Channel Mastery Podcast, Episode #67: Kristin Carpenter-Ogden Interviews
Arleigh Greenwald, of Shift Up and Bike Shop Girl
www.channelmastery.com/67
Kristin:

00:05:32

Welcome back everybody to another episode of the Channel
Mastery podcast, episode 66 (sic), it's great to have you here
with us today and I am so excited to introduce Arleigh
Greenwald to you today. Welcome Arleigh, it's great to have
you.

Arleigh:

00:05:52

I am so excited. Thank you for having me, and hello to everyone
listening.

Kristin:

00:05:57

And you'll notice exceptional microphone quality [00:06:00]
because Arlie is a Podcaster. She is the founder of Bike Shop Girl
which is a platform that has encased a blog and journalism and
content marketing and podcasting and she's done incredible
things to move some very important thoughts and concepts
forward in the bicycle community and industry, but she also
recently launched a brick and mortar store in Denver called Bike
Shop Girl Family Cyclery and that's one of the reasons I wanted
to get her on the show ASAP. We're right at the end of
November.

Kristin:

00:06:29

So tell us about, [00:06:30] we're gonna get into your past and
the platform and all of that because you have such an
interesting story but let's start with the meat of the matter.
Share your big news.

Arleigh:

00:06:39

Yeah, we opened a bike shop in the middle of winter. We
opened November 1st. Originally the plan was March but we're
here, we're paying rent, we have staff and people needed bike
service and they wanted to purchase bikes for the holidays so
we rolled out a little [00:07:00] bit sooner. So that's the big

news and it all kind of happened really fast. It was like a sixmonth turn around, which was kind of exciting and fun and if
you know me, it's my typical.
Kristin:

00:07:11

And I love that because it doesn't have to be like a federal case
that takes two years or more to pull together. You have been
nimble your entire career that I have followed you on so this
makes total sense to me. Is this an independent Bike dealer? An
IBD. How would you [00:07:30] define this? Because I know you
don't like to be defined and I'm very interested in asking you
that question because I feel like it's gonna be a little bit of a
foreshadowing into this market going forward.

Arleigh:

00:07:41

Yes. My answer is yes. My wife and I are partners in this, I'm
running the show. She's making it so I don't have to pull the
salary for a couple of years. I've looked ... I guess this is an
[00:08:00] elevator pitch of my background. So Bike Shop Girl
started when I was in a bike shop because there wasn't a lot of
women in the bike industry and I was answering questions on a
blog and just ... people would send in and then it started to
grow because that's when the bike industry started to shrink
and pink and they needed reviews and I was the only outlet that
focused on women's cycling at the time. And before Bike Shop
Girl I had Commutebybike.com, which [00:08:30] hit all star
records when I guess the whole economy crashed in 2008.

Arleigh:

00:08:39

So Commute by bike, Bike Shop Girl, but I grew up in bike shops.
That's my background and I kind of go in and out of the biking
industry. I'll leave and go into a marketing agency and get a little
bit more educated in that world and then I come back because I
really believed that the power [00:09:00] of a bike, and that's
why we are opening a bike shop at the end of the day but we're
definitely an independent and if anybody knows me personally,
I have a lot of opinions and I do my best to not ruffle feathers
but at the same time, I think the industry needs to be pushed
and we need to not only push boundaries of what we do as
retailers but also what we expect of our [00:09:30] brands, of
our reps of the marketing that's being created.

Arleigh:

00:09:35

You represent a lot of wonderful companies with [inaudible
00:09:39] but there are some bike companies that I'm like,
"There is no way in heck that I'll one, carry your brand, because
you're talking about drinking or you're talking about overdosing
on your social media and it's like this is not politically correct,
but it's also not where we need to take the bike [00:10:00]
industry to make it a true, valid business and a career for a lot of
people."
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Kristin:

00:10:06

Right. And I love that for so many reasons. So before I kind of
start dropping in here, you gave us a time peg of 2008. When
did you start doing bike Shop Girl and doing the shrink and pink
coverage? Give us some timelines here because I want people
to see that you've seen fire and rain.

Arleigh:

00:10:27

Yeah, I started working in the industry in the late 90s. [00:10:30]
I'll age myself, I was in high school and I raced. I tried college
and realized it wasn't always for me. I went to Art school and I
realized I could make more in the bike industry than an artist. So
fast forward. Commute by Bike was with a friend, Tim [inaudible
00:10:52] cog network, so 29inches.com. They had a lot of blogs
and I took over Commute By Bike when he kind of retired.
[00:11:00] And I actually got hit by a car in 2010 and sold
Commute by Bike to buy a car. Totally hilarious true story.

Arleigh:

00:11:09

But Bike Shop Girl started in 2010. Mainly I went away from
Commute by Bike, I needed an outlet, I needed to help people.
I'm just a content creator by nature. So Bike Shop girl was very
much that. Where women were coming in, having fit issues,
questions about bikes and I just [00:11:30] took those questions
and created blog articles and that was 2010. Trek picked it up, a
few other places picked it up, and it went viral for a few years
and then I got sick of the bike industry and went back into
marketing and this love-hate relationship. It's like the ex that
will never leave and you just get married to them and open a
bike shop.

Kristin:

00:11:53

Well, let's pull this apart a little bit. What I was so excited to
read in the headline in Bicycle Retailer [00:12:00] about Bike
Shop Girl Family Cyclery is that it was a family cyclery. Okay?
The bicycle industry, God love them, and we've always had a
brand there in the last 17 and a half, almost 18 years, we've
always been in that space, but it is insular and it's I think smaller
than what I've come to see as a bike community. Especially with
what's going on with the restructuring in the major legislation,
24 or less months away [00:12:30] to enable people to move
through urban areas more seamlessly with simplicity and more
safely and the role of the bike in that.

Kristin:

00:12:39

The role of the bike in health and wellness and the role of the
bike with environmental issues. And that's why I got excited, it's
a family cyclery. It's not like a bro down or a race. There is a
place for all of that, don't get me wrong, but I love that you're
actually going after the community and a very inclusive
experience [00:13:00] and I would love for you to talk about
your vision there because you don't ever have to divorce that.
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Kristin:

00:13:05

I think that's who you're married to ultimately, we just need to
actually introduce them to the folks, you know?

Arleigh:

00:13:11

Yeah, completely. So we've been in Denver for five years. So we
live in a true infill. Stapleton was the old airport. And completely
developed. We have 56 miles of bike trails within our
neighborhood. So it's to me [00:13:30] the best place to get kids
on bikes. All the schools are connected. So we decided to stay
here and we've been looking for property for three or four years
and I'll kind of get disappointed and be like, "Okay, we're never
gonna do this, let's move on." And finally really started pushing
hard earlier this year.

Arleigh:

00:13:54

To be completely transparent, we sold our house that we built
three years ago and took the equity [00:14:00] and opened a
bike shop.

Kristin:

00:14:01

Okay, well good. I love risk [00:14:03] and I love ... I'm sure it
was a calculated risk and ... I mean you have built a following.
It's not like you just moved to Denver from a job in ... Virginia
that you were ... and opened a shop. You have great
connections and you have a vision. I think you have an
opportunity to create an emotional connection with a group of
consumers who call Denver home and now nationally I'm sure
with your podcast [inaudible 00:14:29]

Arleigh:

00:14:30

[00:14:30] Yes. So many things [inaudible 00:14:32]. So we ...
there is actually a shop up in Seattle, GNO Family Cyclery owned
by two gentlemen, and I've become friends with them and the
Family Cyclery has always stuck with me but it's your mission
and vision and your title right? So Bikeshopgirl.com has been
around for almost a decade and we just added to that platform
a bike shop. [00:15:00] And if you follow me on social media,
you'll know that sometimes I get a little bit emotional about it
but my daughter's school is between the bike shop and our
house.

Arleigh:

00:15:11

The bike shop is about a mile from my house and we bike to
school as much as we can, and that is my daily reminder of why
I'm doing this. My daughter is three and a half. She's been able
to bike to school since she was two and a half and we choose to
live where we do so that we're close to my wife's hospital,
[00:15:30] my kid's school and I think there is more and more
people in our generation that are crafting their life that way.
Where they don't have to get in the car to go do everything that
walkable communities matter, and I think the Family Cyclery
just says all that.
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Arleigh:

00:15:50

I have a couple things going for me, one, it says 'girl'. So right off
the bat, we have women visiting like we don't stock road bikes,
but I have women ordering road bikes, [00:16:00] mountain
bikes from us because they wanna interact with a woman. So I
have girl in my name and then Family Cyclery people are like,
"Oh, this is completely different." We have one other bike shop
in our community and it's a high-end race shop. They do some
hybrids and things like that but it's just to fill that need.

Arleigh:

00:16:21

And on the reverse, we're focused ... I have 500 square feet
dedicated to kids.

Kristin:

00:16:26

That's awesome.

Arleigh:

00:16:28

And [00:16:30] there is a company called Woom, W-O-O-M, out
of Austria and they're mostly a B to C customer direct bike. It's
probably one of the nicest kids bikes you can buy and we were
one of their first dealers in the country because Bike Shop Girl
was content creation so I reviewed a lot of their bikes and it's
the only bike my daughter will ride. It's the reason she rode at
two and a half So I went to them and I went to [00:17:00] their
US CEO and I was like, "We have to carry your bikes. What do I
need to do?" So we're their first bike shop and it's just small
things like that and we ... on the other end of the spectrum, we
picked up Batch Bikes at Interbike [00:17:16], Dorothy, their
sales manager's a friend and the main reason was to have a
$175 aluminum kids bike.

Kristin:

00:17:24

And Batch, just so everybody knows, that's the new brand from
Huffy.

Arleigh:

00:17:28

Yeah, super price point, nothing fancy, [00:17:30] you know if
you carry Trek or a major dealer, you might not care about
them but for me it was a couple things. One, they have $175,
12- and 16-inch kids bikes, they don't have hand brakes but we
won't get into that rant right now. And then they have a 24 inch
kids commuter bike. It's [crosstalk 00:17:51]

Kristin:

00:17:50

How cool is that.

Arleigh:

00:17:52

Racks, yeah, and I was like, "Sold." That's what most of the city
needs. Your kids shouldn't be riding [00:18:00] around a
mountain bike to commute to school. Yeah, so Family Cyclery is
our passion and my wife is a pediatrician so we have our 'why'.
And I think our 'why' is so different and you nailed it when you
were talking about legislation and infrastructure. But ADHD,
obesity, screen time, so many of these things, let along traffic
and pollution, we won't get into that, [00:18:30] can be fixed by
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allowing your kid, or helping your kid get into biking or walking
to and from school, to and from the grocery store, the library,
those community hubs.
Arleigh:

00:18:42

And building a bike shop that is focused on those people instead
of marginalizing them.

Kristin:

00:18:51

Yes. And that's again, there is a place for shops that have a
different focus and I'm just delighted to see that somebody with
your [00:19:00] background has put a stake in the ground here
because I feel like you're gonna show a model that other people
might follow in different place I also think you have a place for
people to go with your podcast to find out more about who is
Bike Shop girl. The first thing I would wanna do, would be like,
"What does that mean?" And I would start following your
content and I would want to do what I think shops have such an
incredible opportunity to do and why Amazon is doing what it's
doing with four star stores and Whole Foods, they want
[00:19:30] to belong to a physical environment. They wanna get
away from their screen and they wanna join a tribe.

Kristin:

00:19:36

Your name just beckons that I think.

Arleigh:

00:19:39

That's exciting, thank you.

Kristin:

00:19:41

You might be too close to see it, but that's what I see.

Arleigh:

00:19:44

Yeah, it's interesting. I wish I could give a virtual tour to you
right now. But we setup the shop much different than most bike
shops, it kind of feels like that high-end boutique road shop
[00:20:00] where like here is your lounge area to sit, would you
like a cup of coffee, here is the kids' coloring area. Because the
first thing I want is you to feel comfortable.

Kristin:

00:20:11

Mm-hmm (affirmative).

Arleigh:

00:20:12

Tell me if I need to repeat myself because there is a motorcycle.
To me, the price per square foot for that area cannot be
replaced with any advertising or anything. If you come in and
you feel comfortable, you're gonna tell all your friends.
[00:20:30] And I can always store bikes somewhere or put them
outside or whatever but you know, everyone has felt that
feeling of walking into a bike shop and there is just so much
inventory in your face and you don't know what you're looking
at. People hate me but I've said REI is one of my favorite
shopping experiences over and over again because they curate
and they put displays out and everything is spread out instead
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of feeling like you're claustrophobic [00:21:00] and bikes over
your head, it was just an overwhelming experience.
Kristin:

00:21:04

So wait, REI, definitely friend of the Channel Mastery podcast,
so you have no need to run and hide for saying that. They are
doing exceptional things with new store formats that a lot of
retailers could learn from in terms of some of their newer
stores, and smaller footprint. They are not sitting idle, and I
agree with you, they have become a destination. When you're
in a city you go see REI 'cause you get to see your people, and
[00:21:30] you get to see what's new, and it's a great
experience. It feels good to be in there, and I'm totally with you,
you don't need to go into something that looks like a garage. I
never feel welcome in that type of environment either.

Arleigh:

00:21:41

Yeah, well and from the dollar and cents, you think about how
much inventory you're sitting on, and we're really pushing all of
our brand partners to do quick turns like, "Help me get free
shipping on six bikes, so I can be ordering once [00:22:00] or
twice a week from you instead of sitting on a half a million
dollars worth of inventory that I'm [gambling 00:22:06] that I'm
gonna sell."

Kristin:

00:22:09

So that brings up an interesting point, 'cause we were helping ...
for the first half of 2018 we were helping corporate PR for Accel
North America, and we helped launch their program where
basically they have the three different tiers that IBD's can tap
into where they don't ... they can floor the inventory without
having to pay for it, and really hamstring [00:22:29] themselves
[00:22:30] especially during this transitory time of retail. We'll
find our footing but it's just a little bit of a gap jump right now.
So, are you finding other brands are following that now, 'cause
it does seem to me with the type of community experience
you're trying to create, you wanna have things that people
come in and see that are new more than once a year, more than
spring and fall even, so what are you finding out there? Have
vendors evolved this year for you?

Arleigh:

00:22:56

I think they're trying to. [00:23:00] My concern is they're putting
a lot of faith in their buyers, that their buyers know what they're
doing and pre-ordering properly, 'cause they're not doing
preseason as much, which is where you typically are getting
your intel, like what are retailers think they're gonna sell? So no,
I wish we had the different ends to the spectrum, like you have
your bike that stays for two to three seasons [00:23:30] and
maybe changes colors, and then you have that sexy object that
every three months changes colors, or it comes in and out so
that you can have something new and exciting to show people. I
think we're gonna be doing that with soft goods, like bags,
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clothing, just the everyday accessories. Maybe just like t-shirts
that we're getting printed up, or something like that, but my
goal is with the [00:24:00] bikes, again, six ... if your brand offers
a six bike minimum for free shipping, we're gonna be friends,
'cause I don't care about margin if I'm gonna sit on it for six
months and I've already paid for it.
Kristin:

00:24:14

Right, and margin is ... the last couple podcasts I just did on the
anonymous 3P sellers, I learned more about that nightmare
known as margin that our industries are dealing with, and boy,
it sure is interesting to see when [00:24:30] put all your eggs in
... maybe even not all of them, but a good amount of your eggs
into some of the marketplaces, it's almost like for you and I
being marketers, you know how we've always talked about,
"Well gosh, I want a big social following.", but you also want
that list.

Kristin:

00:24:43

You want to own your audience, and you don't want to build a
house on rented land, and I think there are some brands out
there that are discovering that they built a house on rented
land, and they're probably gonna be looking for unique
opportunities like you're providing, where you're not afraid to
be niche or niche, I never know how to say that, [00:25:00] but
you're surgically providing like, "This is what we do." You're not
trying to be everything to everybody as a marketplace would
be. So, I just feel like as you grow this brand more so, you're
going to create an ingredient brand for the brands that you
carry, instead of the opposite.

Arleigh:

00:25:17

Right. My hope is that ... right now I think there are some
brands we work with that are cautiously optimistic, like any new
shop. Yes, I'm unique, 'cause I have a big social [00:25:30]
following, and I've been around the industry, but am I gonna get
it right? 'Cause it's unique, where I've talked to some brands
they're like, "You're not carrying X, Y and bike? That's what pays
me, these three bikes." I'm like, "Sorry, no. Maybe in the future
but not right now."

Kristin:

00:25:53

They're also beholden.

Arleigh:

00:25:55

Sure, yeah.

Kristin:

00:25:56

It's like they kinda have to keep doing the plug and chug every
year [00:26:00] if that's how they pay their rent, and I feel like
you're a lot more nimble.

Arleigh:

00:26:04

Well, I think we're gonna have plug and chug, but it's gonna be
hybrids.
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Kristin:

00:26:08

Okay.

Arleigh:

00:26:09

And, something that I've never been able to forget, so when I
was 22, I was managing a shop in Maryland, and we had high
end bikes. This was the Lance Era [00:26:22], crazy road bikes,
and I remember the owner saying like, "Our bread and butter is
that $450 [00:26:30] hybrid. That is what pays the rent, but we
are paying all of our marketing into teams, charity rides, going
after that top, let's say 5%.", and I couldn't shake the feeling of
... and it's been with me for that whole time that, what happens
if we put the marketing dollars into that hybrid rider? They're
already paying our rent, what happens if we shifted to the place
that we're already getting 40% [00:27:00] to 50% margin
instead of sitting on $30,000 worth of bikes that we're getting
32% of margin, and spending a lot of money for marketing.

Arleigh:

00:27:09

So, this is my test of like ... that thought's been sticking with me
for so long, what happens if we did focus on shifting the
industry of, "Hey, how do I get you to ride to the farmers
market? How do I get you to ride to your kids school? You don't
have to ride to work, that's intimidating. Let's just replace those
two to three mile [00:27:30] trips that you do every day." It's
healthier, it's easier, let's just focus on that and market to that
instead of the sexy spandex.

Kristin:

00:27:40

Right. I love, love, love this for so many reasons. So, you don't
have a blueprint, you're probably feeling a little afraid, and
that's exactly where you should be, and honestly, these people
haven't been talked to, okay? They may come in to see the
beautiful centerpiece high end [00:28:00] road bike, and maybe
they have to look over their heads to see it, but my point is I
think that if you listen to them, and nurture them, as you and I
have talked about before, you're gonna create customer for life,
and you're gonna give them a part of their identity that they
probably will be very proud to have. I think it plays into the
community versus the industry. It is the cycling community.
Everybody joins that when they're a kid and they ride bikes, but
for some reason as you get older and you become an
enthusiast, it's harder to [00:28:30] fit in to the industry, but I
feel like you're always a member of that community. I feel like
that's what you're tapping into here.

Arleigh:

00:28:37

Yeah.

Kristin:

00:28:37

And that's why I think with your shop ... your shop is so
important. I mean, not only did you build it from ... it's like you
built your audience, and you grafted a shop onto it, with a
regional focus, and that's really interesting to me, but I feel like
the approach that you're taking is actually gonna serve where
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cyclists are now in terms of health and wellness, and caring
about the environment, it's in Colorado, that's a huge part
[00:29:00] of what we live for, and then looking at the way to
get around cities more elegantly, or efficiently, or in a way that's
healthier. So, I think it's gonna be amazing, and plus, you're
nimble.
Arleigh:

00:29:13

Yeah. I think that's the important piece. We held out for an
affordable place, and also even staff, I'm not hiring the grumpy
mechanic in the back that ... maybe in long term [00:29:30] we'll
have a couple guys that focus in the back, but if you met my
staff right now, they're like the sweetest soft spoken guys that
would never offend anyone, and that's ... they know their stuff,
but they're not gonna talk over you, they're not ... they're just a
welcoming experience instead of trying to prove their worth to
every customer.

Kristin:

00:29:55

Yeah, yes.

Arleigh:

00:29:57

And it's been funny to interview people 'cause it's [00:30:00]
like, "How well do you deal with kids?" That's a general
question, and I've not purposely been testing them, but we got
a puppy in the middle of all this-

Kristin:

00:30:11

Oh, good.

Arleigh:

00:30:11

... and he comes to work with me, and it's testing them like,
"How well do you deal with a dog peeing in the middle of the
workplace?" So, and it's such a different world ... so, there's the
everyday biking community, so we're selling Linus, and Marin,
and Cannondale [00:30:30] for that bike. We're talking a $400
to $800 bike, but then we're doing cargo bike-

Kristin:

00:30:36

Cool.

Arleigh:

00:30:37

... and that's completely transformational, especially as a mom,
and that's a feeling I can never let go which is when my
daughter was born for eight months I completely lost my
identity. Your identity is keeping that thing alive, and maybe you
have some time in between to take a shower. The second I
could strap her to a [00:31:00] bike safely, and get around it's
like, "Oh, I can start finding my own way, instead of just her
way." So, the cargo bike is really a fun place, and I think the last
one I would talk about is that tween. So, I mentioned Batch has
a 24-inch commuter bike. They also have just a small 27.5 inch
commuter bike, and that bike ... this sounds really deep, and I
apologize to your audience, but we built one of those bikes
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[00:31:30] for a tween today, and I looked at the bike I was like,
"This is the last bike before that kid can drive."
Kristin:

00:31:36

That's my daughter ... as you're describing this, she's 13, I'm
literally like, "I gotta get her this bike."

Arleigh:

00:31:41

Yeah, and it's not expensive, it's like $500, but if we do our job
with that bike, hopefully that kid won't drive, or maybe not
drive as much.

Kristin:

00:31:52

Yeah.

Arleigh:

00:31:53

That's the feeling that keeps me up at night, and I wake up at
4:30 a.m. every day and work, because I'm like, "This [00:32:00]
is my why." How do I get more of these kids to have the
freedom that I had as a kid to bike everywhere and not rely on
my mom's car.

Kristin:

00:32:11

Why would you apologize for that?

Arleigh:

00:32:13

Because it's totally like ... yeah, totally getting into the deep of
why the hell I opened a bike shop.

Kristin:

00:32:19

And that's the emotional connection that you need to put out
there loudly and proudly.

Arleigh:

00:32:24

Yeah so, well, I think what you should make the thumbnail ...
have you seen ... you [00:32:30] read my newsletter, we have
this mural on the side of our building, so it's a 900 square foot
mural that a local muralist did for us, and it's me and my son on
a bike, and my three and a half year old off the front, crazy as
she always is, and then the Stapleton cookie cutter houses, and
the mountains of Colorado, but the joy that that brings me
every day when I come to work, and the joy it's brought to the
neighborhood ... [00:33:00] we're in the old FAA building that
was ugly tan brown color, so that's ... I don't know it's been fun
to figure out how to build a business that ... you talk about
being nimble, but it's also like ... I went to Interbike, and it's
really easy to get wowed by the sexy stuff, and it's like, "No,
that's not actually where I need to spend my money. Stop."

Kristin:

00:33:25

Right, you know your people.

Arleigh:

00:33:27

Put the credit card away. [00:33:30] Yeah, and I think it's also
interesting, and I think you'll probably dive into this a little bit
but our Facebook page hit 9,000 followers yesterday, and it's
been really interesting to see how people respond, and what
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people like on Instagram verse don't, especially as more of
those channels become just sales outlets.
Kristin:

00:33:55

Yeah.

Arleigh:

00:33:59

For me, [00:34:00] there's a balance of keeping it personal
where people know that I'm running the accounts, but also
being professional where it's like, "We are a legitimate
business."

Kristin:

00:34:08

Yeah. Yep, totally. So that, actually I did want to dive into that,
so thank you, but as I said, you built the audience, you built the
platform, and then you built the shop. We've had clients do that
where they're a startup and they're like, "We have this product,
and we have no way to contextualize it." So we built them a
digital magazine to launch and graft [00:34:30] an audience and
then the product onto, so I kinda see this as a little similar but
it's not because you built the audience because you needed an
outlet, and you have a passion.

Kristin:

00:34:38

So, can you talk to my people about how having this podcast,
and the platform, and your content, has helped you launch a
brick and mortar business in November in 2018. I think my
people know that we're not in an apocalypse, we're in a
correction, and what you're creating is the type of retail
business that will survive [00:35:00] because it's not, pardon the
expression, like a crappy retail experience. It is a artisan,
handcrafted, like, "I made this for my community. This is what I
believe in.", as you just explained, but I just love that it came
from this other channel, or multiple channels. You know what I
mean?

Arleigh:

00:35:17

Yeah, completely.

Kristin:

00:35:19

That's fascinating.

Arleigh:

00:35:21

Yeah, so there's two answers for this. So first the social
platforms. I had a blog, and so you promote the blog, and you
[00:35:30] create a Facebook page, and you create a Twitter.
Twitter's always been my go to 'cause it ... you can just join
conversations with people that you normally couldn't.
Instagram you can kind of get on peoples comments, but
Facebook no, you're just consuming all day long. So, it's been
interesting to see. We're gonna ramp up video. Video's actually
my passion, but it just takes so much time.

Kristin:

00:35:58

Oh my god, [crosstalk 00:35:59].
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Arleigh:

00:36:00

[00:36:00] So, I think we're gonna do a lot of YouTube live
videos just so that it gets done. There's no pre-production, it's
not the most polished thing I've ever created, but it gets done.
What was interesting about social, a few things. One, people are
driving. So, I started on Twitter as [@bikeshopgirl 00:36:22] in
North Carolina, and I was selling custom bikes to people four
hours away because of the connection. I can communicate with
[00:36:30] them where they want to communicate. I
communicate all the time with customers on Facebook
messenger, like, "Sure, I can text you, but if you want to talk on
this that's fine."

Arleigh:

00:36:42

So I think having that ... just open mind, you don't have to do
them really well, just do them as it works for you 'cause people
are there. But Twitter started, and I started getting a lot of
customers driving for custom bikes, and it's happening
[00:37:00] now with the bike shop, where ... okay, a customer
picked up a bike today that he brought in for a $400 tune up,
and he came from 45 minutes away. He probably passed 12 bike
shops, but he was like, "I want to support you, I feel like I know
you."

Kristin:

00:37:19

Oh, that's awesome.

Arleigh:

00:37:21

That's happened several times where it's like, either people are
sending me a care package like, "Good job.", or they're ...
[00:37:30] even just recommending me to their friends like,
"Hey, Joe, you live in that are, you should go see her."

Kristin:

00:37:38

That's awesome. I love it.

Arleigh:

00:37:40

And then I think my second point to it ... and I think it's very
much in line with your podcast is taking a step back from what a
bike shop should be. It's something that my team ... they love
and hate me for it, but as an example, a good friend of mine
[00:38:00] that I used to work for used to own a bike shop here
in Denver came in the other day and he's like, "You know what
you need? You need a big TV that puts the prices, like your labor
rates, up." And I walked away, and I'm thinking about, and I'm
thinking about it, like his shops were successful, and then I came
back the next day, and I was like, "You know what we need? We
need a big TV that's talking about our community event,” or
specials, or whatever, not labor rates, because the person's
coming [00:38:30] to you for help. Let's not confuse them even
more by like, "Here's the three tune ups we recommend but
you don't know why you need a tune up. So, let's take a step
back."
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Arleigh:

00:38:43

There are those small things where you can book estimates with
us online, and people do it all the time, and people are like, "Is
that worth the money, or worth the energy?", I was like, "Do
you know how many people don't want to talk?" They don't
want to call, they don't want to do anything. [00:39:00] They
just want to book online, like they do on the rest of their life,
they come in that time, we help them. We would've helped
them if they booked or didn't book, but it then reminds them by
text all the time. It goes in their calendar. So, trying to look at ...
I look at a lot of the service industry, and a lot at the car
industry where it's like, "Okay, how are they doing follow up
marketing? How are they doing reminders? How are they doing
all these things?", and rethinking, " [00:39:30] How should we
do it?", instead of, "How has it been done?"

Kristin:

00:39:36

Right, amen. So, what you ... I think you just had your marketing
hat on with the tune up ... the prices, there's an external
problem, and then there's the internal psychological problem,
and you just nailed it. It's like, "Okay, yes I can look at the
numbers, and most of my customers come in for X, Y and Z, but
they also have a psychological thing that they want to connect
and have fixed, [00:40:00] or accepted, or have permission to
do something.", and that's what I think you're hitting on that's
really important for my people to hear.

Kristin:

00:40:06

It almost sounds, too, like what you created in your podcast and
your content prior to this almost functioned as bit of a
Kickstarter. What I mean by that is that two way conversation,
when we help clients with Kickstarter, sure they get some
money out of it if it's successful, but what they get out of it that
is absolutely invaluable is two weeks in the trenches, 18 to 20
hours a day, [00:40:30] talking to people, and proof of
concepting everything, and that's what I think you came into
this with is a pretty good handle on a proof of concept.

Arleigh:

00:40:38

Sure, yeah I mean, we have ... even just the Google analytics,
what are people searching to get to our site? Okay, let's ... it
was actually, when we ... so, I redid our website, we run on
Lightspeed, which is totally tactical question that I get a lot, so
Lightspeed is our point of sale, Lightspeed is [00:41:00] our
website, and when we flipped that switch in July, we weren't
open yet, but I literally put up any product I thought might be
relevant just so I could see how many people are actually
looking at each one.

Kristin:

00:41:16

Interesting.

Arleigh:

00:41:17

Here's the whole Linus catalog. I'm not gonna carry the whole
Linus catalog, and when we open I'm gonna tailor that back, but
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what are people searching for? What are they reading? How
long are they staying on each product? Okay, maybe I'll
[00:41:30] pull that in, even though I didn't think that we would
carry that product.
Kristin:

00:41:33

Interesting. That is super interesting. Is that something you can
continue to do?

Arleigh:

00:41:38

That's the goal. Right now, timeline when you look at my mental
business plan ... we had original business plan, but I'm going
lean now, I've decided. So basically every week I check back in
with, what have I tested? What's working? What's [00:42:00]
not? An example would be Marin bikes.

Arleigh:

00:42:00

We carry Marin. The local rep is a friend of mine. I'm good
friends with the brand manager. It felt like a good fit, but
nobody knows them for city bikes. But their product developer
actually came from Specialized and did the Globe. He's a legit
person and they're making a beautiful lineup that makes sense
for the price. I'm the only dealer in the area that carries their
city bikes. [00:42:30] If you're listening Denver, please don't pick
up their bikes.

Arleigh:

00:42:34

It's interesting because I get calls where people are like, do you
actually have that bike in stock? I'm like, yeah. Come visit.
There's just the little things, like people calling and asking if we
have rental bikes. Within a week we have a rental bike platform
up. It's going to cost me a little bit of money, but we have to
socially test it. We can't just [00:43:00] sit on it.

Arleigh:

00:43:00

To your point, what did you say? People plan these things for
months and then it's a dud. So going back to that lean startup.
Let's do minimum viable product and what I feel comfortable
putting my name on, and see what happens?

Kristin:

00:43:18

And then jockey the crap out of it.

Arleigh:

00:43:20

Yeah. [inaudible 00:43:21]. Exactly. So we went, we signed with
a rental platform. I put [00:43:30] on there, if you don't see a
bike that you want, call me. We will turn a stock bike into a
rental bike. Cause I want to see what people want to rent. I
want to see where are they going, what do they need? I feel like
bike shops just stretch themselves too thin to be willing to be
that flexible.

Kristin:

00:43:50

Right, yup. And I think just continuing to get to know your
community and involve with them, that's something they get
comfortable, they see a formula that works, and they stick
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[00:44:00] to that book of business. That is a huge, today that is
just not going to work. It's the way that the consumer continues
to change. That's my next ... It's almost a little bit of a rapid fire
round here, but tell me what you're thinking about, offering a
mobile solution. Because obviously you're catering to people
who are busy and have families. Have jobs, they likely
commute. So, are you planning on doing anything like that and
what would that look like?
Arleigh:

00:44:30

[00:44:30] Yeah. I did mobile three years ago to test the market.
Cause we already have a bike shop in our neighborhood. Did it
completely by cargo bike.

Kristin:

00:44:38

How cool is that?

Arleigh:

00:44:40

Yeah, it was, I mean it was too successful. So we're doing pick
up and delivery by bike. So we have a Surly trailer that can hold
three bikes. Within a certain range we pick up and deliver. Right
now we're just testing the efficiencies of that. Like, right, what
[00:45:00] do we need to take with us? Okay, we need the card
reader, we need this, we need that. How much time does it
take? Okay, that's worth X amount of dollars, we need to start
charging this.

Arleigh:

00:45:11

But one, the fact that it says girl in my name, a lot of women are
more willing to have us come to their house. I've heard that
many times. Like I almost want to put it in our question when
they're booking. [00:45:30] Like, would you prefer a woman to
pick up the bike.

Arleigh:

00:45:34

Then the second piece is, we're expanding our rental fleet, so
what does that look like? Because that to me is very much part
of mobile. Oh you're staying at a hotel? Let me bring you a bike.
So that's-

Kristin:

00:45:50

That's awesome.

Arleigh:

00:45:50

... an idea with pick up and delivery. I just cannot justify getting
a Sprinter van and outfitting it with $40,000 [00:46:00] worth of
stuff. Especially cause I want that bike to come back and do it
right. I think we're competing just fine, because the VeloFix of
the world, it's 75 to 90 dollars to get them to come to your
house.

Kristin:

00:46:16

Yeah, for sure. Okay, so that was good. Then the other thing I
wanted to ask you about, is the digital divide. You're such an
interesting shop owner to ask this question to because you've
been living with digital content and [00:46:30] I think you've
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touched on a lot of ... you've seen a lot of things happen in
different roles that you've had in the industry around this. But
one of the areas that I'm just obsessing over right now is the
fact that, I'm trying with my podcast to help specialty compete
with the juggernauts out there who have a lot of things going
for them, in terms of capturing data and cross platform
pollination of that data. And the consumer decision journey.
Kristin:

00:46:57

Here I am sitting here talking with you, [00:47:00] you've built
an audience, digitally. Okay? I feel like they want to support you
through the age old reciprocity of this community that we're in.
I almost feel like I'm talking to somebody who may have actually
created a formula without intending to, that almost skirts that
whole issue. Because it's not like your customer ... maybe some
of them do ... but your target customer isn't walking down the
street, on their phone, trying to figure out where they can get
this product. Tapping into a control tower, digital [00:47:30]
supply chain somewhere, that's steering them where they need
to go to pick it up.

Kristin:

00:47:34

The fulfillment piece of retail ... everything we're reading about
it, in broader market retail anyways ... all about delivery,
fulfillment, digital supply chain. Then here you pop up with this
community and an awesomely surgically precise shop in a
community.

Kristin:

00:47:50

So does that, is that anything that keeps you awake? Or are you
really just focusing on people and having those relationships
and serving a community physically?

Arleigh:

00:48:00

[00:48:00] I think 18 months out. We talked before we hit
record, that I'll probably say more than I should. But I think 18
months out. What I mean by that is like, right now my role for
the next six months is making the shop everything I can. Then
having operations and list everything so that 50% of my time
can be spent on the next step. The next step for us is [00:48:30]
going to be content.

Arleigh:

00:48:32

Then I'm going to be doing 25% on the shop and then 25% on
content and then 50% on the next thing. The next thing for us
after content ... So content's kind of this winter until April, May.
Just getting it dialed, so that we can just create without
[00:49:00] figuring out the nuts and bolts of like, where does
this leg go? What kind of camera settings do I need, whatever.

Arleigh:

00:49:05

Then the next step for me is two pieces. The first, is very
interesting that you were talking about it, because it's getting
into the community. It's doing the farmers markets, it's going to
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where people ride their bikes, or should be riding their bikes,
and being there so that they don't have to come into my store.
Arleigh:

00:49:25

Then it's very, what's interesting is it's 180 from that, which is
very digital. [00:49:30] I have the platform, we have the SEO, we
should be the people that pop up when you're looking for that
fender. We've already created the content explaining what
fenders you should buy. That gets dropped onto that page and
it's a very unique experience. Instead of Amazon like, is this the
right fender for me? I have no idea. It's already creating the
content to go into that page, so when you're looking for fenders
and we pop up?

Arleigh:

00:50:00

[00:50:00] It's kind of, if you remember Competitive Cyclists,
when they first launched. It's very much in line with that, but
I'm focused on the part of the industry that nobody cares about.
Which is the biggest part of the industry.

Kristin:

00:50:12

Yes. Absolutely. That's so fascinating. I imagine you might
actually be a source of data in that 18 months we're talking
about. Which could be very cool.

Arleigh:

00:50:24

It's very interesting, the brands that get it. We've been talking
about doing a pop-up stores [00:50:30] with smaller brands.
Where here's a section of our stores that involves [inaudible
00:50:37] what's the new widget? Like okay, let's ... I don't
know, Linus, you come in. You own this section. You make it
look whatever you want. We're going to give you the social
push behind it locally. We're going to be probably buying
AdWords and Facebook and everything else against it.
[00:51:00] But that's me to own, not Linus.

Kristin:

00:51:02

Right.

Arleigh:

00:51:03

Like, you can give me co-op dollars, but I'm managing it.

Kristin:

00:51:06

Yeah.

Arleigh:

00:51:07

So it's, the brands that get it, they're excited. The brands that
don't get it are very intimidated, or think I'm crazy or-

Kristin:

00:51:18

Or just plain befuddled.

Arleigh:

00:51:20

Yes. Yeah. We kind of talked about this brand before, and I
realized you're tied to them, but Pearl's a great example.
They're [00:51:30] getting it more than a lot of other brands.
They're finding their place, which is really fun for me to see.
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Kristin:

00:51:40

Oh yeah.

Arleigh:

00:51:45

The disclaimer is I did work at Pearl, but I loved them before.
Cause they're just, the brand that everybody trusts.

Kristin:

00:51:52

Yes, and they're so inclusive. I like to ... I shouldn't say this
because they make spandex products, but they have such an
elastic brand. You know what I mean? [00:52:00] Their brand
can appeal to a high-end roadie or mountain biker who has
beautiful product, but it also is an entry level. It's an entry drug,
gateway drug. I feel like that brand makes everybody feel
welcome. What they're going to be doing with that brand going
forward, in terms of using their reach for positive change, is
going to be fantastic to watch. So I'll put the link to the Chris
Sword podcast in this, but please know, he would probably
bend over backwards to [00:52:30] help you with your store and
be on your show.

Arleigh:

00:52:32

Yeah. Yeah, that's exciting. So it's, I know it's ... I've said this
many times, but I think in the future I'm going to be going to
Eurobike. I'm not going to go to Interbike. Well, we'll go to
Interbike but like ... and it's not due to the size or the location. I
actually really liked Reno, but it's because brands just aren't
putting their money where they should. Most of our brands
weren't there [00:53:00] because they have their own
dedicated show or something like that. It's like, that's great but,
how are you going to get new dealers. Or how are you going to
excite the media. These are all important pieces to this
shrinking pie that some of the bike industry's going after.

Kristin:

00:53:16

Yeah, the ecosystem.

Arleigh:

00:53:18

Yeah.

Kristin:

00:53:18

But it can be ... So I'm really excited about that. You mentioned
in our pre-call that it's also about the product assortment, and
look what you've discovered with Woom. I was going to say
[00:53:30] Woom, but it's Woom. As in I am an Austrian bike
company. You're going to find things over there that your
people are going to want to discover. Right?

Arleigh:

00:53:39

Yeah.

Kristin:

00:53:39

I think that what we're talking to here, everybody on Channel
Mastery, is a retailer that is the media. That's something we
hear so much of when we're looking at the broader headlines.
One of my favorite podcasts is Omni Talk and they talk about
this a lot with Glossier and some big, big brands out there. They
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are turning into media. [00:54:00] That's what I think that
you've always been and now you have this retail opportunity
and I can't wait to see how it overlays. It's very exciting.
Arleigh:

00:54:09

Well, I think as a brand, you kind of have to, right? Because right
now media's very much pay to play.

Kristin:

00:54:15

Yeah.

Arleigh:

00:54:17

So people are trusting it a lot less. Which is-

Kristin:

00:54:21

Especially with Facebook and whatnot. But I know what you
mean. Magazines are finding their place. There are some that
are still holding on, but [00:54:30] you're right. I think that
influencers are picking up the slack there a lot too, but a lot of
people don't know if they can trust them. Whereas you have a
10 year pedigree as an influencer.

Arleigh:

00:54:39

Yeah, and at the end of the day, I ... Just as you came ... if you
were to come into my shop, I'm going to tell you the same
thing. This is who the product's for, that might not be you. And
that's okay. Instead of just trying to sell what is on my floor.

Kristin:

00:54:55

Right. Yep.

Arleigh:

00:54:57

And that's-

Kristin:

00:54:57

That's not what consumers want today.

Arleigh:

00:55:00

[00:55:00] That's not what anybody wants, right?

Kristin:

00:55:01

Yeah.

Arleigh:

00:55:02

I think the more we can do that and the more trust we can build
with people and everything I do is making sure that I don't
damage that. Because all I have is my name. My personal name
and Bike Shop Girl. And we go back to that "why" all the time
but it's like, would I put my kid on this? Would I put my mom on
this? If the answer's no, we're not going to sell it.

Kristin:

00:55:28

Right. That's awesome. [00:55:30] So earning people's
attention, trust, and loyalty today. That's the big three, right? I
think that you have really created an incredible foundation for
that through who you are and what you've built in your
platform. I can't wait to see your shop evolve. Congratulations
to you. When I saw this in your newsletter and then in Bicycle
Retailer, I literally was like, oh that is so great. I was just so
excited to get you on the show, because this is a merging of
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channels and a furthering of channels. [00:56:00] In a way I've
never seen before. I just can't wait to see how this unfolds, so
congratulations to you.
Arleigh:

00:56:06

Yes, thank you. We are right near the Denver airport, so if you
ever come to OR or anything, you guys need to stop by.

Kristin:

00:56:15

Oh, we definitely, I definitely will. I can't wait to see it. I'm sure
that as you launch your video ... Well tell us where can my
audience find you online now? And when are you going to be
launching your video channel.

Arleigh:

00:56:30

[00:56:30] Well-

Kristin:

00:56:30

Whether it's [inaudible 00:56:31] on Insta TV I'm not sure.

Arleigh:

00:56:32

All of the things. But I mean, you can just look up Bike Shop Girl.
I've been creating content now for almost 10 years. Some of it's
really old and really bad. Some of it's okay. But even just Bike
Shop Girl on YouTube, Facebook, Twitter, Instagram. YouTube,
I've created ... you'll see them. I was in my basement creating-

Kristin:

00:56:56

I remember.

Arleigh:

00:56:57

Some of them went viral, like bicycle [00:57:00] fitting. Like,
sure. And it's, you get, just as a women, you get kind of creepy
comments if you're in spandex on video. But I just delete all
those.

Arleigh:

00:57:13

Yeah you know, and for me it's exciting because I feel like
there's agencies like [inaudible 00:57:20] that are actually
pushing brands to think diversity, instead of just selling.

Kristin:

00:57:26

Yeah.

Arleigh:

00:57:27

For me as a mom, as [00:57:30] a gay mom, those are all
important social factors when I look at marketing, and I think
about my own marketing.

Kristin:

00:57:40

Right. That's actually like, showing up in that way that is
transparent and exactly who you are, will attract your person. I
think a lot of people in this climate are afraid to do that because
they're like, what if I lose these five people? You're going to gain
10 or 20 of the right people. So that's also, I think a super
important lesson that [00:58:00] is great to leave with our
people here today.

Arleigh:

00:58:03

Yes. Just have morals, right?
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Kristin:

00:58:06

Yeah. Before we leave I have to ask, what kind of puppy did you
get?

Arleigh:

00:58:11

Oh, he's an ... no, an English cream retriever. So he's a really big
golden retriever.

Kristin:

00:58:20

Oh. I can't wait. Maybe we can put a picture in the show notes.
What's his name?

Arleigh:

00:58:25

Kristoff, from Frozen. You know the kind of dumb [00:58:30]
blond guy?

Kristin:

00:58:32

Yes.

Arleigh:

00:58:32

That is him, 100%.

Kristin:

00:58:35

That's great. Well thank you so much. This has been so much
fun connecting with and I am just going to be cheering from the
sidelines for you. If there's anything I can do to help you in the
future, just know that Verde [00:58:47] and Channel Mastery
are here. I'm just so stoked to see how you shape this and get it
out there in the world.

Arleigh:

00:58:51

Yes, it's exciting and it's also ... I'm sure with you and your
background, you make this list of just all the things [00:59:00]
you want to do. It's like, where do I start?

Kristin:

00:59:03

Yes. Then you have to get disciplined because you're like, oh I
have my family and all this other stuff that's really important to
me. So, it'll all come in time. Believe me, you're actually, I think,
ahead of the curve on a lot of way. In a lot of ways. So, that's
why I want to make sure that we get you back in here to let us
know, when the first of the year hits, or when, quote, the high
season hits. What does it look for you and how are you listening
to your audience? How are you changing? [00:59:30] I'm very
curious to just have you on as a regular guest, because I have a
feeling what you're going to be offering here is different than
what's out there. So ...

Arleigh:

00:59:38

Somebody's calling us.

Kristin:

00:59:39

Yes.

Arleigh:

00:59:43

What's interesting is the Batch bikes, that 24 inch commuter
bike. We got in and we're like, oh this isn't everything we're
hoping it would be. We've had like five people walk in that it's
the perfect bike.
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Kristin:

00:59:56

So they must've done their research, their homework.

Arleigh:

00:59:59

No it's just [01:00:00] like, what they need. Going back to that
tween. This is their last bike. This is what they need. They need
a rack, they need fenders. Yeah.

Kristin:

01:00:10

Oh, I'm going to go look that up. I'll put links in the show notes
for all of this too. So, everybody just know, everything will be in
one place. So, that was an awesome conversation. Thank you so
much. And I can't-

Arleigh:

01:00:20

[crosstalk 01:00:20]

Kristin:

01:00:20

... wait to have you back on.

Arleigh:

01:00:21

Yeah, and if you're in Denver, come visit.

Kristin:

01:00:24

All right. And again, check the show notes for all of the links
everybody. Thanks. [01:00:30] Awesome. That was a great
interview. Really, really good.
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