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The ski industry currently faces a number of challenges, including
climate change, falling demand and lift ticket prices. Dr lveta
Malasevska, a senior researcher at Eastern Norway Research
Institute based at Inland Norway University of Applied Sciences, is
collaborating with colleagues on a project called ‘Innovative Pricing
Approaches in the Alpine Skiing Industry’. The team is examining
pricing analytics at ski resorts in Norway intending to develop
optimal pricing schemes to address the challenges faced by alpine
ski resorts and improve their long-term financial performance.

Challenges Facing Ski Resorts

Norway is an alpine skiing paradise,

as the season is long and many of the
largest resorts are easily accessible
from airports and ferry ports. In Norway,
there are more than 200 ski resorts, and
approximately 18% of these are located
in Inland Norway (which since 2020,
incorporates Hedmark and Oppland). In
the 2021-22 season, there were almost
7.5 million visits to the Norwegian ski
slopes (the latest statistics can be found
here: https://alpinogfjell.no/fakta-og-
statistikk).

Despite its popularity, the skiing
industry faces many challenges that
directly impact the profitability of ski
resorts. These include shorter winters
and the decline in natural snow cover
(potentially due to climate change), as
well as a global decline in the number of
new active skiers, especially in younger
populations.

There is also a hidden challenge to
ski resort management relating to
customer experience and satisfaction;
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customers assess service quality by
comparing the service they receive with
the service they expected to receive, and
this determines whether they will return
to the resort. However, many of the
factors that affect this, such as weather
conditions, are out outside of human
control.

A consequence of these challenges is
that the operational costs of running
ski slopes are likely to increase as

the resorts invest in advanced snow
production and technologies. This

may lead ski resorts to increase ticket
prices to finance these investments,
which in turn, can unintentionally deter
customers from visiting the slopes,
affecting the profitability of the resort in
the longer term.

Dynamic Pricing Increases
Profitability

These challenges are just as relevant
internationally as they are to the
Norwegian economy. For long-term
survival, it is critical that ski resorts
understand their customers’ needs and
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provide a value-for-money experience.
Dr Iveta Malasevska of Inland Norway
University of Applied Sciences, has
determined that dynamic pricing is

one key area where ski resorts can

significantly increase revenues.

Several ski resorts in Switzerland

and the USA have now implemented
dynamic pricing. Such price
differentiation essentially divides

the market into segments, such that
higher prices can be charged to those

customers willing and able to pay more,
whilst charging lower prices to those
customers not willing to pay more.

This approach allows supply to be
matched with demand, thereby selling
more resort tickets and improving
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company profitability. For example, airline companies use
differential pricing, charging higher prices for business travellers
and discounted prices for tourists, as well as increasing ticket
prices in the weeks getting closer to the departure date.

An Introduction to the Project

Dr Malasevska is collaborating with colleagues on the
‘Innovative Pricing Approaches in the Alpine Skiing Industry’
(IPAASKI) project. The overall objective of this work is to follow
up and extend the work of Dr Malasevska’s doctoral research.
As such, the team is examining and hopes to implement new
pricing schemes to address the challenges faced by alpine ski
resorts.

They have formulated several ambitious research questions,
including how best the alpine industry could use new
pricing schemes to attract new and young skiers, and how
ski resorts could use pricing schemes to make skiing more
environmentally sustainable.

A critical addition to the team’s aims and objectives is to
identify how effectively the ski resort managers can utilise
their results and pricing recommendations. The need for
more effective management of alpine ski resorts is essential
to profitability, as visitor demand regularly fluctuates. For
example, when the demand for alpine skiing is higher than the
ski resort’s capacity, the ski resort is losing out on potential
visitors.
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The theoretical foundation for most of Dr Malasevska and her 42 09
colleagues’ work is the standard theory of consumer behaviour ¥ 10 {
from economics. Here, it is assumed that consumers act i4 93 P
rationally to maximise their utility, but that the expected utility 3 68 2
may change according to different circumstances. For example, I 86 4
in the context of skiing experience, the length of queues and ' 53 14
waiting times, the snow conditions at the resort, and the 57 96
capacity of the ski lift, all indirectly and directly affect the skiing 93 94
experience. h3 35;
. . . ? 4 é
Most Norwegian ski resorts charge a constant price for various ) 5
ski ticket passes over the entire winter season, but charge 28 7
different prices for groups, children, adults and senior citizens. 07 2
However, in today’s constantly changing and open markets, this 42 53
traditional pricing approach is no longer sufficient to ensure 33 21
profitability. In particular, itignores the customers’ willingness 92 9o
to pay. %5 70
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The project is now in the final stage and Dr Malasevska and 56 5:
the research team are hard at work conducting qualitative and ® ?:

quantitative analyses.

They began with a qualitative approach to obtain a deeper
understanding of the prospects for dynamic pricing among
managers and customers in alpine ski resorts. Having
conducted in-depth interviews with both ski resort managers
and alpine skiers, the insights obtained from these analyses




will be used to design future questionnaires. The team will also
continue to implement complex statistical techniques used

in market research known as conjoint analysis and non-linear
optimisation.

Conjoint analysis enables the team to forecast customer
choices in a way that is very similar to the actual marketplace.
For example, the team obtained 722 conjoint-based
questionnaires from active skiers and potential skiers to
understand the relative importance customers attach to
attributes of the skiing experience (such as weather conditions
and price). This provides a basis from which to calculate the
utilities the skiers attach to these various attributes, and what
prices the resort could charge to maximise revenue, on a windy
versus sunny day for instance.

The researchers have also collected data from real purchasing
behaviour from a pricing scheme that was trialled at one of
the ski resorts collaborating with the team on this project. The
results of this can then be compared to the teams’ predicted
purchasing behaviour, allowing substantial investigation of
the willingness of customers to pay related to changes in a
company’s pricing strategy.

Training Managers on Pricing Analytics

Norwegian ski resorts vary a lot in size and also in terms of
customers’ experience at the resort. This makes dynamic
pricing a risky approach as revenues could collapse if large
numbers of customers with a high willingness-to-pay switch to
lower-priced offers.

Although ski resorts have control over internal characteristics,
such as lift speed, snowmaking possibilities, and variety of ski
slopes, the skiing experience is also affected by external factors
that are not directly controlled by the ski resorts, as described
above.

Dr Malasevska and her colleagues found that if the midweek
weather conditions are noticeably better than those forecast
for the weekend, customers tend to visit the resort on midweek
days instead, despite a higher price. Awareness of such a
customer reaction allows ski resorts to use a dynamic-pricing
approach to shift demand away from more desirable periods
to less desirable periods, and thereby reach a new group of
potential skiers.

However, the team identified that resort pricing can be
inefficient when managers lack expertise in pricing analytics.
Taking this forward, the team have already conducted several
workshops in which they presented the key findings from the
project and discussed them with ski resort managers about
how they could be implemented into practice.

Onwards and Upwards!

Both industry and academic experts have already expressed
considerable interest in the results of the project. The team
are developing recommendations for future research and
their work will undoubtedly play a key role in helping alpine
ski resorts confront the pressing challenges of our times and
become financially more stable.
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