprises have because they are 

beginning to acquire the status of mainstream sports (Ko, Park, Claussen, 2008). Even 

with the success of the action sports industry as a whole, not each of the individual sports 

within this segment has reached the same level of success. This has created an attractive 
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market niche because action sports has growth and profit potential, with limited number 

of competitors (Ferrell & Hartline, 2011). “There could be a flawed assumption that a 

niche market cannot be scaled and the resulting market is too small…the reality is that 

niche markets can grow and can go mainstream” (Aaker, 2012, p. 49).   

Action sports are driven by participation where revenues are generated mainly 

from sponsorship (Kim, Smith, & James, 2010).  The participants have now created a 

culture that is a mainstream lifestyle that heavily influences billions of dollars in 

consumer spending (The Action Sport Market, 2007). This niche sport segment was once 

classified as non-mainstream and does not appeal to a mass audience, but has now 

allowed sponsors to become involved with events that reach their target consumer 

(Miloch & Lambrecht, 2006). The action sport market report (2007) states there are more 

than 300 action sport competitions worldwide that are annually generating $100 million 

in media investments and $12.1 billion in U.S. retail sales.  

Skateboarding, BMX, surfing, snowboarding, street luge, wakeboarding, and 

motocross are some of the action sports that encompass the risky, individualistic, and 

alternative traits (Bennett & Lachowetz, 2004; Tsuji, Bennett, & Zhang, 2007). Among 

these sports, BMX is one of the most recognized in the action sport segment. It has a 

history that dates back to the 1970’s in Southern California following the core of action 

sports being founded by individuals seeking to be involved in participant controlled 

sports (Bennett & Lachowetz, 2004).  Due to increased popularity globally there have 
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been numerous events outside of the United States in countries, such as South America, 

Europe, and Asia (Tsuji et al., 2007). However, related to mainstream sports such as 

football, baseball, basketball, and soccer, action sports have low numbers of participants 

that reflects the limited financial capabilities of these sports. 

This has a negative impact on the development of these specialized disciplines 

requiring further promotional actions; apart from competition events there are 

other forms of promoting unconventional cycling skills that must be executed 

(Tarnas, Wieliński, De La Fuente, Arguelles, 2011, p. 302-303).  

Global expansion for BMX racing reached its apex in 2008 when the sport 

became a Summer Olympic Event. Mega-events, such as the Olympics, provide 

opportunities for economic growth and revenue boosting opportunities to convey a 

positive image to the world (Chung & Woo, 2011). The inclusion of BMX cycling in the 

Olympics has multiplied opportunities for globalization of action sports (Dyreson, 2012). 

Becoming an Olympic sport will hopefully add history and tradition to the culture of 

BMX by appreciating an Olympic victory for the reflection of the process by which the 

athletes find worthy opponents, agree to create the best possible test, and attempt to 

overcome the challenges faced (Torres, 2006). There is a value to BMX for being in the 

Olympics and a value of post-Olympic marketing. The economic impact of the Olympics 

last for about 10 years; 7 years pre-Olympic period followed by 3 years post period, 
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allowing for a long-term branding opportunity for companies and consumers (Wang, 

2011).  

BMX Racing 

 BMX racing is a niche sport in the action sport industry. Niche sports such as 

BMX, are associated with a smaller amount of people in their target markets and have 

market inertia (Aaker, 2012). BMX racing participants are specialized consumers, also 

known as “prosumers” in action sports, which makes these consumers empowered 

partners of the companies they support (Grant, Heere, & Dickson, 2011). BMX racing 

was a non-commercial subculture of consumption that formed around the sport activity; 

similar to other action sports that have come about (Schwarzenberger & Hyde, 2013). 

These consumers make up a brand community based on their collective consumption 

and/or identification with brands. Their social identity in the community is based on 

Underwood, Bond, and Baer’s (2001) four strategies (as cited in Grant et al., 2011):  

1) Group experiences,  

2) History of the organization,  

3) Rituals/traditions,  

4) Physical facility  

  These four strategies should be present in an organizations’ brand strategy to 

appropriately influence consumer consumption.  
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 Bryann’s (1977) theory of recreation specialization is defined as a continuum of 

behavior from the general to the particular, reflected by equipment and skills used in the 

sport and activity setting preferences (Won, Hwang, & Kleiber, 2009).   This means 

specialized individuals tend to have a higher level of commitment in their recreational 

activities; they remain committed where less committed participants will eventually 

discontinue the activity (Won et al., 2009). In BMX racing, highly committed participants 

consume products during and not during the actual activity, and they will support the 

companies and brands after they stop racing. USA BMX is part of the growth of 

specialized sports brands and raising the visibility of the brand (going mainstream) will 

create a commercial subculture of consumption that is formed and focused around the 

brand and brand image (Schwarzenberger & Hyde, 2013).  

Olympic Impact 

Now that BMX racing is an Olympic sport, there is an opportunity to create an 

Olympic legacy. This legacy could encompass increasing participation, impact the 

market, and focus on strategies at all levels from grassroots to professionals (Bullough, 

2012). “Qualification process for Olympic riders requires riders to compete on several 

track types that require them to have/execute widely differing physical and technically 

differing skill sets” (Mateo-March, Blasco-Lafarga, Doran, Romero-Rodríguez, & 

Zabala, 2012, p. 507). The Summer Olympic Games provide a new vehicle to stimulate 

the BMX and action sport industry. It can create market segmentation that can be 
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supported by models, such as, the Ansoff matrix for latent demand and participation. The 

Ansoff Matrix (as cited in Bullough, 2012) includes market penetration, product 

development, market development, and diversification.  

A “kids” sport came of age at the Beijing Olympics in 2008, when BMX racing 

debuted, reinforcing consumption, individualism, and lifestyle (Dyreson, 2012). In 2012, 

the Summer Olympics in London dropped baseball and softball to continue to offer BMX 

during the games (Newland & Kellet, 2012).  Olympic movements are relevant by luring 

young fans to increase profits and to promote global expansion; in BMX the International 

Olympic Committee (IOC) perpetuated the demand of action sports by allowing 

television corporations like NBC to pay $894 million for broadcasting rights that featured 

BMX racing and other camera-friendly action sports in primetime (Dryerson, 2012, p. 

1236).   

Governance 

 BMX racing is governed by USA BMX: The American Bicycle Association in 

North America which includes United States & Canada. A study by Newland and Kellett 

(2012) found that for-profit providers of sport can offer greater rewards to their athletes, 

which positions the organization to be more valuable and powerful. USA BMX is a for-

profit, private company that establishes the rules for competition, bike and equipment 

specifications, and track standards for operation. USA BMX is a member driven sport 
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league; organizations that are member-centric tend to be inwardly focused as an 

organization (Passey & Lyons, 2006).  

 USA BMX overseas all aspects of the league, and it dispenses information to its 

sanctioned tracks, and the tracks deal directly with the riders. The tracks are 

independently owned and operated; it is then up to the track founder to become either a 

for-profit or nonprofit USA BMX sanctioned entity. Most tracks become nonprofit 

501(c)(3) organizations that have an executive board, volunteers, and rely heavily on 

donations (USA BMX Potential Track Operator Kit, 2014).  Nonprofit organizations 

…“are networks of individuals who voluntarily associate in order to pursue shared 

interests in a public and collective space” and their pupils become members of the 

associate and/or members of community (Passey & Lyons, 2006, p. 482). These 

organization networks are influenced by internal and external factors such as: “a) 

organization’s age, b) the presence of paid or not paid staff, and c) physical proximity to 

other nonprofit organizations” (Passey & Lyons, 2006, p. 494). These become strategic 

elements that determine how resources are allocated with in the sport league to achieve a 

sustainable competitive advantage (Robinson & Minikin, 2012).   

 Governance of BMX in the United States between the governing body and the 

track highlights the variation between paid professionals and volunteers in regards to 

leadership, motivations, and board structure and performance. BMX is in transition from 

amateur/volunteer driven to a business “corporate” focused entity (Shilbury & Ferkins, 
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2011). “Nonprofit leaders must create and maintain distinct brand identities that 

differentiate the organizations in the marketplace and lead to higher brand equity” 

(Mueller & Roberts, 2008, p. 161). A sport league brand should be positioned as the 

“master brand” and the brand extensions, such as the tracks, teams, and sponsors in USA 

BMX, become “subbrands” (Kunkel et al., 2013).  

 The governance structure of BMX is similar to other national governing bodies 

that control sport.  For comparison, USA Ultimate is the national governing body for the 

sport of ultimate; played with discs or Frisbees. In this semi-professional league, USA 

Ultimate’s mission is “to advance the sport of Ultimate in the United States by enhancing 

and promoting character, community and competition (www.usaultimate.org, “About 

USA Ultimate”, para. 1). With the best interest of the sport in consideration, USA 

Ultimate establishes guidelines and rules for competition, works with the international 

federation (World Flying Disc Federation – WFDF) to be recognized by the international 

Olympic committee and to encompass a sustainable governance structure for the sport of 

ultimate (www.usaultimate.org).  

 Since 1979, 35 years, USA Ultimate has “created and fostered playing 

opportunities for both male and females at the youth, college, club, and masters levels 

both nationally and locally” (www.usaultimate.org, “History,” para. 2). Similar to BMX 

this semi-pro league operates as a 501(c)(3) non-profit organization. It is its goal to create 

programing, events/tournaments, venues, community partnerships and provide financial 
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incentives to align with its strategic plan to expose the sport of ultimate in North America 

(www.usaultimate.org). This occurs while simultaneously supporting the motivations and 

opportunities of the membered athletes to master skills, social facilitation, and sense of 

belonging in the sport community (Shilbury & Ferkins, 2011).   

 “The business of sport is about managing the organizations, structures, and 

systems that facilitate fun through participation in sport at all levels” (Shilbury & Ferkins, 

2011, p. 109).  It is the responsibility of the sport organization to manage identity, image, 

reputation and to leave a lasting impression of the organization and its member athletes 

(Parent & Foreman, 2007). Organizational identity varies depending on who is viewing 

the organization. Participants of an organization believe outsiders view the organization 

the same way, but that perception is not always the same (Parent & Forman, 2007). This 

study reinforces the need to examine the governing structure of sport from the 

perspective of internal and external individuals to the organization. Examining both 

perspectives can show gaps that exist in strategic development and reinforce the 

importance of strategic input (Shilbury & Ferkins, 2011).   

Summary 

The overview of the literature intertwines brand management elements and BMX 

racing within action sports. A brand is a “strategic resource of a firm that can be deployed 

to achieve a sustainable competitive advantage” (Robinson & Minikin, 2012, p. 42). That 

competitive advantage is evaluated by examining internal and external forces known as 



40 
 

Porter’s (1980) Five Forces. This model is commonly used and referred to in the 

scholarly literature for organizations to examine their strategic stance in an industry.  

For the current study, the literature review explains the importance of branding 

and why it is imperative for organizations to know their brand perceptions. Each 

organization has the opportunity to control the brand, its brand equity, and its brand 

components to differentiate itself from other brands in a product segment. 

“Environmental determinants are factors external to the individual and/or organization 

and can be differentiated from one another by how managers are able to control them” 

(Kunkel et al., 2013, p. 178). It is the aim of these decisions that builds a strong league 

brand, which can be applicable to USA BMX to ensure they have a strong successful 

brand.  
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CHAPTER III 

METHOD 

 Many qualitative studies have expanded the knowledge base of sport management 

research (Ferkins, Shilbury, & McDonald, 2005; Grant, Heere, & Dickson, 2011; Honea, 

2014; Keller, 1993; Kraft, 2008; Mueller & Roberts, 2008; Newland & Kellett, 2012; 

Parent & Foreman, 2007). Qualitative research seeks to understand the meaning of an 

experience to the participants in a specific setting and how the components mesh to form 

a whole (Thomas, Nelson, & Silverman 2005).  Qualitatively based studies are designed 

to obtain “specific comments, as well as the themes that are identified from interviews 

provide some interesting information concerning specific situational context under which 

participants are able to experience autonomy” (Horn, 2011, p. 293).  

 Methods of qualitative research appeal to many researchers because they enable 

investigators to use small samples to obtain information to reconstruct perspectives and 

experiences. “Qualitative methods also enable researchers to use inductive methods for 

the generation of theories and to gain an in-depth understanding of people’s interpretation 

of common psychological constructs” (Moran, Matthews, & Kirby, 2011, p. 364).   When 

interview quotes are used in qualitative research they usually express the “meaning and 

emotionality” of participants more accurately than quantified data; “often, qualitative 

research bridges the gap between quantitative research results and personal experience 

(Martin, 2011, p. 342). In the research track related to  marketing, branding, and 
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governing aspects of sport, qualitative designs studies use theory, interview, triangulation 

and other qualitative tactics to answer research questions in studies that have been 

published in scholarly journals (e.g. Ferkins, Shilbury, & McDonald, 2005;  Grant, 

Heere, & Dickson, 2011; Keller, 1993; Kraft, 2008; Parent & Foreman, 2007).  

Design 

Qualitative methods were utilized for this study to examine and explain the 

current state of BMX racing. This type of analysis will provide a thorough and detailed 

examination of the current branding strategies used in BMX by the national governing 

body. Also, qualitative research properly seeks answers to questions by examining 

various social settings and the individuals who inhabit these settings (Berg, 2004).  

According to Berg (2004) the researcher must identify an appropriate population that will 

be available at a setting on the basis of four requirements: 

1. Entry or access is possible; 

2. The appropriate people (target population) are likely to be available; 

3. There is a high probability that the study’s focuses, processes, people, 

programs, interactions, and structures that are part of the research question(s) 

will be available to the investigator; 

4. The research can be conducted effectively by an individual during the data 

collection phase of the study (p. 32). 
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Triangulation, also known as data triangulation, in qualitative designed studies is 

used “to describe multiple data collection technologies designed to measure a single 

concept or construct” (Berg, 2004, p. 5). In order to structure, evaluate, and justify the 

triangulation three data groups will be compared to validate research findings (Horn, 

2001; Berg 2004).  

This study will use the following three data groups for analysis:  

• Semi-structured interviews 

• Branding Theory – Porter’s 5 Forces (1980) 

• Unobtrusive measures – archival strategy of examining USA BMX 

Semi-structured interviews will be used to obtain data from experts in the field. They will 

provide opinions and expertise to evaluate the situation in current time. The use of theory 

will validate why the phenomena is happening. It provides a prior understanding of why 

or how things are happening in the research environment. Unobtrusive measures of 

archival strategy of examining USA BMX shows the researcher what the organization 

has previously and currently operationalized in its branding efforts.  

Data Collection 

Data collection will consist of theory, unobtrusive analysis, and interviews to 

provide context of the sport within its own environment in relation to branding of BMX. 

These three data groupings make up the elements that will be compared during the 
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triangulation phase. The research progression will be as follows: Idea       Theory      

Design        Data Collection       Analysis      Findings (Berg, 2004).  

The idea for this study stemmed from an examination of the industry and the 

literature. Things were occurring in BMX racing that had not yet been examined by 

scholars to add to the body of knowledge. Once the researcher posed research questions 

then the theory of Porter’s Five Forces (1980) was selected as a model to explain the 

dynamics of BMX racing. The qualitative design of this study was selected by the 

researcher because specific details and experiences need to be documented and examined 

in order to explain BMX racing in academia and in the sport industry. By using three 

forms of data, theory, unobtrusive analysis, and interviews, the researcher will be able to 

appropriately describe the context of BMX racing.  The use of three different types of 

data will also minimize researcher bias, because the analysis of the data may identify 

common themes that will emerge to validate the results of this study (Berg, 2004).  

After the data is collected and analyzed, the researcher will draw conclusions 

related to the other elements of design.  The interviews will be semi-structured to allow 

participants to lead the responses. The conversation from the interviews will be 

transcribed by the researcher.  After transcription, any emerging themes will be coded, by 

categorizing and sorting. Coding replicates and validates inferences made from the data 

(Berg, 2004). This process by the researcher will include: (a) reading and re-reading of 

the data, (b) growing the understanding of the data, (c) organizing and coding data, and 
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(d) searching for patterns to develop and build theories (Grant et al., 2011). The context 

provided by this process, and context in general, is considered and appreciated as a 

strength of qualitative research (Martin, 2011).  

Triangulation of the interviews, theory, and unobtrusive analysis will be used to 

cross validate the data and findings. “By combining several lines of sight, researchers 

obtain a better, more substantive picture of reality; a richer, more complete array of 

symbols and theoretical concepts; and a means of verifying many of these elements … 

based on triangulation” (Berg, 2004, p. 5). The triangulation executes a comparison of the 

data to reinforce the existence of commonalties and trends. This comparison process is 

rooted from grounded theory, “the constant comparative method along with the iterative 

process that moves back and forth between the original data (i.e. words), codes, concepts 

and the literature” (Martin, 2011, p. 344).  Data interpretation will follow a narrative 

vignette; a component of qualitative research report that gives detailed descriptions of an 

event including what people say, do, think, and feel in a setting (Thomas et al., 2005). 

The goal of this study, similar to other scholarly studies, is to “reduce the data to a 

manageable and meaningful theme, concept, or construct in order to advance a body of 

knowledge” (Martin, 2011, p. 344).   

Interviews 

Interviews are an action focused, qualitative, practical tactic to obtain data by 

combining practitioner perspective and knowledge; it is a means to examine the current 
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status of a firm, analyze its position, and predict future strategic capability (Shilbury & 

Ferkins, 2011).  Prior branding qualitative studies have interviewed two different 

populations to gain a comprehensive perspective that answered the research questions 

(Kraft, 2008; Newland & Kellet, 2012; Parent & Foreman, 2007).  

This study utilizes interviews which were scheduled in advance to ensure that 

participants have adequate time to complete the interview. Each interview participant 

answered preselected questions based on which group they identified to as internal or 

external to the BMX organization. The interview questions were designed to provide 

answers that explain what the BMX brand is and how it’s positioned to have a 

competitive advantage.  

The researcher will conduct one on one semi-structured interviews online via 

Skype due to geographical constraints of the researcher in relation to the participants. 

Skype provides a free internet face-to-face call that mimics the environment of an in-

person interview. This allows the researcher to obtain verbal and visual cues during the 

interview process. Each interview took approximately 60 to 90 minutes to complete, and 

this will vary depending on how the semi-structured dialogue evolves with each 

participant.  

Judgment sampling was used by the researcher to obtain interview participants for 

this study. When using the judgmental sampling method, also known as purposive 

sampling, the selected subjects represent opinions and impressions that are found 
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throughout the industry (Berg, 2004). “It is important to incorporate multiple voices and 

perspectives to frame the topic and subsequent themes without implicating privilege of 

some voices and perspectives and exclude others” (Emerson, et al, 2011, p. 205). Based 

on the research questions of the study, the subjects selected by the researcher must have 

knowledge or expertise about the branding subject matter.  These participants will be 

selected on the basis of the interviewee’s knowledge of the topic. By conducting 

interviews with the subjects in the sample groups, the data is classified as first-person 

narrative material where the researcher can draw meaning from the interactions; this is 

known as phenomenology (Portney & Watkins, 2009).  

Interviewees 

 The selected interviewees group will be divided into two smaller groups: internal 

USA BMX participants and external brand expert participants. Each group will contain 5 

interview participants for a total maximum interview population of (N = 10) interviews 

among the internal and external groups. The interviews were conducted by the researcher 

to collect qualitative data in relation to branding, niche sports, and BMX racing.  

Internal 

Two separate groups of interviewees were chosen: internal to the organization and 

external to the organization. Participants were selected from within USA BMX.  The 

USA BMX participants were selected based on their affiliation with the sport; employee 

or licensed official of USA BMX. Currently, USA BMX only lists one employee, the 
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Chief Marketing Officer, on their staff directory. It is up to the track operators and board 

members (licensed officials) to market the facility and the sport in the local markets. This 

expands the number of internal interviewee participants, along with explaining how 

branding initiatives are communicated from the national level to the local level. People 

internal to the organization provide information about their brand strategy, effectiveness, 

and implementation of the brand. For internal perspectives of USA BMX, a maximum of 

five interviews will be conducted.   

External 

The second group of external participants were selected based on their branding 

expertise. Each participant’s background with branding had to match the criterion set by 

the researcher to participate in this study. The criteria was to meet 1 or more of the 

following requirements: (a) have prior branding management experience, (b) was 

currently employed as a brand manager in the sport industry, and/or (c) had conducted 

brand management research.  Multiple participants in this group currently manage brands 

in the sport industry for Division I institutions, sport organizations, and sport product 

companies. This group is also deemed experts because all of the participants have 

completed extensive branding research and/or have significant brand management 

experience in the industry.  External branding experts are not part of the national 

governing body USA BMX.  
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The sample size of interview participants was small to reduce homogeneity within 

the population of interest (Shank, 2002) yet large enough to reach the point of saturation 

through respondents answers. Homogeneity, commonly a quantitative term, is used in 

qualitative research to explain the likeness among the participants and data sets used for 

examination (Portney et al., 2009; Shank, 2002). For this study the interview participants 

in each group had to have a similar background and prior knowledge of branding and 

sport industry in order to participate and compare information so the researcher could 

identify the common themes. However if the participant groups were too similar then 

data saturation would be quickly reached withouth adding any new information.  A 

maximum of five external scholars and/or practitioners’ were interviewed.  

After the interviews were conducted the researcher will have the audio recording 

of the interviews. The taped interviews were then given to a professional transcriber to 

obtain written transcripts of the interviews.  This will insure accuracy and reduce the 

amount of time needed in the data collection process. Once the transcription process is 

complete, the researcher then reviewed the recorded interviews and transcriptions again. 

The researcher analyzed the data searching for common themes that emerged and coded 

them accordingly. Interview participants may submit a verbal or written request to obtain 

a copy of the transcripts from the researcher for their records.  
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Coding 

Coding is the process of categorizing and sorting data to organize the data around 

themes; this is conducted by the researcher during certain phases of the research process 

(Berg, 2004; Emerson, Fretz, & Shaw, 2011; Kraft, 2008).  Once the interviews of both 

groups are completed, the researcher will use the transcribed recordings to begin the 

coding process. The researcher will search for distinct patterns among the information 

that could lead to any emerging themes. It is the job of the researcher to clarify and 

specify how themes are related in the research; this is done by the researcher moving 

back and forth between topic and themes (Emerson et al., 2011). “In developing these 

themes … the researcher will point out distinctions and interconnections between related 

phenomena … yet will also suggest important linkages between these phenomena” 

(Emerson et al., 2011, p. 205).    

For this study the coding scheme will stem from themes represented in the 

triangulation of Porter’s Five Forces (1980), USA BMX artifacts, and semi-structured 

interviews. A pseudo coding scheme allows the researcher to “analytically develop or 

inductively identify” the potential themes that may emerge (Berg, 2004, p. 267). Prior to 

data collection the researcher constructed a pseudo coding scheme based on branding 

theory and the pillars that form the research questions; coding will continue during data 

collection and after all the data has been collected. “Materials are sorted by these 

categories, identifying similar phrases, patterns, relationships and commonalities or 
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disparities. Sorted materials are examined to isolate meaningful patterns and processes” 

(Berg, 2004, p. 267). These patterns from the coding process then allows for 

generalizations to be established by the researcher. The research topic pillars that lead the 

coding are: governance, branding, marketing, programing, and communication. These 

pillars will be the categories that the researcher compares across all of the interviews to 

find commonalities or differences among the responses. The data material collected will 

be sorted among the listed pillars and compared Porter’s Five Forces (1980) and brand 

management elements through the triangulation process.  

Theory 

The themes that emerge from the qualitative techniques will be compared to 

Porter’s Five Forces theory (1980). Relating the information to theory provides 

understanding of how the forces can affect the branding of BMX racing. It also 

incorporates the internal and external factors that influence the brand’s competitive 

advantage among other sport brands. “The collective strength of the forces determines the 

ultimate profit potential in the industry” (Porter, 1980, p. 3) and allows the five forces to 

guide understanding of strategic implications of the industry organizations (Dobbs, 

2012). Porter’s (1980) Five Forces are:  

1. Entry of new competitors  

- Strategic position  

2. Rivalry among the existing competitors  
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 -Distinct characteristic or activities to separate company from others 

3. Threat of substitutes 

 -New or existing companies providing the same product 

4. The bargaining power of the buyers 

 -Control customer power to not switch to rival companies 

5. The bargaining power of the suppliers 

-Productivity frontier dependent on technology, skills, and management 
techniques 

Archival Items 

Secondary data of items already created by the organization (internal) and 

industry (external) will be collected due to their relation to the research questions (Shank, 

2002). Information about the sport, riders, companies, and the industry will be obtained 

from various outlets. Items that will be selected by the researcher are from current and 

past publications in print and online media sources. Selecting artifacts from internal and 

external publications will show the perspective of how USA BMX is trying to brand itself 

versus how others perceive the organization’s techniques. Internal organizational items 

that will be part of this brand audit are: USA BMX website (www.usabmx.com) social 

media, USA BMX rule book for competition programming, and track operator guides. 

These organization items set the baseline and the mission and goals of USA BMX. They 

reinforce the USA BMX brand and how that brand is communicated from the national 

organization to the track and directly to consumers.  External secondary data fit one of 
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the four categories: “(a) government reports and documents, (b) sports marketing studies, 

(c) trade/industry associations, and (d) books, journals, and periodicals” (Shank, 2002, p. 

116). Examining external secondary data will explain what the industry standard is for 

branding in the sport industry. Comparing internal and external archival data will explain 

if USA BMX is operationally performing as intended.  

Interview Questions for Internal USA BMX 

Consumers 

1. What is the demographics/psychographic profile of your fans?  

(RQ 2a, 4, 4a; PF – Bargaining power of buyers) 

2. What are USA BMX target segments/markets? How are they determined? 

 (RQ 2, 2a, 2b, 4, 5) 

3. How are you communicating and positioning BMX among your target 

consumers? (RQ 3, 4, 6; PF – bargaining power of buyers) 

4. What are your target corporate partners?  

(RQ 5, 6; PF-bargaining power of suppliers, Threat of substitutes)  

5. What communication channels do you use to communicate the brand internally 

(within the sport and organization)? (RQ 1, 3) 

6. What communication channels do you use to communicate the brand externally in 

the sport industry? (RQ 1, 3, 5) 
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Brand Perception 

7. What are the key elements of your strategic marketing plan? (RQ 5, 6, 7) 

8. What brand perception is USA BMX attempting to build? (RQ 1, 2, 3) 

9. What is your overall brand strategy? How does that fit within your overall 

marketing strategy? How is building key elements of brand perception 

incorporated into BMX’s overall marketing strategy? (RQ 1, 3, 4, 5, 6, 7) 

10. Who are your key competitors? How are you differentiating your brand from your 

key competitors? (RQ 1, 5, 5a, 7; PF – Threat of competitors) 

11. How do you think your target consumers perceive the brand? How do you 

measure their perceptions of the brand?   

(RQ 1, 2b, 3, 4; PF – Bargaining power of buyers) 

12. How are you engaging target consumers with the brand?  

(RQ 2, 2a, 2b, 3, 4; PF – Bargaining power of buyers) 

13. How is USA BMX building brand awareness and brand identity?  

(RQ 2, 2a, 2b, 3, 4b; PF – Bargaining power of supplier) 

14. How do you think your target corporate partners or current sponsors perceive the 

brand? (RQ 6, 6a; PF – bargaining power of buyers) 

15. How are you engaging target and current sponsors with the brand?  
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(RQ 1, 6 – bargaining power of buyers) 

Brand Management 

16. Who are your key competitors? How are you differentiating your brand from your 

key competitors? (RQ 1, 1c, 4, 5, 5a; PF – Threat of competitors) 

17. How do you partner with current corporate partners to build and/or leverage the 

BMX brand? (RQ  6a; PF – Bargaining power of suppliers)   

18. What challenges are you currently facing? What challenges are you predicting for 

the future? (RQ 4, 7, 7a; PF – All of Porter’s 5 forces)  

19. What are USA BMX short and long-term brand management strategic goals? 

How is USA BMX building brand awareness and brand identity?  

(RQ 1, 2, 3, 4; PF – Threat of substitutes)  

20. How are you responding to trends (ie. Social media, etc.) to manage the brand? 

How are you engaging target consumers with the brand? 

 (RQ 1, 1a, 1b, 4b, 7, 7a, 7b) 

21. What are the major opportunities, you’ve identified, and that could possibly 

strengthen USA BMX branding efforts? (RQ 2, 2b, 5, 6, 7) 

Porter’s Five Forces 

22.  Is there a threat of new entrants that could affect the USA BMX brand and/or 

market share? If so, which new entrants pose the greatest threat?  

(RQ 1, 1c, 2, 2c, 5a; PF – Threat of New Entrants) 
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23. What substitute companies influence USA BMX?  

(RQ 2c, 5, 7; PF – Threat of Substitutes) 

24. Who do you think are the internal and external competitors to BMX racing? (RQ 

5a; PF – Threat of competitors) 

25. Who do you deem the buyers of BMX?  

(RQ 4, 4a; PF – Bargaining power of buyers) 

26. Who do you deem the suppliers of BMX? 

 (RQ 5, 5b, 6, 7; PF – Bargaining power of suppliers) 

27. Does USA BMX differentiate their company in the sport industry? If yes, How? 

Does this differentiation provide a competitive advantage for the company?  

(RQ 1, 1c, 2c, 4, 5) 

28. What techniques would you recommend USA BMX uses to improve or sustain 

their brand? (RQ 1, 1a, 1b, 1c, 2, 2a, 2b, 2c, 3,  4b, 5b)  

29. How should BMX respond to competitors? (RQ 3, 5, 6)  

Interview Questions for External Brand Expert 
 

Brand Management (at your organization) 

1. What type of branding techniques do you use in your organization? Which of 

these techniques do you feel are most effective for building a strong brand?  

(RQ 1, 1a, 1b, 1c) 

2. How would you differentiate your brand from key competitors? (RQ 1c, 2c)  
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3. How are you responding to trends (ie. Social media, etc.) to manage the brand? 

How are you engaging target consumers with the brand? (RQ 1a, 1b, 2a, 7a) 

4. How do you use branding to obtain market share? (RQ 1, 2, 3)  

5. What challenges are brand managers currently facing? What challenges are brand 

managers facing in the future? (RQ 7, 7a, 7b) 

Consumers 

6. How do you communicate and position a brand among target consumers?  

(RQ 1,1a, 1b, 2, 2a, 2b, 4b) 

7. How often should a brand reposition itself to minimize becoming stale with 

consumers? (RQ1, 2, 5) 

8. How do you determine your target segments/markets when communicating a 

brand to consumers? (RQ 1a, 1b, 4a) 

9. What do you think the demographics/psychographics are for USA BMX fans? 

(RQ 4, 4a) 

Brand Perception 

10. What characteristics make a strong brand? What are the most appropriate 

strategies for building brand perception and identity? (RQ 1, 2, 5) 

11. What are the most appropriate ways to measure brand perception among target 

segments/market consumers? (RQ 1a, 2b)  
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12. What strategies are most effective in differentiating a brand from competitors? 

How effective are these strategies specific to branding niche sports?  

(RQ 1, 1c, 2, 2a, 2c) 

Brand Management (at USA BMX) 
 

13. What are common short and long-term brand management strategic goals? How 

do you think USA BMX building brand awareness and brand identity? 

 (RQ 1, 2, 3, 4b, 5, 7) 

14. What advantages do sport companies have when they create a brand?  

(RQ 1c, 5, 6) 

15. What disadvantages do sport companies face when they position their brand? 

 (RQ 1c, 5, 6) 

16. How do the advantages and disadvantages impact niche sports like BMX?  

(RQ 2, 2a, 2b, 4, 5b) 

17. What is the importance of brand development and brand management in 

niche/action sports? (RQ 1, 2, 2a, 2b, 2c, 4b, 5) 

18. How should BMX position itself with current and potential corporate partners? 

(RQ 6, 6a) 

19. How can BMX leverage their corporate partnership to strengthen their brand 

perception? (RQ 5b, 6a)  
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Porter’s Five Forces 

20. Is there a threat of new entrants that could affect the USA BMX brand and/or 

market share? If so, which new entrants pose the greatest threat?  

(RQ 5, 5a, 5b 7a; PF – Threat of New Entrants) 

21. What substitute companies influence USA BMX?  

(RQ 5, 5a, 5b; PF – Threat of Substitutes) 

22. Who do you think are the internal and external competitors to BMX racing?  

(RQ 5a; PF– Threat of competitors) 

23. Who do you deem the buyers of BMX?  

(RQ 4, 4a. 4b, 5b; PF – Bargaining power of buyers) 

24. Who do you deem the suppliers of BMX?  

(RQ 2, 6; PF – Bargaining power of suppliers) 

25. Does USA BMX differentiate their company in the sport industry? If yes, How? 

Does this differentiation provide a competitive advantage for the company?  

(RQ 1, 1c, 2c, 4, 5) 

26. What techniques would you recommend USA BMX uses to improve or sustain 

their brand? (RQ 1, 2, 2a, 2b, 2c, 3, 4, 5)  

27. How should BMX respond to competitors? (RQ 2, 5a, 7a) 
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CHAPTER IV 

RESULTS 

The contents of this chapter will disclose the results of the qualitative 

triangulation method used in this study. The triangulated results came from three data 

sets: brand management theory in relation to Porter’s Five Forces (1980), and USA BMX 

archival data, and interviews of internal USA BMX personnel and external brand experts. 

By using Porter’s Five Forces (1980) as a framework to analyze USA BMX, the study 

examined the competitive advantage of the organization and its brand management 

tactics. Based on the organizational activities USA BMX performs it generates 

information and data about its operations that can be captured by the researcher to allow 

for comprehensive company analysis.  

Qualitative triangulation uses various data sets to examine research 

commonalities or differences related to themes or constructs. This method compares 

findings across multiple channels to determine if themes can be reinforced and supported. 

Each data set was examined by the researcher separately to identify emergent themes, 

then all three data sets were compared together to identify if the same themes arose 

across all data sets. This process is displayed in Figure 5. 
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Table 1 

Qualitative Research Triangulation 

 

Source: Graph format from (Schwarzeberger & Hyde, 2013) 
 

Brand Management Theory - Porter’s Five Forces 

Threat of New Entrants 

 Since the merger in 2011, USA BMX is the only national governing body of 

BMX racing. The interview participants internal and external to USA BMX could not and 

do not list any company as a potential threat (Internal USA BMX A, B, C, and Brand 

Experts A, B, C, D, E). Since there is only one parent BMX racing organization, each 

track could be a new entrant. USA BMX needs the individual tracks to expand the brand 
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and host sanctioned events, through this track and governing body relationship, the BMX 

track becomes a brand extension of the parent company. Even if a new BMX track 

emerges in the same area, track operators do not see that as a threat because riders will 

practice and race at multiple tracks. “I don’t think of them (other tracks) as competitors 

because in my opinion if he (other tracks) sell 100 memberships next week, then 

eventually some of those kids are going to come to my track” (Internal USA BMX A).  

Threat of Substitute Products or Services 

 BMX racing has limited substitutes because USA BMX is the only organization 

to offer race programming. It offers insurance for the tracks, state and national 

programing, awards and Internal USA BMX interviewee A states “if we (BMX track) 

were the exact same as we are now minus USA BMX, we would just be a glorified 

practice track”. It would also hinder revenue because there would be no need to buy 

memberships and have race entry fees if USA BMX did not exist.  

 The substitute products and services that were mentioned by the external 

interview participants was the association of BMX and the X Games. Granted the X 

Games offers different BMX disciplines in their televised format but when BMX was 

mentioned, they automatically associated to the X Games. This can confuse the BMX 

brand because nonconsumers will always associate with what they see on television. Now 

USA BMX is trying to expand from just BMX to BMX racing to highlight the difference 

in the BMX product. To also highlight the racing aspect, branding efforts should 
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incorporate the Olympic sport for BMX racing. However, USA BMX has restrictions as 

to when and how they use the Olympic brand. The Olympic wording, logos, rings, and 

any other Olympic propaganda must be used strategically with the consideration and 

approval of the United States Olympic Committee.  

Bargaining Power of the Customers (Buyers) 

 The customer buying power is limited as well. With USA BMX being the only 

race organization in the United States, riders no longer can participate in another 

sanctioning body. Prices of membership and race entry fees are set by USA BMX and if 

members do not want to pay, then they do not get to participate. Currently, there is not 

another company that provides BMX racing. Where participants have consumer control is 

deciding what races they select to participate in. Based on a rider’s goals, monetary 

resources, and track preference, they will be selective in which races they participate in 

during a race season and year. Some races, like national races, are bigger and will draw 

more riders than a state level race.  

Bargaining Power of the Suppliers 

 The main supplier of BMX racing is USA BMX and its tracks. Other identified 

suppliers that help bring BMX to the masses are sponsors and international associations 

(UCI and USA Cycling). Sponsors of USA BMX exchange money and/or product for 

exposure to USA BMX consumers. Sponsor activation packages vary per each sponsor 

even though the website lists sponsorship levels.  
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 UCI and USA Cycling play a role in the BMX product because they sanction 

certain races to allow for Olympic qualifying. Instead of these organizations coming in 

and creating competing race programs, they use what USA BMX has in existence. 

Technically, these organizations could become competitors but the USA BMX internal 

interviewee sees both entities as partners to expand the BMX racing product. “They’re 

(UCI and USA Cycling) are partners of ours …we work with them and you know, the 

collaboration …I don’t see them as a threat, I see them as an asset” (Internal USA BMX 

C).    

 BMX industry is also identified as a supplier because of its influence on BMX 

racing. Bicycle products are determined by the industry, rider needs, and trends. Some 

BMX companies also are involved in racing by sponsoring USA BMX. The industry 

companies will also run BMX racing teams that have full factory sponsored racers. 

Sponsor riders usually have full uniform, bike, and race entry fee support when racing. 

The sponsor rider becomes a brand ambassador for the sponsoring company and USA 

BMX.  

 Local cities and communities also supply a geographical area with BMX racing. 

Many of the USA BMX tracks are housed in city/county parks. If a city does not support 

a BMX race program and track, the municipality has the power to not allow for a track to 

exist and/or have closed and leveled existing tracks. When a BMX track has a good 
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relationship with its local community the track may get help with maintenance of the 

track, support from the local sport commission, and promotional opportunities.  

Industry Competition (Rivalry of Firms) 

 When interview participants were directly asked if USA BMX had any 

competition the answer was no. However, the participants did list other factors in how 

and when they obtain new members. The strategy of USA BMX is to focus on kids 

becoming members and future racers. Thus, one industry competitor is other youth sports 

and leisure activities. If USA BMX can expose a child to BMX first, then they are more 

likely to ride BMX for years to come because this sport is deemed a lifestyle sport where 

participants can ride for a lifetime.  

Engagement of the child market as young as possible is a theme that the Internal 

Interviewees identified. “Start them as young as possible” (Internal USA BMX A). The 

sport has even evolved to capture younger participants, “to get those kids hooked early on 

BMX before they go out on a soccer field or play t-ball” (Internal USA BMX B). “The 

child that’s out there wanting to get involved in a sport and help him stick with it for a 

long time …by engaging children” (Internal USA BMX C). By focusing on and 

embracing the toddler market BMX racing can now take market share from other youth 

focused recreational sport leagues.  

 Another industry competitor is other action sports that are televised such as the X 

Games and Dew Tour. These action sports are more publicized as a result of television 
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partnerships that make them more familiar with mainstream culture. When BMX racing 

became an Olympic sport that was broadcast on television it exposed the sport and brand 

to the general public. However the Olympic sport of BMX racing did not get television’s 

primetime Olympic coverage spot which lessens the amount of viewers for nonprimetime 

slots. The other aspect of relying on an Olympiad to expose your sport brand is the 

Summer Olympic Games only happen once every 4 years, meaning the Olympic 

exposure is small and inconsistent related to other televised sport programs and events. 

Once every 4 years is not enough television presence to keep the USA BMX brand 

current among the television viewer market because they are exposed to so many other 

sport options like yearly televised action sports tours and weekly mainstream professional 

sporting events. Just relying on television as a branding strategy can be difficult because 

the cable market has become saturated with various sports creating shows and having so 

many competitions/events broadcasted at the same time. Yet, even though the Olympic 

televised spot can have disadvantages, BMX racing earned validation from its televised 

Olympic debut, “a kids’ sport came of age at the Beijing Olympics” (Dyreson, 2012).  

 Another competitor is the cycling industry as a whole. Granted USA BMX prefers 

people ride some type of bicycle because many racers will cross over into mountain 

biking or other cycling disciplines for leisure. Yet, all of the cycling disciplines do 

compete for riders, and all of the cycling events do require different skills sets and 

equipment. There are five recognized types of competitive cycling by USA Cycling: 
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Road Cycling, Track Cycling, Mountain Biking, Bicycle Motocross (BMX), and Cyclo-

cross (CX is an all-terrain riding and running/carrying their bicycle competition) 

(www.usacycling.org).  

USA BMX Archival Data 

 Archival data is used in qualitative research to exhibit how the organization is 

currently conducting and executing information to the public. Public documents, records, 

reports, advertisements, and website/social media pages are all valuable sources of 

resource data. Even though BMX racing has been around for decades, the USA BMX 

organization has only been in existence since 2011 when the ABA and NBL merged. The 

researcher only examined organizational items of USA BMX. Any items from the prior 

two organizations were not examined or used in this triangulation. This was intentional in 

order to keep the information specific and relevant to USA BMX.  

Website  

 USA BMX maintains its website at www.usabmx.com and has many pages of 

information for prospective and current riders. On the main homepage, the USA BMX 

logo is at the top of the page, USA BMX with an American flag with the words “The 

American Bicycle Association” are underneath in a smaller font. An organization 

structure with two names could affect branding and marketing efforts. Since the ABA 

used to exist as an independent BMX racing sanctioning body using the name now can 

confuse participants. “If the ABA still does exist, then that’s not a good situation either” 
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(External Brand Expert D). When users click through the home page stories, videos, 

pictures, and advertisements appear about BMX racing, and the organization logo 

changes as well (Appendix B). Sometimes the logo font is in white text and has red, 

white, and blue bicycle image in-between the words USA BMX instead of the American 

flag. On some of the web pages, no USA BMX logo/brand placement was present. At the 

bottom of the home page their sponsor’s logos are displayed. The sponsor logs totaled 11 

with an announcement of a new sponsor for 2015, Nationwide Insurance. Highlighting 

the sponsor logos as well is important to add value and visibility to the sponsorship, but it 

also could confuse website visitors that do not know about BMX. Activating clickable 

areas on a website can take users away from the main page and expose them to different 

unrelated web pages, information, and branding. By inundating the site’s advertisement 

space with varying logos on a webpage can confuse the user because they may not have 

the knowledge base to differentiate between all the brands.  

 Websites are a common tool for any company needing to make an online presence 

to engage current consumers and attract potential consumers. Many users base 

perceptions about the company on its online presence. Since the online user has become a 

vital part of marketing and branding strategies, companies are responding by capturing 

data about the user while they visit a particular online site. “Now we’re capturing data on 

our fans who come to our website. Anyone who comes to our website we are building 

profiles for every single visitor who comes to our site and we’ll time them and we target 
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advertisements to them and not only that but we’ll use technology to find duplicates of 

them; other folks (potential new consumers) who have a similar profile and will do the 

same” (External Brand Expert E).  

Social Media 

 The organization’s website is the main focus of USA BMX’s online strategy. The 

second part of its online strategy is using social media outlets, which links from its 

website to Facebook, Twitter, and Instagram. Social media is a powerful tool to engage 

customers and add value to the brand (Bruton, 2016). Organizations that use social media 

can utilize online interactivity of users as metric to obtain marketing and branding goals 

(Boehmer & Lacy, 2014). Each social media outlet has different ways of communicating 

information to followers of the page (Table 2). For instance, Facebook allows more type 

characters than Twitter, and Instagram focuses on pictures. This explains why messaging 

for USA BMX is different across each social media platform. After the researcher 

examined each social media outlet, the common type of posts used was informational 

including details about the organization, upcoming races, event results, and BMX racing 

action through pictures and video clips.  
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For each social media account, the organization has selected different user 

name/handles. On Facebook, the page can be searched for by using USA BMX. The main 

picture is a logo of USA BMX entitled USA BMX Organization. The page currently has 

89,144 likes (followers) and rated 4.5 stars out of 5. On the Facebook page “about 

section,” the messaging is “USA BMX: The American Bicycle Association Est. 1977.” 

The mission on Facebook is “To bring BMX races to the masses.” They also list in the 

products overview section “The best BMX racing tracks in the world”. In the long 

description section there are three paragraphs about USA BMX and BMX racing; “with 

over 70,000 active members who compete on a weekly basis at over 370 racing facilities 

in 49 states, the Olympic sport of BMX racing continues to grow”. USA BMX, with a 30 

event national race schedule, is the largest promoter of action sports in the country”. 

These statements on its Facebook are important to note because they start to create brand 

inconsistency and could confuse the message.  

 USA BMX was created in 2011 as a buyout of NBL by the ABA. 

 Bring BMX to the masses is a good mission to expand the sport, but a clearly 

defined mission is not stated on the USA BMX website.  

 The best race tracks would add value to the brand, but each track is owned, 

operated, and maintained individually meaning it is up to each track to provide 
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their perception of what the best is. No two tracks are the same, and on the USA 

BMX website all they state about the tracks is “Today’s BMX tracks are a 

thoughtfully designed and meticulously groomed race course.”   

 The numbers of 70,000 plus active members and 370 active tracks is consistent 

information on Facebook and the website. Where the message varies is “the 

largest promoter of action sports in the country” – USA BMX only promotes 

BMX racing and none of the other action sports so that is not exactly correct and 

on the website it says: “It is the duty of the ABA to establish the rules of racing 

that provide fair competition and fun family entertainment for all of its 70,000 

plus members. This is a job that USA BMX: The American Bicycle Association 

and all of its employees are 100% dedicated,” this statement lacks any 

promotional information of the action sports segment.  

 The format of Twitter is different from other social media organization accounts. 

Twitter only allows for a short heading to capture users attention which is “USA BMX, 

the sanctioning body of BMX”. To follow USA BMX on Twitter the handle @usabmx is 

used and the page has 14,800 followers (substantially less than Facebook followers). The 

logo of USA BMX is the main picture of the Twitter page, and is the same as the 

Facebook main picture. Tweets allow for 140 characters in each communication, making 

it important to disseminate a clear and concise message. Twitter is used as an 

information-sharing mechanism for sports leagues to foster interaction, promotion, live 
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game updates, and news (Clavio, Burch, & Frederick, 2012; Gibbs, Brunette, & O’Reilly, 

2014).  Most of the tweets include links to Facebook posts about BMX racing 

information. This interactivity is called cross posting, is “the ability to post the same 

information on multiple websites to maintain an active social media presence” (Gerard, 

2014). Cross posting is when the same social media message is shared through all of the 

owner’s different social media accounts. Organizational social media accounts that cross 

post to other sites allows for an expansive way to reach followers and potential 

consumers without having to retype the same post multiple times (Gerard, 2014).   

Users can search for online social media conversations through the advent of 

hashtags (Smith & Smith, 2012). The conversations are organized and connected by 

relating subject matter that can become trending topics online when the post contains a 

hashtag. A hashtag is “a word preceded by the pound or number sign (#), and is used to 

indicate that a certain tweet is about the same topic as every other tweet using the same 

tag” (Zarella, 2010, p.47). Some tweets include hashtags such as #USABMX, #BMX but 

hashtags are not used consistently for each tweet. Hashtags are a social media form of 

communication that allow followers and nonpage followers to still access information by 

searching a hashtag, thus providing an opportunity to engage more social media users 

with the brand. What was once limited to only Twitter, the hashtag has now become a 

staple of posts on all social media platforms.  
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 The third social media outlet used is Instagram. The social media account of 

@therealusabmx has 10,200 followers on the page, much less than Facebook and Twitter. 

The main picture is the logo of USA BMX on black, the same logo as the other two 

pages. However, it is visually different on the black background (Appendix B). Like 

Twitter, Instagram only allows for a short heading on the page, “USA BMX: The 

American Bicycle Association, est. 1977. Even though the USA BMX Instagram has 

fewer followers, each post has more interactions (likes, comments, and user tagged posts) 

than Facebook and Twitter. Whichever social media platform(s) is executed by the 

organization, Bruton (2016) states “the brands that embrace the immediate feedback and 

leverage the ability to have a conversation with consumers will continue to quickly gain 

market share” (p. 277). This validates the use of social media as a branding technique that 

can positively impact a brand when used appropriately.  

Internal and External Interviews 

 Semistructured opened ended one-on-one interviews with the researcher and each 

participant were conducted to collect primary data. For the interviews, the researcher 

conducted five external to USA BMX (brand expert) interviews and three internal to 

USA BMX. For the reporting of the finding of the interviews each participant was 

labeled per their group, Internal USA BMX or External Brand Expert, and a 

corresponding letter (A-E). Identifiers are needed so that the researcher can identify the 
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data but cannot identify the person to keep participants anonymity intact when reporting 

the findings. 

The internal USA BMX group reached the point of saturation when three 

interviews were completed. The researcher concluded the interviews for the internal 

group at 3 participants and did not conduct the last 2 interviews to have 5 equal 

participants in each of the internal and external groups. Point of saturation is a qualitative 

research concept defined as, “saturation’ or the point at which no new information or 

themes are observed in the data” (Guest, Bunce, & Johnson, 2006, p.59).  The saturation 

of one of the interview groups lead to a total of 8 completed interviews (N = 8).  

Internal to USA BMX 

 This group of research participants was selected by the researcher based on their 

affiliation with USA BMX. They are employed by USA BMX at its headquarter offices 

in Arizona and/or a BMX track operator in the United States of America. The researcher 

conducted the interviews and identified saturation. Even though saturation of a data 

group is common in research, it should be reported and explained when it occurs (Bowen, 

2008). The researcher identified saturation multiple times throughout the interview 

process of the internal group. During the interviews each participant was answering 

similarly to each question, referencing the same organizational documents, and 

identifying the same people within the organization overseeing that corresponding 

department. This consistency of information and responses strengthens the emergence of 
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certain research themes in the triangulation. The researcher concluded that working for 

the same organization and having access to the same internal information caused 

saturation to be reached after three interviews. 

External to USA BMX – Brand Experts 

 The external to USA BMX group was selected based on their nonaffiliation with 

USA BMX. These participants were deemed brand experts based on their experience in 

the branding industry. When the interviews were conducted, each participant was 

working with branding and marketing at some level as brand managers, directors of 

branding and marketing departments in sport organizations, and/or as branding scholars. 

While this group did answer questions similarly because of their branding and marketing 

knowledge, a point of saturation was not reached. Saturation did not occur because none 

of the participants in this group worked for the same sport organization. They each had 

different experiences and knowledge of branding in the sport industry.  

 Each of these interviews provided a basis of branding information. Interviews 

contain both verbal and nonverbal cues and elements that leads to conversational 

meaning and understanding (Irvine, Drew, & Sainsbury, 2013). One common theme 

across all external interviews, was a lack of awareness of BMX racing. When asked 

specific questions about USA BMX or BMX racing all of the participants hesitated and 

responded with “I don’t know” or “I don’t know and my guess would be.” Responses like 

this during the interview were not discouraged because this let the researcher understand 
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that BMX racing is not widely known in the branding industry, and this is consistent with 

BMX racing not being widely known in the sport industry. Most of the branding experts 

provided examples of mainstream sports or more popularized action sports in the X 

Games.   

 The interview questions for both the internal and external groups were compared 

and provided the points of the strengths, weaknesses, opportunity, and treats (SWOT) 

analysis of USA BMX. SWOT is a common tool used by organizations to analyze the 

position of the organization (Table 3). This tool allows marketers and managers to have 

an objective overview and to make calculated business decisions (Bruton, 2016).  

Table 3 

Explanation of S.W.O.T. Analysis 

Strengths Weaknesses Opportunities Threats 

  

Internal to the organization External to the organization 

“Strengths and weaknesses exist either 
because of resources possessed or not 

possessed by the firm, or in the 
relationship between the firm and its 
customers, its employees, or outside 

organizations” (Ferrell & Hartline, 2011, 
p.129). 

“Opportunities and threats exist outside 
the firm, independent of internal strengths, 

weaknesses, or marketing options” 
(Ferrell & Hartline, 2011, p.130). 
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  The SWOT analysis below lists elements that influence the organization of USA 

BMX. These elements are data points that were found from public information, such as 

the website, and/or was information provided from the internal interviewees. The bullet 

listing of SWOT does not infer a ranking of the items.  

Strengths 

 Grassroots programs  

 Partner and work with USA Cycling and UCI, seen as an asset (Internal 

USA BMX C). 

 Website with information on the sport, rules, tracks, races, and rider 

profiles. Creates more interaction with users.  

 Social media accounts for USA BMX – Facebook, Twitter, and Instagram. 

 Wide age of participants – target market of youth participants includes the 

parents and family as consumer extensions. 

 Anyone that can ride a bicycle can participate. 

 Differentiate the brand. 

 Decades of BMX racing experience proves reliability and professionalism 

of USA BMX (Internal USA BMX B).  

 Unique experience at the track and races. 

 Making strategic changes internally to position and move forward.  
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 70,000 members with expected 10% growth pattern every year (Internal 

USA BMX C).  

 Brand incorporates being the best, creating the best products, best 

experience, and customer service.  

 The track facility can hold and accommodate large amounts of people and 

no two tracks are alike. 

 Lifestyle sport, capture the participant young and they will continue to 

participate in the sport for years.  

 Membership packages offer value to the consumers, for example PULL 

Magazine subscription (Internal USA BMX B).  

 USA BMX Summit – national organizational meeting with all the tracks 

and volunteers (Internal USA BMX B).  

 Responded to GSX competitor by evolving the race product into a new 

USA BMX North American Supercross Series for 2015 (Internal USA 

BMX B).  

 USA BMX was established in 2011, newer brand and fresh start. 

 Strider Bicycles have allowed USA BMX to accept younger riders (2 

years old).  

 

 



80 
 

Weaknesses 

 Retention of members and keeping them engaged. 

 Don’t have an update marketing plan and no defined brand management 

strategic goals (Internal USA BMX C).  

 Need to collaborate better with USA Cycling and UCI. 

 Doesn’t think USA BMX has any kind of competitive advantage (Internal 

USA BMX C).  

 No television coverage – need major broadcast network to bring more 

attention to the sport.  

 Track operators and board members are not full-time and volunteer based 

which can lead to a lack of organization (Internal USA BMX A).  

 Limited surveys and data collected about demographic information 

(Internal USA BMX B).  

Opportunities 

 Growth in sport, (10% a year is about 7,000 new riders a year) and 

opportunity to gain more members. 

 Corporate partners/sponsors have a variety of promotional opportunities 

within the sport to gain exposure and consumers. 

 Any active child is a potential new member if they can be engaged to 

become BMXers. 



81 
 

 Lots of suppliers – tracks, BMX industry, cities, and communities  

 Summer Olympic sport – BMX racing debuted in 2008 Beijing Games 

 Need a regular television show series like how it used to be back when 

ESPN covered BMX racing (Internal USA BMX A).  

 Market the pros: Create a pro-spectacular event with only the best top 

riders with plenty of promotion and coverage to make it a big deal 

(Internal USA BMX A).  

 Race weekend events increase sport tourism for the host city and impact 

restaurants, hotels, and transportation (Internal USA BMX B).  

Threats 

 Any other type of sport and activities/videogames: XboxOne and 

PlayStation 4 (Internal USA BMX C). 

 Retention of members and keeping them engaged because of substitutes 

and competitors.  

 Most areas have oversaturated marketplaces which increases competition 

with other sport and nonsport entertainment outlets (External Brand 

Expert B & E).   

 Concussion/head injury awareness, popular topic in sports, could impact 

the sport in the future (Internal USA BMX C). 

 Possibility of another BMX sanctioning body forming and starting up.  
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 Olympic sponsor conflict and need approval to use Olympic branding can 

hinder and delay marketing synergy. Games only happen every 4 years, so 

not continuous brand exposure (Internal USA BMX A).  

 USA BMX sponsors do not include tracks and benefits do not trickle 

down to the track. Missed sponsorship opportunity for all the tracks 

nationwide (Internal USA BMX A).  

 USA BMX sanctioned tracks are established and seen as separate entity 

have a lot of costs and directly impact the brand in an area (Internal USA 

BMX A).  

 Public perception, “Oh BMX, people think ramps, dirt jumping, and X 

Games” (Internal USA BMX B).  

 GSX is a competitor who put on the Supercross series (Internal USA 

BMX B).  

 Technology and design software can lead to manipulation of the brand 

(External Brand Expert E).  

Themes 

BMX Demographics 

 Demographics are a way to segment consumers by variables: age, gender, income, 

and ethnicity (Cooper, 2012). Grouping consumers based on similar demographic 

variables allows organizations to specify their marketing and branding techniques to 
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specifically target groups of customers. Segmentation is commonly used to focus 

attention and messaging to increase the rate of customer participation. The participation 

of each segmented group can change based on the goals of the organization and lead to 

sales, or recognition and recall of the brand and company.  

 From the demographic set, age was the main factor used to identify the target 

market for BMX racing. The internal interview participant notes the target market as “our 

main demographic is participants ranging in age from 2 to 6, but the target market is 

more the elementary school aged children to get started, that’s where the majority of the 

participants lie” (Internal USA BMX C). “Obviously, it’s the children’s market than our 

secondary markets – the largest group of BMX members is in the 12 to 14 year old age 

group” (Internal USA BMX B). “The majority of the kids that come out (to the track) 

would probably be about 7 to 15 …realistically they’ll (USA BMX or tracks) target 

anybody who is interested in riding a bicycle” (Internal USA BMX A). An external 

participant that is part of the BMX industry says the target demographic is “14 year old 

boy, fourteen to fifteen year old boys are the target because that’s the biggest participant 

group (External Brand Expert D). All of the interviewees do consistently identify the 

target as the child market but they vary on the ages they are trying to capture. The brand 

aligns with kids as the slogan usage of “be that kid” and “nobody sits on the bench, to 

just target the kids and getting out there and be that kid who rides” (Internal USA BMX 

A). 
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While the target is still the position of the core participant base, marketing efforts 

and communication can leave out other participants. “The core participants become the 

privileged group and it is action sport legacy that ignores a whole range of others 

involved in the sport” (Honea, 2014, p. 1257). As the participant base grows it starts to 

incorporate more than just the target demographic (Appendix G). 

 BMX racing has a wide demographic of participants. This is because the 

organization has created classifications for participants that service young children to 

senior aged adults (Appendix D). The amateur classes are established by a racers age, 

gender, and proficiency (novice, intermediate, and expert). Progression, known as move 

up, of a BMX rider is determined by a point system where the participant obtains points 

from race finish positions. Once a rider has maxed out their move up points then they are 

reclassified into the next proficiency level. When a rider has reached expert level then the 

next progression is to enter the professional (pro) elite classes (pro, junior, and elite).  

These classes have segmented the BMX rider population into smaller groupings to match 

skills levels to create a fair competition.  

The classes are also the bases for USA BMX to identify segment consumer 

groups to market to. The marketing and branding efforts have to keep all of the segments 

engaged in USA BMX so they continue to practice and race in the sport. These identified 

classes can also be used as a tool to recruit sponsors to racing. Potential sponsors are 
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always interested in reaching certain demographics in new and existing markets. 

Branding 

 Branding encompasses many aspects and elements that assist the perception of the 

company and their products. Timing, consistency, alignment, awareness, and the 

organization vision for the brand all play a role in effective branding techniques (Brand 

Expert A). The way an entity brands itself is based on the goals and objectives set forth in 

the marketing plan. A marketing plan is a crucial organization document that allows 

internal staff to know how they want to reach and engage their target consumers. Having 

it set in the organizations documents is a way to plan and control for consistency of the 

brand internally and externally to the organization.  

 The external brand expert participant group expressed that branding needs to be 

consistent across all channels (External Brand Experts A, B, C, D, & E). That branding is 

just another way for a company to “tell their story” (External Brand Expert A, B). It is in 

that story where the elements of the brand come through and impact peoples’ perceptions 

to either have favorable or unfavorable reactions to the company, the sport, the products, 

and the athletes. In sport the story that is told should be unique and will help differentiate 

the sport from others in the industry. Along with what the branding message is saying it 

is also important on how the brand is being communicated. The point is not to do 

everything all at the same time and see what works, the point of branding is to do what 

works most effectively to reach your target market. Especially in the current 
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marketing/branding industry there are so many ways to reach new and existing customers 

and those channels are constantly changing so the branding efforts can evolve as well.  

 USA BMX internal participants agree that branding is a way to contact target 

consumers (Internal USA BMX A, B, & C). They rely on the brand to create an appeal to 

attract new rider participants to the sport of BMX racing. Slogans like “Be that Kid” and 

“Everyone can participate – No one rides the bench” are an effort to get youth to 

participate in BMX racing. The brand also exhibits that they are the only BMX racing 

sanction in the United States. That fact is reinforced by USA BMX sanctioning over 370 

operational BMX tracks and they even provide each track with a marketing “tool kit” 

with items to promote their track. However it is up to each individual track to market and 

brand their track to reach people in their geographical area. With so many tracks and no 

set marketing plan in place there is a potential for each track (370) to create their own 

brand, message, and associations of BMX racing and USA BMX.  

 Then there is the branding and messaging efforts to retain riders and get old riders 

to come back and race. The USA BMX staff highlighted that they have a harder time 

retaining riders and that for every new rider that joins USA BMX a current participant 

will drop/age out. This can be seen especially when youth riders mature to their teenage 

years. When riders hit their teenage years they have reached the “fumes disease” stage 

(Internal USA BMX A and B). Fumes disease is when a rider finds cars (gas fumes) 

and/or significant others/girlfriends (perfumes). Meaning this is the time that riders start 
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to find other interests outside of BMX racing. USA BMX is trying to use branding and 

marketing techniques to keep this population consistently racing.  

 Outside of the new and existing consumer groups the sport of BMX is a brand in 

itself. This brand focuses on people riding 20 inch bicycles. But what mainstream 

associates BMX as is the trick freestyle jump contest that are seen on television. And then 

if racing is mentioned along with BMX, nonparticipants will think of motocross (dirt 

bikes). Since USA BMX knows that these BMX associations exist they are making a 

conscious effort to add racing to BMX. BMX racing will help to differentiate it from 

other common and more mainstream action sports.  

 Lastly, the brand of BMX racing is focused on taking a new rider and allowing a 

place of riders to advance to the pro and Olympic levels of the sport. Rider classifications 

of the athletes can strengthen the brand because they highlight their professional level 

riders. USA BMX also expresses the Olympic sport aspect of the brand by having 

Olympic Day events and other promotional endeavors. However, since the Summer 

Olympics only happens every 4 years USA BMX does not capitalize off of or rely on 

Olympic branding only. The inconsistency in Olympic branding also supports the study 

by Honea (2014) findings that “Olympic inclusion would not have much effect on the 

sport of BMX as a whole” (p. 1270). The Olympic restrictions and inconsistent branding 

opportunities may hinder aspects of the sport but by adding BMX racing to the Summer 

Olympic Games it does gain exposure in the mainstream sport realm.  
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Challenges and Trends 

 Many sports face challenges and trends that will create change in the sport-scape 

of the organization. USA BMX faces many challenges and has to stay aware of trends 

inside and outside of BMX.  

 The external brand experts (A, B, and C) did not know specific USA BMX 

challenges and trends but they did show how all sports face the same issues. For example 

all sports have to find their spot in the saturated sport industry. Now more than ever 

people are participating in sports and leisure activities daily. With so many people 

participating they now have more options when it comes to which ones they chose to 

participate in. More sport options means there is a challenge in grabbing and hooking that 

potential participant before another sport does. There will always be a new and trendy 

sport or activity to emerge in the sport segment, but these organizations can and do obtain 

participants that stay with the sport for years. Now that sport and leisure activities are 

more common participants are staying active for years within certain sports. Companies 

are following the participation rates and are branding the lifestyle (Lifestyle Sports) to 

keep their consumers interested while they are participating and when they are not 

participating.  

 USA BMX did not seem to identify major challenges and trends throughout their 

interviews. Since they are the only governing body for BMX racing they do not see any 

other companies as threats. The other entities that manage the Olympic and Supercross 



89 
 

series are seen as partners that they work with. They identified getting riders and keeping 

the sport growing as a challenge. “Who gets the kid first” (Internal Participant A, B, C) 

and it used to be recreational soccer got the majority of the children. But now with the 

trend of Strider Bicycles (pedal-less push bikes) children as young as 2 years old are 

exposed to BMX racing. These young racing impressions are important to USA BMX 

because this means any young child that participates has the opportunity to race for their 

lifetime. For years of BMX racing participation the rider will spend thousands of dollars 

per year on purchase of yearly membership, practice fees, race fees, and equipment.  

 A challenge that the organization faces is the availability of resources to conduct a 

marketing campaign. Branding techniques, not just one but the use of multiple strategies, 

are needed to constantly come up with creative ways to reach your consumers by adding 

graphics, videos, engagement elements like voting polls to communicate and implement a 

relationship between the organization and members (External Brand Expert A and B). To 

maintain this branding presence the organization has to endure cost and have 

people/department to handle the amount of work needed. Internal USA BMX participant 

B states “we have department growth at USA BMX” and “we use a subscription service 

for press releases to directly reach out to all the media”. Yet the organizational chart 

(Appendix E) based on the staff directory of USA BMX only shows one Chief Marketing 

Officer and the lack of a marketing department. The lack of marketing support from USA 

BMX is felt at the track level as well because they are each responsible for their 
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marketing and branding. Pre-race promotion for USA BMX events include anything that 

can affect the surrounding the local tracks: community appearances, school visits, flyer 

distribution, videos, talking to kids, and hanging out (Internal USA BMX A). “I don’t 

think USA BMX is really going to fully hit their potential…USA BMX needs to step up 

and take control. They need to schedule it (promotions), they need to maybe help pay 

some of the expenses … and allow these local track to benefit from it (hosting races) 

instead of the local tracks needing to go out and say hey there’s a national (event) coming 

to our track come and watch and if you like it next week come out and try it” (Internal 

USA BMX A). The track personnel perception of USA BMX is that they put off duties 

and cost on to the tracks. Each track may not have the budget or other resources needed 

to create and maintain a branding campaign that meets the needs of the track and USA 

BMX which can negatively impact new membership rates, race participation/moto 

counts, and fan base.  

Communication 

 Communication was a constant theme throughout the interviews. It is the process 

of informing people, groups, or interested stakeholders of what you as a sport 

organization are doing. In sport, and similar in other industries, the organization has three 

groups that they need to communicate with: (a) society, (b) prospective new customers, 

and (c) repeat customers (Appendix C). “You (organization) got to figure out who are 

you targeting and who your consumers and your customers is, then you can figure out the 
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modes of reach that and how you deliver the brand to them” (External Brand Expert C), 

to systematically explain first know customer, second communication mode, and third the 

brand.  

 Communicating to society (general public) is needed because an awareness of the 

sport may lead to a curiosity to check the sport out. Meaning they may not be an athlete 

of the sport but the general public that is interested in a sport will attend events, watch it 

if its televised, follow it online/social media, and buy related merchandise. This group of 

people may follow multiple sports and that is okay.  

 Prospective new customers are people who fit an organizations target consumer 

population. They have similar qualities to the existing sport participants. In order to grow 

the sport and maintain membership BMX needs to attract new prospective customers. 

Most of the interviewed participants suggested that if you just get the new person out to 

the facility to see and experience the sport that they will be hooked and want to start 

participating. Unlike the general public group, new participants that become active in the 

sport may only take part in a few sports because of limited discretionary income and 

available time.  

 Repeat customers make up an organizations main consumer base. This group of 

people has already invested time and money into the sport. Communicating to this group 

is critical because they will become loyal per their involvement. They start to become 

brand ambassadors and identifying as an athlete of the sport. For BMX, riders identify by 
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calling themselves BMXers. The sport becomes their lifestyle, they wear the brands, buy 

certain products, and travel to events for their vacations. This group is high involvement 

which makes them more knowledgeable of the sport so they will understand 

communication about races, rules, techniques, and products.  

 Identifying these three communication groups shows that based on the level of 

involvement in the sport the message being communicated will have to vary based on 

who the organization is trying to communicate to. The general public and new customers 

may need less BMX technical communication and more about how it’s a cool action 

sport that everyone can participate in. While existing participants will need more BMX 

specific and technical information to stay involved with the sport.  Communication is a 

balance of what needs to be said and what the recipient already knows.   

Differentiation 

 Differentiation is anything that can be done to set yourself apart from others; to be 

different. Branding can assist companies in differentiating themselves from others in their 

industry segment. Companies need to set themselves apart even if they have varying sport 

products. This was expressed by the interview participants by expressing that each sport 

company should tell their story and find what makes them unique. Now with so many 

ways to differentiate the branding experts also stated a company should focus on 

themselves and doing things right for them before they worry so much about the 

competition. It is important to know and be aware of what other competitors are doing 
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but they should not directly dictate what a company does to differentiate themselves in 

the industry segment.  

 Where USA BMX needs to differentiate itself is from other action sports and 

other cycling disciplines.  They are aware that they get associated with other BMX 

disciplines that are televised and that BMX means the trick/jump styles of the sport. The 

internal USA BMX participants have set that apart by adding “racing” after BMX. 

Hoping that will create associations of the race format and Olympic opportunities for the 

sport.  

 The cycling segment of sport involves many different types and formats of 

bicycle riding. Mountain Biking, Road Cycling, and Cyclo-cross are all sports that 

involve a bicycle to compete. This is where the type of bicycle, equipment, uniform, and 

competition format differentiate the sports from each other. Even though all of these 

cycling sports need a bicycle and a rider to compete they have different elements that 

keep all of them separate.  

Governance  

 The internal governance structure of USA BMX explains how the organization 

communicates and how everyone gets the information. Like most organizations, USA 

BMX, has different levels: the officers, directors, departments, track directors, and down 

to the tracks (Appendix E). The organization has to work internally to create the same 

brand and have everyone “buy into it” so they can all promote the USA BMX brand. 
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Once it is agree upon internally then it can be communicated externally to other 

stakeholder groups and into the sport industry.  

Market and Competition  

 The sport market as a whole is saturated with companies who produce sporting 

events. These companies vary by providing all types of sports mainstream sports 

(football, basketball, baseball, hockey), action sports, niche sports, and regardless of how 

the sport is classified, they all exist in the sport industry to compete for participants and 

fans.  Then depending on the specific segment that a sport company exists in the 

competition becomes more direct. It becomes more direct because certain competitors 

will fight for the exact same target markets with similar demographics and psychographic 

among the consumers. The competition also takes into account Porters (1980) Five 

Forces. These forces examine where the competitors can come in and take market share.  

Niche Sport Segment  

 Action sports like BMX racing are classified as a niche sport. A niche sport 

means is focuses its organizational strategy around a specific consumer/participant 

population. Where niche sports seem to have an advantage over other sport entities is that 

they are expected to be different or unique to serve their specific target group; they are 

not expect to appeal to the masses. Since branding experts said that BMX needs to be 

unique it is okay that racing does not appeal to the masses. Fulfilling the niche element is 

what keeps current participants racing and the curiosity of the sport is what keeps new 
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potential participants coming. It has a cool factor that makes people different for racing 

and unique from other athletes.  

 The other association that emerged with the interviewees was the fact that niche 

meant smaller and less financial impact that focuses on grassroots planning and 

activation. However, when they realized that BMX racing has national events, Olympic 

event, over 70,000 registered members, and professional riders then it was not associated 

with niche sport. BMX racing does incorporate niche sport elements as well as trying to 

broaden their scope to mainstream action sport status.   

Programming  

 Sports need programming to organize teams, leagues, competitions, and awards. 

Programming adds value to a sport organization because the athletes look to obtain the 

highest titles possible and want to win. This keeps the athletes coming back year after 

year to hone their skills and be the best that they can be. In BMX racing the programming 

is set in place but it is up the rider to determine how often and a what level they race at. 

Some racers will just ride for the physical activity and social element and others will train 

day in and day out to become the Olympic rider. There are plenty of racers that fall 

anywhere on that spectrum and that is perfectly fine because action sports are focused on 

the individual.  

 USA BMX offers programming to all of their riders at the local/district, state, and 

national level. To participate in this programming interested individuals must purchase a 
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USA BMX membership. Each rider membership sold has to be renewed each year so that 

the rider is allowed access to any USA BMX sanctioned track and can register to race in 

any USA BMX sanctioned race. The memberships are as follows: (a) One-day, (b) 

Temporary 30 Day, (c) Strider (annual), (d) Full (annual), and (e) Gold Card (annual - 

upgrade from Full membership level). These memberships allow access to race practices 

and programming, the most common being the Full (annual) membership and under this 

membership the rider gets 

 “Official Membership card 

 Subscription to Pull Magazine 

 Annual tracking of points at all races 

 Official Rulebook and New Rider Manual” (USA BMX Rule Book, 2015, p. 2).  

Membership is the first step in becoming a BMX racer. Memberships can be purchased at 

any USA BMX track. Then once the membership is obtained the individual is allowed to 

participate in practices, races, and any BMX racing related programs. USA BMX host 

multiple opportunity based partnerships to extend and expose their brand. On the USA 

BMX website the organization list 6 programs for members and nonmembers.  

 Outside of access to tracks to practice and race, members can also take part in 

special series presented by sponsors, as the Gold Cup Series. This race series takes the 

riders best Gold Cup race positions and allows for riders to compete for a Gold Cup 
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Jacket and number plate. These awards will be embossed with the USA BMX branding to 

be displayed and collected for years as sport memorabilia.  

There are also cause-related events to raise money and raise awareness for 

diseases. By adding a charity event component to a company’s marketing mix it creates 

another point of differentiation for the event, the charity, and the partner company 

(Rundio, Heere, & Newland, 2014).  USA BMX tracks host a Relay for Life Race where 

the funds from entry fees goes to The Leukemia and Lymphoma Society to fight blood 

related cancers.  When organizations pair up to raise money for disease or special causes 

awareness this is called cause-related marketing (CRM). This type of marketing focuses 

on social aspects and is closely related to social marketing but it varies from 

commercial/corporate marketing (Pharr & Lough, 2012). CRM still benefits both the 

charity and hosting company partnership by: (a) “Increased donations or purchase of 

products with part of the proceeds going to charity/cause, (b) improved brand image for 

the business partner or its product; and (c) increased brand loyalty or brand switching for 

the business partner or product” (Pharr et al., 2012, p. 94).  

Another race based program to help members off the track is the Bob Warnicke 

Memorial Scholarship Program. USA BMX tracks host a Warnicke Scholarship Race and 

the entry fees raised from rider race registrations go toward the scholarship fund. The 

goal of this fund is to help USA BMX members and their families supplement the cost of 

higher and continuing education programs. This is an example of how USA BMX wants 



98 
 

their members to not just excel on the track but in other aspects of their life away from 

the track.  

Olympic Day is a celebration of Olympic values world-wide. USA BMX, along 

with help from the USOC and USA Cycling, offer a free day of BMX racing to celebrate 

Olympic Day. Members and non-members can come out to the track on Olympic day an 

experience the sport firsthand. The goal of Olympic Day is “to promote Olympic values 

and participation in sport across the globe regardless of age, gender, or athletic ability” 

(www.usabmx.com, Events, para 3).  

For new members USA BMX has established coaching programs at each track 

throughout the United States. This program allows for new riders to be coached and 

supervised for the first 10 weeks of their membership while providing new rider 

education and dedicated coaching. The goals of this program are to promote track and 

riding safety because BMX requires some knowledge of skill, equipment, and riding 

culture. Retention of new riders is the next goal which “focuses on brand new riders and 

how to systematically guide them through setting goals, learning new skills, and giving 

them guidance and confidence to stay in BMX” (www.usabmx.com, Events, para 4).  

To increase youth participation, awareness of the sport, create a path from 

enrichment programs to membership, and promoting active and healthy lifestyles USA 

BMX has created the USA BMX Foundation. This foundation partners with community 

and industry groups to enrich outreach efforts of USA BMX as a nonprofit organization. 
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The foundation overseas the USA BMX STEM Program and Read to Ride Program. Both 

programs are aimed to expose the sport and brand to school aged youth during after-

school activities. Participation in these programs reward students with prizes, 

memberships, and grand prizes of a BMX bike, helmet, and school recognition. After 

school programs are a way to keep children occupied once the school day is done and 

allows USA BMX to be involved at the community level which potentially gives a means 

for these children to become future members and race in the future.  

Sponsors 

 USA BMX is a nonprofit organization who depends on revenues and donations to 

operate and serve the BMX racing community. Sponsors add value to USA BMX by 

providing money in exchange for advertisements to reach the target market of riders. 

Currently USA BMX is sponsored by the following companies (www.usabmx.com): 

 Dan’s Comp  

 Nationwide Insurance 

 Fly Racing 

 Tangent 

 Box Components 

 Promax 

 KMC 

 Fast Signs 



100 
 

 Ciari Parts 

 Answer 

 STAATS  

BMX members are extremely brand loyal and are a specific market to target. “USA 

BMX/BMX Canada offer many valuable sponsorship opportunities including state, 

regional, and national level programs. We can even customize a sponsorship program to 

fit your needs as a company or product. Sponsorship will reach the USA BMX/BMX 

Canada membership and BMX racing enthusiasts all over the world, so it will be targeted 

to your specific market” (www.usabmx.com, About Sponsors, para 12).  Sponsorship 

packages are available for potential sponsors which typically include money and product 

provided by the sponsoring company. Most of the companies listed as sponsors are BMX 

product manufactures or retailers.  

 Sponsorship deals of USA BMX do not trickle down to the sanctioned tracks. 

Each track, except for the Olympic facility in Chula Vista, California, is allowed to 

obtain their own track sponsors. Sponsors of the tracks have their own contacts and 

activation procedures to add value for both parties. The Olympic track in Chula Vista is 

not allowed to get outside sponsors due to the Olympic conflicting sponsors and 

sponsoring companies would not be able to use any Olympic branding, logos, slogans, or 

mascots. “There are benefits with the Olympic Training Center …we can’t do a lot of 

stuff with corporate sponsors … we can’t put up any signage or anything like that (local 
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sponsors)” (Internal USA BMX A). With so many restrictions per the Olympic governing 

body it makes sponsorship opportunities nearly impossible.    

 Sponsors are interested in partnering with sport organizations to expand their 

brand and reach a certain demographic. These companies should align with each other’s 

goals and objectives because a sponsor brand can have a positive or negative association 

of both companies by the existing consumers. USA BMX is more interested in the dollar 

amount gained through sponsorship. When it comes to targeting corporate partners USA 

BMX is “always out to get and trying to land that big sponsorship, which used to be all 

the energy drinks is where all the big money was as far as sponsorship but they’ve 

(energy drink sponsors) been back off lately … if they have money we’re definitely 

interested … very few that we would probably turn away” (Internal USA BMX B). USA 

BMX utilizes sponsorship monies as another revenue stream to sustain the organization. 

To satisfy the sponsor as a customer USA BMX varies the activation packages. “Each 

one is different … most of them are custom-tailored to the sponsor themselves based on 

what they’re looking to accomplish (Internal USA BMX A)”.  

USA BMX Brand Image 

USA BMX brand image is based around nationalism of the United States (using 

red, white, blue, and variation of the American flag) and BMX racing. The logo is one of 

the most visible components of the brand, and USA BMX has eight variations of the logo 

on their website, social media, and organization documents (Appendix B). They also 
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manage the brand for USA BMX and BMX Canada so some documents and online 

materials have both logos.  

From the organizational standpoint the brand image is bringing BMX racing to 

children everywhere and have children race and grow up in the sport for years into the 

future. They want to be the best and largest BMX governing body out there in the sport 

industry for BMX racing. The brand also incorporates the quality of the race programs 

and riders and is bridging the gap from amateur to Olympic level racing. In 2015, USA 

BMX is expanding their race program product to include SuperCoss (SX) format with 

more technical tracks.  

The brand is also trying to stay current with technological advances. Things like 

social media, website, race registration, and web based member profiles are all used to 

reinforce the USA BMX brand. With riders having instant access to the internet through 

their mobile devices it is important for the organization to keep up with that so they can 

be thought of as a current brand. Since every company has access and saturating these 

means of communication it is up to each company to get creative with how they use these 

means, because how they use it helps set them apart from other brands.  

Research Questions 

 This study was created around the research questions below. The data from the 

emerging themes provided results that will answer the research questions. Qualitative 
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research data that is presented in the results section will now be used to answer the 

research questions. 

Research Question 1: What are best practices in brand management for sport enterprises 

specific to: 

Sub Question 1a: What are effective strategies for creating brand awareness 

among target consumer segments?  

Sub Question 1b: What are key components of creating brand associations among 

target consumer segments? 

Sub Question 1c:  What are essential strategies for differentiating sport brands 

from competitors?  

Brand Management is a complex process that is unique to each entity that is 

creating and managing a brand. This study found that there is not an exact way for every 

entity to manage a brand. Brand management has to be done to meet the needs of the 

customers and the organization. It is a balance of what works to reach the consumer 

segments and the available resources the company has to manage the brand.  

1a: The most effective strategy that was found for niche enterprises to reach the 

target consumer segment is finding the communication channel that works for your target 

segment. For example if millennials are your target market then you need to use the 

technology that they use to display the brand. Millennials, also known as Generation Y, 

consist of individuals born between 1980-2000 (Kroth & Young, 2014; Zhang, Bennett, 
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& Henson, 2003). If the organization does not match this element then their brand gets 

negative associations of not being cutting edge or current with the times.  

Along with the technology component, companies need to be unique and focus on 

their brand. Focusing on and getting their brand strong will automatically differentiate 

and create brand awareness. Now that everyone, consumers and companies, have access 

to the web and mobile technology they have to create creative ways to set themselves 

apart and engage their target groups. Mobile apps, social media, and websites are all 

being used more than ever before and have become the standard ways to market a brand 

versus the traditional means of print ads and television spots.  

1b: The key components for creating brand awareness varied as well. The USA 

BMX organization wanted consumers to know about the sport and the organization. They 

were basing it off of the need to educate the public, attract new riders, and retain current 

riders. By focusing on which population they were trying to reach they could manipulate 

the brand message to try and create a favorable association that leads to a desired 

consumer behavior, in this case becoming a member of USA BMX.  

To create brand awareness among consumers the brand needed to be 

recognizable, relevant, and relatable. Sport brands must be recognizable because there are 

so many participant driven sports in the industry. With so many sport options available to 

consumers if the consumer can not recognize your brand then they will never become 

interested in what your sport is or what it has to offer. Relevant brands tend to be stronger 
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because they are concurrent with industry trends. As certain sports go through their highs 

and lows their brand will become more or less relevant.  People want to be relevant and 

be associated with the latest/coolest sport brands. Even if a brand has been around for a 

long period of time it will always have the ability to evolve and change by tapping into 

relevant elements in other facets of life.  

1c: Essential strategies for differentiating the brand will change depending on 

what the company is trying to achieve and who their competition is. Product, time, and 

technology are just some of the main ways entities are trying to differentiate their brand 

in the market. If the company offers a product/service superior than its competitor the 

product quality becomes a point of association and differentiation for consumers to the 

brand. Or in the case of USA BMX, they are the only entity in the United States to offer a 

BMX racing product. It is either race with them or don’t race at all, but they understand 

being the only product does not mean they cannot meet the needs of their customers and 

not the best race product possible because the action sport segment depends on action, 

thrill, and specialized skill sets of athletes to keep the segment cutting edge and unique.  

 Time can differentiate a brand as well because when an organization sends out 

the message the timing can impact the brand. Especially since the sport product is based 

around the actual race event, you want to brand these big races prior to the event 

happening or the effort will not be realized by the consumer. When sports are in season 

these companies will send out the brand prior, during, and post season to in the minds of 
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the consumer. However, if it is off season the timing element has to be analyzed because 

too much messaging when they cannot consume the sport product is not good and not 

having enough messaging could make the consumer forget about the brand all together. 

Luckily for action sports such as BMX racing, the race season runs throughout the year. 

It is just a matter of changing the brand message frequency for special events and race 

series.  

Consumers are expecting more from marketers and brand managers thanks to 

technology. With the advent of mobile wireless technology consumers get access to 

information within seconds of their inquiry. This also means that companies can expose 

their brand faster than ever before. Using social media apps such as Facebook, Twitter, 

and Instagram are common place for companies to expose consumers to the brand. Yet, 

how companies use these social media platforms is a way to differentiate from their 

competitors. Social media allows for the company to display the brand but it can also 

allow the consumer to display the brand based on their own associations and awareness 

of the brand. Using these platforms is a need for online interaction between the company 

brand and the online user. If a company posts the brand to their social media account 

pages they need the followers to interact with that message via likes, hashtags, and 

shares. This expands the brands initial reach and could differentiate them from 

competitors while exposing them to new consumers.  
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Research Question 2: What are best practices in brand management for niche sport 

enterprises? 

Sub Question 2a: What are effective strategies for creating brand awareness 

among target consumer segments of niche sport enterprises? 

Sub Question 2b: What are key components of creating brand associations among 

target consumer segments of niche sport enterprises? 

Sub Question 2c:  What are essential strategies for differentiating niche sport 

brands from competitors? 

 Niche sport enterprises must be strategic in their brand management techniques 

because they usually do not have the same resources as other mainstream entities. The 

best practices for niche sports is to capitalize on being specific to reach their consumers. 

Be unique and tell your story were common tips of advice from the participants of this 

study and being unique in the branding efforts aligns with the associations of niche 

sports.  

 2a: Effective strategies for niche sports would be to find creative ways to engage 

your consumers with the brand. Use the free channels of communication as social media 

to reach and engage your consumers. To be effective the sport entity has to keep the 

brand fresh and trendy by creating brand exposure opportunities while participating in the 

sport and when they are away from the sport. These constant brand impressions are 
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driving the lifestyle marketing movement and make consumers use or interact with the 

brand daily.  

 2b: Components of the brand are not specific to niche sport enterprises key 

components will vary based on the company. The main component is know your 

consumers meaning know all the details possible about the past behaviors and patterns to 

what they currently do and how to use that to predict any future changes among the target 

consumer group. Knowing your target base and meeting their needs, especially if a 

company can do that before the consumers know they need it, is a special feat that 

companies do to strengthen their brand.  

 2c: Differentiation is critical for brand success in the saturated sport market. 

Ways to do this is not use traditional marketing means to access consumers. The 

consumer is inundated with marketing and branding messages and now is looking for 

new creative ways that capture their attention instantly. How you reach your consumers is 

just as important as what the company brand is saying to them. Along with how you 

reach consumers keep the specifics of the brand unique and relevant. Make your brand 

the latest and greatest among all the other brands will lead to differentiation. Also, 

marketers need to not only focus on the main product; the brand can express other 

qualities that an organization prides themselves on as customer service, facilities, and 

experience. The initial sport product will start the conversation with consumers but it is 
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the other elements of the brand that will capture them to be repeat consumers over a 

longer period of time.  

Research Question 3: What brand image does USA BMX desire? 

USA BMX desires a brand image that displays them as the biggest and best BMX 

racing organization to focus on educating the public about BMX Racing, gaining new 

members and retaining current members. They focus on the child age group to get 

lifelong riders and continue to promote BMX racing as a family fun friendly sport 

because everyone can be involved and participate in BMX racing. This organization is 

trying to offer the best race product available through programming and track formats to 

create an action packed race events. Lastly the Olympic component is trying to be part of 

the brand image as well. The biggest races of the year (nationals) will have Olympic 

riders racing the pro class mottos at the same races and on the same tracks as the amateur 

racers.  BMX has had a long history and USA BMX is desires a brand image that respects 

that history while trying to be relevant into the future.  

Research Question 4: Who are BMX’s desired target markets? 

Sub Question 4a: What is the demographic and psychographic profile of these 

target markets? 

Sub Question 4b: How does BMX position the brand among its desired target 

markets? 
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The target market for BMX is youth aged participants. This group is targeted to 

attract more new participants to group the membership base. When targeting children as 

consumers it is the parent/guardian that is making the final purchase decision. However, 

since BMX racing has classifications all the way through 60 plus years old the consumer 

market could be expanded to include adults as well.  

4a: The main demographics for USA BMX members are: 

 Gender – Male 

 Age – Young, school aged, 6 to 14 

 Income – Household $50,000 plus (available discretionary income)  

 Geographic location – anywhere there is a USA BMX track 

      The psychographics for this group are: 

 Millennials (teens to 30’s) – into technology and the internet 

 Brands – will purchase trendy brands of BMX product and merchandise 

 Entertainment – video games, social media, social elements 

 Action Sports – like the risk, not mainstream, unique, and individualized  

4b: USA BMX positions the brand among target consumers as “Be that Kid” that 

races and does what many others do not. They use the action sports unique and individual 

participation aspect that BMX racing is a part of. Plus the sport is all encompassing 

meaning that if you can ride a bicycle you can race BMX. New participants just have to 
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come out to the track, try it, and experience it and they too will become hooked on the 

sport.   

Research Question 5: How has USA BMX’s strategic marketing planning process 

influenced its brand development? 

Sub Question 5a: What entities has USA BMX identified as key competitors?       

Sub Question 5b: How have Porter’s 5 Forces influenced BMX brand 

management strategies? 

USA BMX does not have a current strategic marketing plan. They know that they 

have to educate the public on the existence of BMX racing and how it is different from 

other action sports. They also know they need to grow the sport and make it sustainable 

into the future they need to attract new members and retain the current members. This 

organization does promote their brand but they do not have a direct plan internally and do 

not have a direct plan for each track. It is up to each track to decide how to market and 

promote the USA BMX brand in their communities. Currently they brand and market as 

the need arises and for national races they do plan ahead to get the race information out 

for members and host city information through community initiatives. Not having a 

current marketing plan may be hindering the growth and strength of the brand. 

Technically without a plan in place they do not know if their branding elements are 

working to achieve their goals and have no means to measure any branding metrics.  
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5a: USA BMX did not identify any key competitors since they are the only 

organization to offer BMX racing in the United States.  

5b: Porter’s 5 Forces do influence the BMX brand management. However, USA 

BMX could not identify influence from Porter’s 5 Forces. Any mention of a risk was 

minimal and seen as a future possibility to worry about later if anything arises.  

Research Question 6: Who are BMX’s targeted sponsors? 

Sub Question 6a: How is BMX leveraging current sponsors to align with its 

desired brand image? 

 USA BMX’s targeted sponsors have been any companies that want to reach their 

membership base. Most of the 12 companies that sponsor USA BMX currently are BMX 

product based companies in the BMX industry. These industry sponsors sell product and 

brand directly to BMX racing participants (racers and their families). By having BMX 

industry sponsors that shows which brands directly support BMX racing and shows 

which companies USA BMX supports as well. They are creating brand synergy on and 

off the track so participants are always seeing the brands.  

 6a: The BMX industry sponsors and USA BMX are reinforcing who the best 

companies are in the sport. By being sponsored by industry companies USA BMX is 

trying to leverage their brands and products to meet the BMX needs of the members. It is 

like creating a “one stop shop” for all of the consumers BMX needs on and off the track. 
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The equipment sold by the sponsors also can ensure that they are buying the best 

products available in the industry.  

 Corporate sponsors are coming back into BMX racing. In 2015, USA BMX 

partnered with Nationwide Insurance. This aligns with USA BMX’s focus on a family 

sport and Nationwide provides insurance to protect families through home and auto 

policies. Nationwide has also been a sponsor for other race format sports such as 

NASCAR, where their consumers like BMXers are highly brand loyal. While the 

specifics of the sponsorship deal are not made public the sponsorship agreement did 

include money to USA BMX and Nationwide will offer exclusive discounts on products 

and services to all USA BMX members in exchange for activation with USA BMX 

consumers.  

Research Question 7: How are challenges and trends influencing BMX strategic 

marketing and brand management strategies? 

Sub Question 7a: What key challenges does BMX face in creating and maintain 

its desired brand image? 

Sub Question 7b: What trends must BMX identify and address to create and 

maintain its desired brand image? 

 Challenges and trends do influence marketing and branding of BMX. They are 

making it so that the brand has to evolve to meet the needs of the consumers. Branding is 

something that must be created and maintained to keep market share in the sport industry.  
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 7a: The key challenges for the BMX brand are: 

1. Identity among the action sport segment – associations of BMX as its own 

brand are frequently identified as what is on the X Games, the trick, jump, and 

freestyle element of the sport. 

2. Kid sport – while USA BMX does focus on the child as the main target 

market, BMX racing is for people as young as 2 years old to 60 plus, and 

anyone that rides a bicycle can race BMX.  

3. Limited Branding Resources – USA BMX is a nonprofit organization that 

lacks a marketing department and strategic marketing plan.  

4. Risk of the sport – this action sport is viewed as risky and needs a specialized 

skill set to race fast. Injuries do happen but not always as severe as the general 

public may think. This could also be influenced by the concussion awareness 

related to sport activity currently and in the future.  

7b: Trends are deemed by the culture among groups of people. It is associated as 

what is cool or current in society. Any item, product, merchandise, company, athlete, 

sport, and cause can be trendy at any given point, this can happen over time or it can 

happen instantly. Just as fast as a trend becomes popular it can also become unpopular 

instantly. Trends that influence USA BMX and BMX racing are: 

1. BMX equipment – the rider wants the most trendy bicycle components and to 

hopefully gain an advantage on the track. The BMX product manufacturers 
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and retailers also sponsor BMX race teams. Racers strive to be factory 

sponsored by the best in the industry and be on the best, hopefully winning, 

teams.   

2. Sports Industry – action sports are still viewed as the new, unique, and 

nonmainstream sport experience. If a new sport comes into the industry 

segment and is deemed as the new cool sport to be a part of BMX racers could 

explore different sport options.  

3. Track formats – each track is laid out differently, making each track unique 

from the others. Now as the demand for more action and the televised 

Olympic track becomes more known, the tracks are becoming more technical 

and difficult to maneuver with higher and steeper starting hills, taller jumps, 

wider gaps, and longer tracks are changing elements of the sport. This has led 

to the SuperCross (SX) race product to be offered and is changing track 

layouts. Plus as the skill set and technical aspect of the sport changes it can 

also exclude new and current racers.  

Summary of Findings 

 The findings of this study explain more of what has to be done to manage a brand 

and less on how to have brand success in the market. After completion of this study the 

researcher learned that each company will have different ways as to how to manage their 

brand. Marketing and branding are not a “one size fits all” model anymore, the tactics to 
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create and manage the brand will constantly change based on industry trends and 

consumer wants. The USA BMX brand can examine other niche brands as models to help 

them expand and strengthen their brand.  
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CHAPTER V 

DISCUSSION OF RESULTS 

 The purpose of this study was to examine brand management of a niche action 

sport organization USA BMX. Many studies examine brand management of sport 

organizations but none have specifically examined BMX racing (Ferkins, Shilbury, & 

McDonald, 2005; Grant, Heere, & Dickson, 2011; Keller, 1993; Kraft, 2008; Mueller & 

Roberts, 2008; Newland & Kellett, 2012; Parent & Foreman, 2007). “Limited 

consideration has been given to the examination of brand management from a league 

perspective” (Kunkel et al., 2014, p. 49).  This study provides the brand management 

prospective of the league (USA BMX) and from external brand experts/branding 

industry.  

 The findings of this branding study were collected and triangulated by qualitative 

research measures. Porter’s Five Forces (1980) was the business theory used to evaluate 

the current position of USA BMX in the action sport market segment. USA BMX, like 

other sport brands, needs a modern brand strategy to stay competitive in their segment 

and reach their target markets. The brand is a pivotal element that can help or hurt a 

company for years to come.  

Discussion and Conclusion 

 The triangulated data from this study explains what sport organizations need to do 

to manage a brand. Three research frames: (a) educate the public, (b) gain new 
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customers, and (c) retain current customers along with multiple themes related to those 

frames emerged from the data sets. The frames and themes also show why the 

organization is or isn’t using certain means of application when managing the brand. 

According to a branding study by Kraft (2008), there are five synergistic brand 

development methods (p.152). These methods are concurrent with the findings of this 

study and will outline the discussion.  

Figure 5: Five synergistic brand development methods 

Source: Kraft (2008) p. 152 – Appendix H 
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These five methods align with the goals of USA BMX as an organization. The brand 

experts also explain the importance of planning a branding scheme based on these five 

steps. At each step the brand managers have to evaluate and re-evaluate as competitors 

and market conditions change.   

 Understanding the audience/consumer is the foundation of branding. This 

organization relies highly on word-of-mouth communication to attract new members and 

as a metric of consumer satisfaction. “You’ve got to really drill down into the analytics” 

(External Brand Expert C) because that research information leads to setting strategy and 

budgeting to get the greatest return on an organization’s efforts. “We (USA BMX) have 

done a few surveys and from what we hear, from the tracks, because the track directors 

are speaking on the phone to each track operator on a weekly basis” (Internal USA BMX 

B) this is the way the organization is collecting feedback to gauge how their efforts are 

impacting consumers, tracks, and interested parties.  An organization has to know who 

the target markets are and what that group needs in order to accept, recognize, recall, and 

use the brand. The demographics and psychographic traits that individuals in the target 

market share are telling of what the group as whole will respond to. Companies, USA 

BMX included, need to tap into the consumer information because consumer behaviors 

are learned and then tend to be consistent in the future. Consumers as an external force 

have a lot of power in if a brand succeeds or not because if they do not buy in to the 

brand they will quickly find and transition their attention to another brand. 
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 The brand and its message need to be controlled so the organization can 

manipulate what the consumers think and feel about them. Consumer perception is a key 

component of branding a product or company. Internally the company must decide what 

they want their brand to be. Cohesion of the brand internally allows for everyone in the 

organization to “buy-in” and create culture around the brand. Employees at all level of an 

organization become brand ambassadors and extensions of the brand. Once the 

organization is on board then they need to align that with the consumer information about 

the target market and the industry segment.  

 In the sport industry there are a variety of sports that consumers can partake in. 

Competition in the sport industry is a high external force that impacts the organization 

and the brand. The next method in brand development is seizing opportunities to own the 

market. Controlling the majority of the market lets the brand be a dominating force and 

hinders new substitute companies from coming into the segment. “We’re (USA BMX) 

really not worried about our brand in particular, because we are the only sanctioning 

body in the United States for BMX” (Internal USA BMX C).  USA BMX controls the 

BMX racing market in the United State based on the fact it’s the only organization 

available to consumers. Their goal for the organization is “we want to be the premier 

sanctioning body for the sport of Bicycle Motocross throughout the world” (Internal USA 

BMX C). So now they have an opportunity to strengthen their brand to keep substitute 

companies away in the future.  
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 The brand message has to be carried out in an effective manor and this is done by 

using the appropriate vehicle to carry that message to consumers. This method will be set 

by what use and how consumers get information and what the industry segment norms 

are to get the audience’s attention. When selecting a vehicle to carry out the branding 

message managers should set a goal for the message so they can set in place measures of 

effectiveness with consumers. For example do you want the message to lead to an action 

(sales), is it just out there to have a presence for any potential consumer, or are you trying 

to differentiate among all the other sport brands.  

 One message vehicle that is offered but the internal interviewees did not mention 

was the use of mobile applications as part of their marketing, branding, or differentiation 

strategy. In the Apple App Store USA BMX offers an app called “USA BMX Mobile – 

ABA BMX” for the price of $1.99. The description of the app describes it as a mobile 

application for accessing USA BMX resources. The second application to show up in a 

USA BMX app search is PULL Magazine – ABA BMX. When the internal participants 

mentioned PULL as a publication that adds value to the USA BMX membership they 

never mentioned the free app available for mobile users to access and purchase back 

issues of the publication that is the only magazine devoted to BMX racing. Mobile 

applications are a way for members to get quick information on the go and it is also a 

useful tool for the organization to promote the brand.  
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 Differentiation from competing brands was a common theme throughout the data 

findings. Companies are using the same vehicles to extrapolate the brand message; print, 

television, online, and mobile technology have all become the standard in brand 

management. Since the way branding is dispensed has become the same for all entities 

with brands, brand managers must differentiate to make their brand stand out and 

resonate with consumers.  To differentiate companies have to focus on their brand and 

create their uniqueness. The way that a company goes about differentiating their brand is 

where the branding mix becomes complicated because this will vary constantly among 

sport organizations. All action sports get examined together as one segment, but each 

action sport has different ways of managing their brand and reaching consumers. Thus 

examination of action sports is needed to fully understand what makes USA BMX obtain 

market share in the sport industry. 

 To continue differentiating from competitors USA BMX should create brand 

awareness and perception around the “cool” factor. Consumers want the latest and 

greatest while having a cool feeling toward the products (External Brand Expert C). 

Marketers can market to that by being creative with the brand and staying true to who 

they are (External Brand Expert A, B, C, & E). “People will notice, people want to spend 

their money on things they enjoy and if you’re doing it right, people start to create 

awareness (External Brand Expert A and C).  
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 Studies on the Olympic Games and mainstream vs. niche alternative segment 

(Dryreson, 2012; Honea, 2014) do examine BMX racing related to those topics from the 

outsider perspective. Honea (2014) study relied on internet sources only because “no 

personal interviews were conducted and no data were gathered from other public forums” 

(p.1261). This study minimizes the gap of not examining BMX racing from within the 

organization and provides the foundation for future BMX racing research studies.  

Limitations 

 Each study conducted has limitations, and in this qualitative brand analysis study 

limitations are explained. For this study the interviewees, specifically the brand expert 

participants, were not given a definition of niche sports. As part of the criterion for being 

a participant of the brand expert group it was understood that each participant had prior 

knowledge and understanding of what deems a sport as niche in the sport industry.  

 Another limitation is that the qualitative data is what the research identified as 

findings and interpretation of the results. According to Berg (2004), “Findings quite 

literally refer to what the data say, whereas results offer interpretations of the meanings 

of the data” (p. 308). The interpretation of the results is limited by the knowledge and 

BMX racing experience of the researcher who conducted this particular study. While the 

study could be replicated by using the same research and interview questions, a different 

researcher with a different background could possibly interpret varying results from the 

data collected.  
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Suggestions for Future Research 

 This branding study of USA BMX has started the examination of action sport 

organizations as separate entities.  Many niche sports are not new and small; they just 

serve a more centralized target consumer group. They still have market power in the sport 

industry as they compete to gain more consumers to participate and ultimately sustain the 

sport and brand. To be a sustainable brand a sport organization can do many things to 

differentiate themselves while gaining market share.  

 This study is recommended for USA BMX personnel, other action sports 

organizations, and scholars. The research methods and findings of this study can help 

explain what sport organizations, specifically action sport organizations, should be doing 

when managing a brand. Exposing what brand experts and what USA BMX views 

branding as helps researchers understand what they need to examine to help that will 

ultimately assist niche sports.  

 Future studies could include branding analysis of each action sport entity to lay a 

specific branding framework for this niche segment. Studies that examine niche sport 

organizations would fill the gap of action sports like USA BMX in scholarly research.  

This would give these sport organizations a model to follow and hopefully help them 

achieve success. Past the brand the action sport experience from the organization, to the 

athletes, and the fan base needs to be quantitatively researched to establish measures and 

impact of marketing and branding techniques. Information based on qualitative and 
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quantitative research would give a comprehensive overview of the action sports industry 

segment.  
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APPENDIX A 

Side by Side Comparison of Interview Data 
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Side by Side Comparison of Interview Data 

External Interview Participants Internal USA BMX Participants 

Need customer base & repeat customers Rely on annual members & retain them 

Word-of-Mouth among consumers Word-of-Mouth among consumers 

Brand exposure: video, pictures, social 
media 

Brand exposure: video, pictures, social 
media 

Interaction/events with consumers should 
be fun 

Interaction/events with consumers should 
be fun 

Have a strategic marketing plan Do not have a current or use a marketing 
plan 

Not everyone can ride BMX Everyone that can ride a bicycle can BMX 
race. 

USA BMX slogans: “No one rides the 
bench” and “be that kid” 

Demographic is young kids Demographic is expansive contains young 
kids and families (ages 2 to 60 plus) 

Sponsors must match & align for both 
company’s vision, mission, and consumer 
base. 

Sponsors can be anyone with money 

To capture new customers by getting 
people out to the facility/events then they 
will participate in the sport. 

To capture new customers by getting 
people out to the facility/events then they 
will participate in the sport. 

Company needs to be consistent internally 
and externally 

USA BMX is not consistent from 
organization to the tracks 
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External Interview Participants Internal USA BMX Participants 

BMX, niche sports are new and not known BMX racing has decades of existence and 
has a history 

Organizations should focus on their self 
and brand perception first 

Does not directly measure brand perception 

Keep up with technology Keep up with technology (only 1 
participant mention mobile apps) 

Need to differentiate and be unique Do differentiate 

Organizations need to identify competitive 
advantages 

Don’t think they have a competitive 
advantage 
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APPENDIX B 

USA BMX Brand Consistency – Logos 
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USA BMX Brand Consistency – Logos 

 

Social Media Main Picture Logos (Facebook, Twitter, and Instagram) 
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USA BMX Brand Consistency – Logos continued 

www.usabmx.com logos 
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USA BMX Brand Consistency – Logos continued 

USA BMX documents with logo  
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APPENDIX C 

Sport Entity Existence Framework 
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Sport Entity Existence Framework 

 

Note: Depending on which frame the sport entity is using the tactics and the elements of 
each tactic could stay the same or change to fulfill the organization’s objectives.  
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APPENDIX D 

USA BMX Classes for Competition 
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USA BMX Classes for Competition 

Amateur 
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Amateur classes continued 

 

Professional  

 

 

Source: (www.usabmx.com, 2015 USA BMX & BMX Canada Online Rulebook, p. 4, 
11).   

 

 

 

 

 

 

 



150 
 

 

 

 

 

 

 

 

 

APPENDIX E 

USA BMX Organizational Chart 
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USA BMX Organizational Chart 

USA BMX 

 

 

 

 

 

 

 

 

Executive Director (USA BMX Foundation)              All USA BMX Tracks (370) 

ABA National Series Director 

Art Director 

Membership Director 

 

 

 

 Tracks    Videographer  Insurance  

 National Coordinator  Membership  Coaching 

 National Score and Points Print    Accounting 

 Administrative/Special Projects 

 

(Source: USA BMX Staff Directory – www.usabmx.com) 

 

Chief Executive 

Officer 

Chief Operating 

Officer 

Chief Marketing 

Officer 

Chief 

Communications 

Officer

Directors 

 (by department) 
Track Directors

Departments 
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APPENDIX F 

Niche Sports Matrix 
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Niche Sports Matrix 

   

 
A competition matrix is used as a visual reputation of where companies and/or products 

fall in a certain segment. The points on this matrix are sports that were mentioned in 

comparison to BMX racing, and shows their position based on visibility among niche 

sports and mainstream (public) awareness.  
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APPENDIX G 

USA BMX Markets 
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USA BMX Markets 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

Target Market 

Children/ Youth 

USA BMX Members (all ages) 

Rider Affiliated (Family & Friends ‐ not members) 
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Permission Letter 
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Permission Letter 

 

 

  


	Title & Signature page
	Section two- roman numeral pages
	Dissertation Chapters 1-5

