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Executive summary

Arsenal Cider House is in a strong position: it makes nationally award-winning cider, owns its local category, and
keeps excellent ratings (4.77 stars, weighted across its four sites, on 1,051 Google reviews). Its main gaps are
communication rather than product: a stale website, rare review replies and irregular posting, all quick and cheap to
fix, while closures of rival cider and wine rooms, new housing next door and growing interest in flavorful and
low-alcohol cider open real room to grow.

SWOT at a glance (top two per quadrant)

Quadrant Finding Priority
Strength S1 Nationally recognized, award-winning cider High (25)
Strength S2 Category leader and local pioneer High (20)
W1 Website is out of date High (16)
W2 Few replies to online reviews Medium (12)
Opportunity 01 Fewer dedicated cider and wine rooms in the city High (25)
Opportunity 02 Hundreds of new homes on its doorstep High (20)
Threat T1 Fewer people are drinking alcohol High (20)
Threat T2 Rising packaging and operating costs High (16)

Top 5 priorities

# Priority First step (this month)

1 S1 Nationally recognized, award-winning  Put the 2025 Grand National Champion title on the website home page, the Awards
cider page, Google profiles and taproom signage.
High (25)

2 01 Fewer dedicated cider and wine rooms Run a ‘New here? First flight on us' offer advertised to North Side and Strip District
in the city ZIP codes.
High (25)

3 S2 Category leader and local pioneer Claim the 'Pittsburgh's original cider house since 2010’ line in all bios, menus and
High (20) Google profile descriptions.

4 T1 Fewer people are drinking alcohol Grow the NA and low-ABV range and market Arsenal as a place for everyone, not
High (20) only drinkers (see O4).

5 W1 Website is out of date Remove Cleveland as a location (add a short 'find us in Ohio stores' note) and add
High (16) the 2025 awards.

Assumption: no owner input was available, so this sample uses public information only; internal figures (sales, margins, staffing)
were not estimated. Strengths and weaknesses are judged against the comparison venues in the next section.
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About the business and its market

Profile. Founded by Bill and Michelle Larkin, Arsenal opened in June 2010 on the ground floor of their Lawrenceville
home at 300 39th Street as Western Pennsylvania's first cidery. It is a Civil War-themed limited winery making
small-batch hard cider, cider-style fruit wines and mead from local fruit, much of it from Soergel Orchards in
Wexford. [6, 7, 34]

Locations. Lawrenceville (flagship and cider garden), Dormont (tap house in a former bank, opened February
2021), Wexford at Soergel Orchards, and Penn Hills, where a 19,000 sq ft former school became the production
site. A Cleveland (Ohio City) taproom opened in January 2020 and closed December 27, 2025; Arsenal still
self-distributes in Ohio. [1, 4, 5, 8, 9]

Offer and prices. About 40 rotating ciders, meads and fruit wines, a non-alcoholic cider on draft, local beer, food
(an on-site sandwich vendor at the flagship), growlers and bottles to go, and a monthly Cider Club. Google users
report spending $20-30 per person at the flagship. [1, 2, 9]

Hours (flagship). Wednesday-Friday 4-9 PM, Saturday 12-9 PM, Sunday 12-6 PM, closed Monday-Tuesday: 30
hours a week. [1, 2]

Item Price SIEWS

Cider Club, monthly two-pack / four-pack (plus shipping) $32 /$60 Published (website)

Growler fill (Dormont opening, 2021) $20-$25 Published in press, Feb 2021 (may be
outdated)

Small glass / bottle / bottle refill $7 /%22 /$17 From reviews, about 2 years old

Typical spend per person, flagship $20-$30 Google, reported by 15 users

Market area and key facts

Market area: the Pittsburgh region within about 10 miles of each taproom, plus wholesale and mail order beyond it.
Allegheny County had about 1,225,035 residents in 2025, down 2.0% since 2020, while the city itself has grown
slightly. [27] Regional unemployment is low (3.8% in July 2026). [31] Allegheny County drew an estimated 21.5 million
visitors in 2025. [26] Under Pennsylvania law a limited winery may operate up to five board-approved extra locations,
and may sell other PA-made drinks. [29]

Comparison venues. Direct: KingView Meadhouse (Mt. Lebanon), Apis Mead (Carnegie) and Engine House 25
(urban winery). Indirect: Lawrenceville and North Side taprooms Eleventh Hour, Long Story Short, Solera Wine Co.
and Allegheny City Brewing. Two former direct rivals, Threadbare Cider House and the Original Pittsburgh Winery,
are now closed. [1, 13, 14]
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How Arsenal's ratings compare

Comparison venues, weighted avg 4.65 i

Arsenal - Penn Hills - ¢ .0 (12 reviews)
1
Arsenal - Lawrenceville (flagship) - [ 4.8 (714 reviews)
1

Allegheny City Brewing - I 4.8 (352 reviews)
1
Solera Wine Co. - [N 4.8 (57 reviews)
1

Arsenal - Dormont - I ¢ 7 (236 reviews)
1
Arsenal - Wexford (Soergel Orchards) - IR 7 (39 reviews)

1

1
Long Story Short (Cinderlands) -[———
1

Eleventh Hour Brewing - I | 4.6 (355 reviews)

i

1

1

4.6 (506 reviews)

Apis Mead & Winery - 4.6 (238 reviews)
KingView Meadhouse & Winery - e | 4.6 (194 reviews)

1
Engine House 25 Tasting Room - I | 4.6 (51 reviews)
1

4.00 4.25 4.50 4.75 5.00
Google rating (axis starts at 4.0 to show differences)

B Arsenal sites B Comparison venues (open)

Google ratings and review counts, checked Nov 12, 2026. Arsenal's weighted average is 4.77 vs. 4.65 for open comparison venues.
(1]
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Online presence and customer voice

websice - 21

0 1 2 3 4 5
Area Score Evidence
Website 2/5 Has mail order and a monthly Cider Club, but still lists the closed Cleveland taproom; Awards

page stops at 2020; Events page shows March 2024.

Google Business Profile 4/5 All four sites listed with hours, menus and photos; 714 reviews at the flagship. Owner replies
are rare (2 of the newest 80).

Search & Maps visibility 5/5 Arsenal's two listings are the only open results Google Maps returns for 'hard cider Pittsburgh'.

Social media 3/5 15K Facebook followers (96% recommend, 738 reviews) and 9.9K on Instagram, but the
newest visible Facebook posts date from June-July 2026.

Directories & press 4/5 Listed by VisitPITTSBURGH, Pennsylvania Wine, City Brew Tours and TABLE; some
third-party pages are out of date.

Total 18/25 Al-answer visibility was not tested and is not scored.

Sources: [1, 2,11, 12, 26, 6, 33, 32]

What customers say (newest 80 Google reviews, flagship)

Overall, 87% of all 714 flagship reviews are five-star. In the newest 80, guests most often praise the cider itself, the
backyard cider garden, friendly staff who explain the ciders and offer samples, and the food. The complaints are few
but specific: service lapses, the price of small pours, outdoor upkeep and bugs, noise and street parking. Owners
replied to 2 of the 80 (2.5%). About 3 of the 80 were posted in the last 90 days. Reviews are paraphrased; reviewer
names are not recorded. [1]

Praise theme Mentions Complaint theme Mentions
Cider quality & variety 22 Service lapses 4
Outdoor cider garden 9 Price / value 2
Friendly, knowledgeable staff 9 Outdoor upkeep / bugs 2

Food (Cuban, pretzels) 6 Noise / parking 1

Dog & kid friendly 4 No gluten-free food 1
Growlers/bottles to go 4

Free samples before buying 3
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SWOT at a glance

Strengths and weaknesses are internal (things Arsenal controls). Opportunities and threats are external (things in the market it can

only respond to). Each item shows its priority level and score.

STRENGTHS (internal)

S1 Nationally recognized, award-winning cider - High
S2 Category leader and local pioneer - High

S3 Multi-site footprint with its own production - High
S4 Strong, consistent customer ratings - Medium

S5 Broad, distinctive menu and experience - Medium

OPPORTUNITIES (external)

01 Fewer dedicated cider and wine rooms in the city - High
02 Hundreds of new homes on its doorstep - High
03 Growth in flavor-forward and regional cider - High

04 Moderation is creating demand for low- and no-alcohol
options - High

O5 Record tourism and a 'maker city' message - Medium

How priorities are scored

WEAKNESSES (internal)

W1 Website is out of date - High

W2 Few replies to online reviews - Medium

W3 New reviews have slowed at the flagship - Medium
W4 Occasional service and value complaints - Medium
W5 Irregular social media posting - Medium

W6 Limited weekday hours - Low

THREATS (external)

T1 Fewer people are drinking alcohol - High

T2 Rising packaging and operating costs - High
T3 Crowded Lawrenceville drink scene - Medium
T4 Shrinking regional population - Medium

T5 National brands pushing harder on cider - Medium

Each finding is scored 1-5 on two factors; priority = Factor 1 x Factor 2. High 15+, Medium 8-14, Low below 8.

Quadrant Factor 1

Strengths Impact on customers / revenue
Weaknesses Impact on customers / revenue
Opportunities Potential impact

Threats Potential impact

Aristeia Innovations

Factor 2

How hard it is for competitors to copy
Urgency (how quickly it costs the business)
Fit with current resources

Likelihood in the next 12 months
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Strengths

What Arsenal does well, and how to build on it.

S1 Nationally recognized, award-winning cider

Arsenal was named Grand National Champion and Best in Show at the 2025 U.S. Open Cider Championship (3
gold, 1 silver, 4 bronze), its second Grand National title after 2020. [3, 9]

Why it matters: Third-party proof of quality is the strongest reason to choose Arsenal over a beer, a wine or a
national cider brand.

Priority: High (25) = 5 impact x 5 hard to copy | Confidence: High

Leverage: action Cost (est.) Time Owner Metric

Put the 2025 Grand National Champion title on the $0-$300 (DIY plus 1-2 days Owners Website visits to
website home page, the Awards page, Google profiles printed signs) Awards page;

and taproom signage. mentions in new
First step: Update the Awards page this week reviews

Create a 'Champion Flight' of the medal-winning $0-$150 (menu 1 week Taproom Flights sold per week
ciders at every taproom. reprint) managers

First step: Pick 4 medal ciders and price the flight

Pitch the win to Pittsburgh food press (TribLive, $0 (DIY) 2-3 hours Owners Articles published;
Post-Gazette, City Paper, NEXTpittsburgh). follower growth
First step: Send a short release with photos

S2 Category leader and local pioneer

Arsenal was Western Pennsylvania's first cidery (opened June 2010) and its listings are the only open results
Google Maps returns for 'hard cider Pittsburgh'. [6, 32, 1]

Why it matters: When a local customer thinks ‘cider," Arsenal is the default; that awareness is hard and slow for
anyone else to build.

Priority: High (20) = 5 impact x 4 hard to copy | Confidence: High

Leverage: action Cost (est.) Time Owner Metric
Claim the 'Pittsburgh's original cider house since 2010' $0 (DY) 1 day Owners Profile views and
line in all bios, menus and Google profile descriptions. direction requests

First step: Rewrite the Google profile description

Run a 2026-27 'Cider 101" tasting class series built on  $100-$400 per class 2-4 weeksto  Cidermaker / Tickets sold; repeat
the founding story. (product, printed launch owners attendees
First step: Schedule the first class for January notes)
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S3 Multi-site footprint with its own production

Arsenal runs taprooms in Lawrenceville, Dormont, Wexford (Soergel Orchards) and Penn Hills, with production in a
19,000 sq ft Penn Hills facility, and self-distributes to bars and retailers. [1, 8, 4, 10]

Why it matters: Owning production and several outlets spreads risk and lets Arsenal reach the North Hills, South
Hills and East End without relying on a distributor.

Priority: High (16) = 4 impact x 4 hard to copy | Confidence: High

Leverage: action Cost (est.) Time Owner Metric

Publish one location-finder page with each site's $0-$500 (DIY or web 1 week Owners Clicks from Google
hours, food and events, and link it from every Google freelancer) profiles to the site
profile.

First step: List current hours for all four sites

Run a 'four taprooms passport' (a stamp at each site $200-$600 (cards, 2 weeks Taproom Completed
earns a bottle). reward cost) managers passports; visits to
First step: Design the card smaller sites

S4 Strong, consistent customer ratings

The flagship holds 4.8 stars on 714 Google reviews (619 five-star) and Facebook shows 96% recommend on 738
reviews; the other sites score 4.7-4.9. [1, 11]

Why it matters: Arsenal's ratings match or beat every comparison venue, so reputation helps it win first-time visitors
searching on their phones.

Priority: Medium (12) = 4 impact x 3 hard to copy | Confidence: High

Leverage: action Cost (est.) Time Owner Metric

Ask happy guests for a review with a small QR card $50-$150 (printing) 1 week Taproom New Google reviews
on each table and on growler tags. managers per month (goal: 8+
First step: Print QR cards for all four sites at the flagship)

S5 Broad, distinctive menu and experience

Arsenal rotates about 40 ciders, meads and fruit wines a year, offers free samples, a non-alcoholic cider on draft, a
backyard cider garden, food, and a monthly Cider Club ($32 two-pack / $60 four-pack plus shipping). [2, 9, 1]

Why it matters: Variety and the Civil War-themed setting give people reasons to return and to bring friends; the
Cider Club adds recurring revenue.

Priority: Medium (12) = 4 impact x 3 hard to copy | Confidence: High

Leverage: action Cost (est.) Time Owner Metric
Promote the Cider Club at the register and in every $0-$200 (cards, 1 week Owners Club members (track
to-go bag; offer a first-month discount. discount cost) monthly)

First step: Add a Cider Club card to every growler sale

Feature the non-alcoholic cider on menus and social $0 (DIY) 1 day Taproom NA pours per week
as a 'designated driver' pick. managers
First step: Add an NA section to menu boards
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Weaknesses

What to fix, starting with what customers notice most.
W1 Website is out of date

The website still lists the Cleveland taproom that closed in December 2025, its Awards page stops at 2020 (missing
the 2025 Grand National title), and its Events page shows March 2024. [2, 4, 3]

Why it matters: Visitors and wholesale buyers who check the site see stale information and miss Arsenal's biggest
recent win.

Priority: High (16) = 4 impact x 4 urgency | Confidence: High

Fix: action Cost (est.) Time Owner Metric

Remove Cleveland as a location (add a short 'find us ~ $0-$300 (DIY or 1-2 days Owners Zero outdated pages
in Ohio stores' note) and add the 2025 awards. freelancer) in a monthly check
First step: Edit the footer and location menu

Replace the static Events page with an embedded $0-$500 1 week Owners / web Events listed 30 days
social or calendar feed that updates itself. freelancer ahead

First step: Choose a calendar tool (e.g., Google
Calendar embed)

Set a monthly 15-minute website check on the $0 15 min/month  Owners Checks completed
calendar.
First step: Create the recurring reminder

W2 Few replies to online reviews

Only 2 of the newest 80 Google reviews at the flagship have an owner reply, including unanswered 1- and 2-star
reviews about service. [1]

Why it matters: Unanswered complaints are read by future guests; a short, calm reply shows the business listens
and often wins people back.

Priority: Medium (12) = 3 impact x 4 urgency | Confidence: High

Fix: action Cost (est.) Time Owner Metric

Reply to every new review within 3 days, starting with  $0 (DIY) or 20 min/week  Owners / Owner-reply rate
the unanswered negative ones. $100-$300/month manager (goal: 90%+)
First step: Reply to the 1-2 star reviews from the past  (review tool or

year service)

W3 New reviews have slowed at the flagship

In the newest-first Google sample, about 3 reviews were posted in the last 90 days and about 12 in the last 12
months, a small trickle on a 714-review base. [1]

Why it matters: Fresh reviews signal an active business to Google and to guests; a slow trickle lets newer venues
catch up in search.

Priority: Medium (9) = 3 impact x 3 urgency | Confidence: Medium

Fix: action Cost (est.) Time Owner Metric
Add a review ask to receipts, growler tags and the $50-$150 (printing) 1 week Taproom Reviews per month
Cider Club shipping insert. managers

First step: Draft one sentence and a QR code
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W4 Occasional service and value complaints

In the 80-review sample, the most common complaints were slow or unfriendly service (4 mentions), price for small
pours (2), outdoor upkeep or bugs (2) and noise or parking (1). [1]

Why it matters: These are a small share of reviews, but they are the issues a guest remembers, and they are
fixable.

Priority: Medium (9) = 3 impact x 3 urgency | Confidence: Medium

Fix: action Cost (est.) Time Owner Metric

Write a 1-page service checklist (greet, offer samples, $0-$200 (staff time) 1-2 weeks Taproom Service complaints in
offer growler rinse and rewards sign-up) and train managers reviews per quarter
every shift.

First step: Draft the checklist

Post pour sizes and prices clearly, and add a value $0-$150 1 week Owners Price complaints;
option (e.g., a weekday half-pour flight). flight sales

First step: Review pour pricing against nearby bars

WS5 Irregular social media posting

The website sends visitors to social media for events, but the newest visible posts on the Lawrenceville Facebook
page date from June-July 2026. [11, 12, 2]

Why it matters: Followers (15K on Facebook, 9.9K on Instagram) are a free channel; long gaps mean releases and
events go unseen.

Priority: Medium (9) = 3 impact x 3 urgency | Confidence: Medium

Fix: action Cost (est.) Time Owner Metric

Set a simple plan: 2 posts a week per channel (new $0 (DIY) or 2 hrs/month ~ Owners / Posts per week;
release, event, behind-the-scenes), batched once a $300-$800/month marketing reach and follower
month. (freelancer) helper growth

First step: Plan December's posts around holiday gifts
and the Cider Club

W6 Limited weekday hours

The flagship is closed Monday and Tuesday and opens at 4 PM Wednesday-Friday (30 hours a week), while nearby
Long Story Short opens at 11 AM. [1, 2]

Why it matters: Short hours limit after-work, lunch and early-week trade, though they may reflect sensible staffing
for demand.

Priority: Low (4) = 2 impact x 2 urgency | Confidence: High

Fix: action Cost (est.) Time Owner Metric
Test one extra evening (e.g., Tuesday trivia or a 'Cider $300-$800 (staff for 8 weeks Owners Sales per extra hour
Club pick-up night') for 8 weeks before deciding. the test) vs. labor cost

First step: Pick the night and promote it
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Opportunities

Openings in the market: test small, then scale.

O1 Fewer dedicated cider and wine rooms in the city

Threadbare Cider House (North Side) is listed as permanently closed and the Original Pittsburgh Winery closed
August 15, 2026. [1, 13, 14]

Why it matters: Arsenal is now the only dedicated cider house Google Maps returns in the city, so it can capture
cider and fruit-wine fans who used to go elsewhere.

Priority: High (25) = 5 impact x 5 fit | Confidence: High

Pursue: action Cost (est.) Time Owner Metric

Run a 'New here? First flight on us' offer advertised to  $200-$600 (ads plus 4 weeks Owners Redemptions; new
North Side and Strip District ZIP codes. comped flights) Google reviews

First step: Set up a small local Meta ad

Offer private-event packages to groups that used $0-$200 (menu 2 weeks Owners Private bookings per
those venues (birthdays, trivia nights, showers). sheet) month

First step: Write a one-page event menu

02 Hundreds of new homes on its doorstep

A 334-unit apartment building was approved for Foster Street between 38th and 39th streets (June 2024), Milhaus's
Arsenal 201 at 147 39th St. totals about 586 units, and Albion Lawrenceville added 267 units on Butler Street. [16, 17,
18, 19]

Why it matters: New neighbors within walking distance are ideal regulars for a neighborhood cider garden and
growler fills.

Priority: High (20) = 4 impact x 5 fit | Confidence: Medium

Pursue: action Cost (est.) Time Owner Metric

Partner with nearby apartment managers on resident ~ $100-$400 (cards, 1 month Owners Card redemptions;
welcome cards and building events. sample pours) new regulars

First step: Contact the Arsenal 201 leasing office

Launch a 'neighbor growler' discount for 15201 $0-$200 (discount 1 week Taproom Growler fills
addresses on weeknights. cost) managers Wed-Thu

First step: Announce it on social and a sidewalk sign
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O3 Growth in flavor-forward and regional cider

Regional cider dollar sales grew 3.3% in the year to January 2025 while the overall category fell 1.8%, and
NielsenlQ recorded 1.6% cider growth in 2025 driven by flavor; brands joining National Cider Month saw sales rise
6.4% on average. [22, 23, 24]

Why it matters: Arsenal's strengths (local, fruit-forward, frequent new flavors) line up with the parts of the cider
market that are growing.

Priority: High (16) = 4 impact x 4 fit | Confidence: Medium

Pursue: action Cost (est.) Time Owner Metric
Make October 'National Cider Month' a yearly $300-$1,000 (promo, Plan by Owners October sales vs.
campaign across all sites and wholesale accounts. tap takeovers) August prior year

First step: Add it to the 2027 calendar

Pitch seasonal flavors to existing bar and retail $50-$200 (printing) 2 weeks Owners New wholesale
accounts with a one-page sell sheet. placements
First step: Update the 'One Pager' with 2025 medals

O4 Moderation is creating demand for low- and no-alcohol options

Industry data show non-alcohol sales growing fast, and most buyers of non-alcohol drinks also buy alcohol; Arsenal
already pours a non-alcoholic cider on draft. [25, 2, 35]

Why it matters: Offering good NA and lower-ABV choices keeps mixed groups together at Arsenal instead of
somewhere else.

Priority: High (16) = 4 impact x 4 fit | Confidence: Medium

Pursue: action Cost (est.) Time Owner Metric

Add a mixed 'half and half' flight (NA plus regular) and  $200-$1,500 (product 1-3 months Cidermaker NA and low-ABV
an NA cider for to-go. development, cans or share of pours
First step: Test a lower-ABV recipe bottles)

O5 Record tourism and a 'maker city' message

Allegheny County drew an estimated 21.5 million visitors and $7.1 billion in economic impact in 2025, and
VisitPITTSBURGH's 2026 'Forge On' campaign promotes Pittsburgh as a maker city; 83% of visitors are repeat
visitors. [26, 33]

Why it matters: A family-run, award-winning cidery with a Civil War story fits the 'makers' theme and is an easy add
to visitors' plans.

Priority: Medium (12) = 3 impact x 4 fit | Confidence: High

Pursue: action Cost (est.) Time Owner Metric
Submit the 2025 award and story to $0 (DIY) 2 hours Owners Listing views;
VisitPITTSBURGH for its maker content and update tour-group bookings

the directory listing.
First step: Email VisitPITTSBURGH's media team

Offer brewery-tour operators a fixed cider tasting $0-$100 2 weeks Owners Tour groups per
package. month
First step: Contact City Brew Tours
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Threats

Pressures to prepare for, calmly and early.

T1 Fewer people are drinking alcohol

Gallup found only 54% of U.S. adults drank in 2025, a record low, and 53% now say even moderate drinking is bad
for health; young adults' drinking rate fell to 50%. [20]

Why it matters: A smaller pool of drinkers means each taproom must work harder for every visit, especially with
younger guests.

Priority: High (20) = 5 impact x 4 likelihood | Confidence: High

Defend: action Cost (est.) Time Owner Metric

Grow the NA and low-ABV range and market Arsenal  Included in O4 1-3 months Cidermaker / Share of guests
as a place for everyone, not only drinkers (see O4). owners ordering NA

First step: Add NA options to every menu

Build non-drink reasons to visit: classes, games, food ~ $100-$500 per event Ongoing Taproom Event attendance
pop-ups, family afternoons. managers

First step: Plan one non-drink event per month

T2 Rising packaging and operating costs

The 50% Section 232 aluminum tariff is keeping can costs high and small producers have little buying leverage;
local craft-drink venues have closed, including Kingfly Spirits after a Chapter 7 filing. [21, 15]

Why it matters: Higher costs squeeze margins on cans, bottles and wholesale, where Arsenal has less pricing
power than in its taprooms.

Priority: High (16) = 4 impact x 4 likelihood | Confidence: High

Defend: action Cost (est.) Time Owner Metric

Shift more volume to refillable growlers and draft, $0-$300 (promo) 1 month Owners Packaging cost per
where packaging cost is lowest. gallon sold

First step: Run a 'refill and save' growler offer

Review can and bottle pricing twice a year and lock $0 (staff time) 2-4 hours Owners Gross margin by
supplier pricing where possible. package type

First step: Request quotes from two packaging

suppliers

T3 Crowded Lawrenceville drink scene

Within walking distance, breweries and wine bars such as Eleventh Hour (4.6, 355 reviews), Long Story Short (4.6,
506) and Solera Wine Co. (4.8, 57) compete for the same nights out, and Pennsylvania breweries may sell
PA-made cider and wine. [1, 30]

Why it matters: Arsenal competes for ‘where shall we go tonight' rather than only against other cideries.

Priority: Medium (12) = 3 impact x 4 likelihood | Confidence: High

Defend: action Cost (est.) Time Owner Metric
Co-host events with neighbors (e.g., a Butler Street $0-$300 1-2 months Owners Event attendance;
cider-and-beer crawl) to turn rivals into partners. cross-referrals

First step: Approach one nearby brewery
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T4 Shrinking regional population

Allegheny County lost about 25,500 residents (-2.0%) between 2020 and 2025, and Penn Hills, home to Arsenal's
production site and newest tasting room, fell 3.8%. [27, 28]

Why it matters: A slowly shrinking local base limits growth from walk-in trade outside the fastest-growing city
neighborhoods.

Priority: Medium (9) = 3 impact x 3 likelihood | Confidence: High

Defend: action Cost (est.) Time Owner Metric
Focus marketing spend on growing areas $0 (reallocation) Ongoing Owners Sales growth by
(Lawrenceville, the city core) and on mail order and channel

wholesale beyond the county.
First step: Compare sales by site for 2025-26

T5 National brands pushing harder on cider

Overall cider distribution fell 4.3% in the year to January 2025 as products fight for shelf space, and Angry Orchard
returned to growth in 2025 with more investment and sponsorships; it buys sponsored placement on Google Maps
searches for 'hard cider Pittsburgh'. [22, 36, 1]

Why it matters: Bigger budgets can crowd Arsenal out of store shelves and local search results.

Priority: Medium (9) = 3 impact x 3 likelihood | Confidence: Medium

Defend: action Cost (est.) Time Owner Metric
Strengthen 'local and award-winning' shelf talkers at $100-$300 (printing) 2 weeks Owners Sell-through at top 10
retail accounts. accounts

First step: Design one shelf talker with the 2025 medal
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Priority chart and strategy matrix

Medium (8-14): iHigh (15+)
S1 Nationally recognized, award-winning cider —_ 25 High
01 Fewer dedicated cider and wine rooms in the city —_ 25 High
S2 Category leader and local pioneer —_ 20 High
02 Hundreds of new homes on its doorstep -_ 20 High
T1 Fewer people are drinking alcohol —_ 20 High
S3 Multi-site footprint with its own production -_ 16 High
W1 Website is out of date ~[INIIEIINNN 16 High
04 Moderation is creating demand for low- and no-alcohol options -_ 16 High
03 Growth in flavor-forward and regional cider —_ 16 High
T2 Rising packaging and operating costs - NN 16 High
S5 Broad, distinctive menu and experience —_ 12 Mé&dium
S4 Strong, consistent customer ratings —— 12 M;Edium
W2 Few replies to online reviews —— 12 Mfedium
05 Record tourism and a 'maker city' message -_ 12 M;'edium
T3 Crowded Lawrenceville drink scene -_ 12 Mfﬂdium
W5 Irregular social media posting —_ 9 Medium
W4 Occasional service and value complaints -_ 9 Medium
W3 New reviews have slowed at the flagship —— 9 Medium
T5 National brands pushing harder on cider —_ 9 Medium
T4 Shrinking regional population —— 9 Medium
W6 Limited weekday hours ~[I 4 Low i

0 5 10 15 20 25
Priority score = Factor 1 x Factor 2 (max 25)
I S = Strengths I O = Opportunities

I W = Weaknesses WM T = Threats

All 21 findings ranked by priority score, colored by quadrant.

Strategy matrix (TOWS)

Crossing the quadrants shows the best combined moves.

Combination Best moves

S-O (Grow) » Use the 2025 Grand National title to win over former Threadbare and Pittsburgh Winery guests with a
‘Champion Flight' welcome offer (S1 + O1).
* Turn the cider garden and growler program into the default hangout for new 39th Street residents (S5 + 02).
« Pitch the founders' maker story and medals to VisitPITTSBURGH and tour operators (S2 + O5).

W-O (Improve) « Fix the website and post regularly so new neighbors and visitors can find current hours, events and awards
(W1, W5 + 02, O5).
* Reply to reviews and ask for new ones while former competitors' fans are trying Arsenal for the first time

(W2, W3 + 0O1).

S-T (Protect) » Use the broad menu and existing NA cider to keep non-drinkers and moderating guests in the group (S5 +
T1).
 Lean on owned production and growler refills to soften packaging cost increases (S3 + T2).

W-T (Shore up) « Tighten service basics so a crowded Butler Street has no easy reason to win guests away (W4 + T3).
« Keep the online presence current so national brands' ad budgets do not outshine Arsenal in local search
(W1, W5 + T5).
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Action plan

The lead action for every finding, ordered by priority (supporting actions are in each SWOT section). Costs are estimates; 'DIY'

means owner or staff time only.
ID Action and first step

S1 Put the 2025 Grand National Champion title
on the website home page, the Awards
page, Google profiles and taproom signage.
First step: Update the Awards page this
week

o1 Run a 'New here? First flight on us' offer
advertised to North Side and Strip District
ZIP codes.
First step: Set up a small local Meta ad

S2 Claim the 'Pittsburgh's original cider house
since 2010’ line in all bios, menus and
Google profile descriptions.
First step: Rewrite the Google profile
description

02 Partner with nearby apartment managers on
resident welcome cards and building events.
First step: Contact the Arsenal 201 leasing
office

Tl Grow the NA and low-ABV range and
market Arsenal as a place for everyone, not
only drinkers (see O4).
First step: Add NA options to every menu

S8 Publish one location-finder page with each
site's hours, food and events, and link it from
every Google profile.

First step: List current hours for all four sites

03 Make October 'National Cider Month' a
yearly campaign across all sites and
wholesale accounts.

First step: Add it to the 2027 calendar

(0] Add a mixed 'half and half' flight (NA plus
regular) and an NA cider for to-go.
First step: Test a lower-ABV recipe

w1 Remove Cleveland as a location (add a
short 'find us in Ohio stores' note) and add
the 2025 awards.

First step: Edit the footer and location menu

T2 Shift more volume to refillable growlers and
draft, where packaging cost is lowest.
First step: Run a 'refill and save' growler
offer

S4 Ask happy guests for a review with a small
QR card on each table and on growler tags.
First step: Print QR cards for all four sites

Aristeia Innovations

Priority

High

High

High

High

High

High

High

High

High

High

Medium

Cost (est.)

$0-$300 (DIY plus
printed signs)

$200-$600 (ads
plus comped
flights)

$0 (DIY)

$100-$400 (cards,
sample pours)

Included in O4

$0-$500 (DIY or
web freelancer)

$300-$1,000
(promo, tap
takeovers)

$200-$1,500
(product
development,
cans or bottles)

$0-$300 (DIY or
freelancer)

$0-$300 (promo)

$50-$150
(printing)

Time

1-2 days

4 weeks

1 day

1 month

1-3 months

1 week

Plan by

August

1-3 months

1-2 days

1 month

1 week

Owner

Owners

Owners

Owners

Owners

Cidermaker /

owners

Owners

Owners

Cidermaker

Owners

Owners

Taproom
managers

Metric

Website visits to
Awards page;
mentions in new
reviews

Redemptions;
new Google
reviews

Profile views and
direction
requests

Card
redemptions;
new regulars

Share of guests
ordering NA

Clicks from
Google profiles
to the site

October sales vs.
prior year

NA and low-ABV
share of pours

Zero outdated
pages in a
monthly check

Packaging cost
per gallon sold

New Google
reviews per
month (goal: 8+
at the flagship)
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ID Action and first step Priority

S5 Promote the Cider Club at the register and
in every to-go bag; offer a first-month
discount.

First step: Add a Cider Club card to every
growler sale

05 Submit the 2025 award and story to
VisitPITTSBURGH for its maker content and
update the directory listing.

First step: Email VisitPITTSBURGH's media
team

W2 Reply to every new review within 3 days,
starting with the unanswered negative ones.
First step: Reply to the 1-2 star reviews from
the past year

T3 Co-host events with neighbors (e.g., a Butler
Street cider-and-beer crawl) to turn rivals
into partners.

First step: Approach one nearby brewery

W3 Add a review ask to receipts, growler tags
and the Cider Club shipping insert.
First step: Draft one sentence and a QR
code

W4 Write a 1-page service checklist (greet, offer
samples, offer growler rinse and rewards
sign-up) and train every shift.

First step: Draft the checklist

W5 Set a simple plan: 2 posts a week per
channel (new release, event,
behind-the-scenes), batched once a month.
First step: Plan December's posts around
holiday gifts and the Cider Club

T4 Focus marketing spend on growing areas
(Lawrenceville, the city core) and on malil
order and wholesale beyond the county.
First step: Compare sales by site for
2025-26

S Strengthen 'local and award-winning' shelf
talkers at retail accounts.
First step: Design one shelf talker with the
2025 medal

W6 Test one extra evening (e.g., Tuesday trivia Low
or a 'Cider Club pick-up night') for 8 weeks
before deciding.

First step: Pick the night and promote it

Aristeia Innovations

Medium

Medium

Medium

Medium

Medium

Medium

Medium

Medium

Medium

Cost (est.)

$0-$200 (cards,
discount cost)

$0 (DIY)

$0 (DIY) or
$100-$300/month
(review tool or
service)

$0-$300

$50-$150
(printing)

$0-$200 (staff
time)

$0 (DIY) or
$300-$800/month
(freelancer)

$0 (reallocation)

$100-$300
(printing)

$300-$800 (staff
for the test)

Time

1 week

2 hours

20 min/week

1-2 months

1 week

1-2 weeks

2 hrs/month

Ongoing

2 weeks

8 weeks

Owner

Owners

Owners

Owners /
manager

Owners

Taproom
managers

Taproom
managers

Owners /
marketing
helper

Owners

Owners

Owners

Metric

Club members
(track monthly)

Listing views;
tour-group
bookings

Owner-reply rate
(goal: 90%+)

Event
attendance;
cross-referrals

Reviews per
month

Service
complaints in
reviews per
quarter

Posts per week;
reach and
follower growth

Sales growth by
channel

Sell-through at
top 10 accounts

Sales per extra
hour vs. labor
cost
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30/ 60/90-day plan

Next 30 days

e Update the website: remove Cleveland, add the 2025 Grand National title, fix the Events page (W1, S1).
¢ Reply to all unanswered reviews from the past year and start the 3-day reply habit (W2).

* Print table and growler QR cards asking for reviews (S4, W3).

e Launch the '‘Champion Flight' and send a short press release on the 2025 win (S1).

¢ Draft the 1-page service checklist and train each shift (W4).

Days 31-60

¢ Run the first-flight welcome offer to North Side and Strip District ZIP codes (O1).

e Publish a twice-weekly posting plan; batch December holiday and Cider Club posts (W5, S5).
» Contact apartment managers on 39th Street about resident welcome cards (02).

¢ Request packaging quotes and launch a 'refill and save' growler offer (T2).

Days 61-90

» Launch the four-taproom passport and private-event packages (S3, O1).
 Start the 'Cider 101’ class series and one non-drink event a month (S2, T1).
e Test a lower-ABV or NA to-go product and a half-and-half flight (O4).

* Submit Arsenal's maker story to VisitPITTSBURGH and tour operators (O5).

6-12 month outlook

¢ Plan a full National Cider Month campaign for October 2027 across taprooms and wholesale (03).
* Review the extra-evening test and decide on hours (W6).

e Compare sales by site and channel; shift marketing toward growing areas and mail order (T4).

¢ Refresh retail shelf talkers and the wholesale One Pager with 2025 medals (T5).

Watch list (recheck quarterly)

Signal What would change the plan

Google rating and new reviews per month (flagship) Rating drops below 4.7, or fewer than 5 new reviews a month after the review
push.

Use of the vacant Threadbare site and any new cidery or A new cider-focused venue opens in the city: revisit the O1 offer and pricing.
meadery openings

Aluminum tariff rate and packaging quotes Can costs rise again: shift more volume to draft and refillables.
Lawrenceville housing completions on 39th Street Buildings open and lease up: launch the neighbor program at full scale.
Gallup's annual drinking survey (each August) and NA Drinking rate falls further: expand NA range and non-drink events.
sales share

Optional next step: Aristeia Innovations can support this plan with a full Competitive Analysis, review-management and
website/content updates, or a Business Development Plan.
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Methodology and limits

e Sources and dates. Public web sources, Google Maps listings, Arsenal's website and social pages, all checked
Nov 12, 2026. Every source is listed on the next page.

* Review sample. The newest 80 Google reviews at the Lawrenceville flagship, read and tagged by theme.
Google shows relative dates (e.g., 'a month ago'), so review-velocity counts are approximate.

e Comparison set. 7 open venues (3 direct, 4 indirect) plus 2 recently closed direct rivals, chosen from Google
Maps, local guides and press. Ratings are dated and drawn from Google only; Yelp and Untappd were not
scored.

e Scoring. Two 1-5 factors per finding; priority = product, computed in code. Scores are the analyst's judgment
based on the cited evidence.

¢ Not available. Sales, margins, staffing, wholesale account counts, Cider Club membership and current tap prices
are not public and were not estimated. The Threadbare Cider House closing date could not be confirmed from a
news source; it is listed as permanently closed on Google Maps and Yelp. Facebook posting cadence was read
from the public page and may miss posts on other Arsenal pages.

* Owner-supplied facts. None. This is an independent sample; offering the owners a free copy before publishing
is recommended.
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Score evidence appendix

ID F1 F2

S1 5 5 Hard to copy
S2 5 4 Hard to copy
S3 4 4 Hard to copy
S4 4 3 Hard to copy
S5 4 3 Hard to copy
W1 4 4 Urgency
w2 3 4 Urgency
W3 3 3 Urgency
W4 3 3 Urgency
W5 3 3 Urgency
W6 2 2 Urgency
o1 5 5 Fit

02 5 Fit

4
03 4 4 Fit
4

04 4 Fit

05 3 4 Fit

T1 5
T2 4
T3 3
T4 3
T5 3

Aristeia Innovations

4 Likelihood
4 Likelihood
4 Likelihood
3 Likelihood

3 Likelihood

Score Conf.
25 High High
20 High High
16 High High

12 Medium High
12 Medium High
16 High High

12 Medium High

9 Medium

9 Medium

9 Medium

4 Low High

25 High High

20 High

16 High Medium
16 High Medium

12 Medium High
20 High High
16 High High
12 Medium High
9 Medium High

9 Medium

Medium
Medium

Medium

Medium

Medium

Basis

Nationally recognized, award-winning cider. Sources 3, 9.
Category leader and local pioneer. Sources 6, 32, 1.
Multi-site footprint with its own production. Sources 1, 8, 4, 10.
Strong, consistent customer ratings. Sources 1, 11.
Broad, distinctive menu and experience. Sources 2, 9, 1.
Website is out of date. Sources 2, 4, 3.

Few replies to online reviews. Sources 1.

New reviews have slowed at the flagship. Sources 1.
Occasional service and value complaints. Sources 1.
Irregular social media posting. Sources 11, 12, 2.

Limited weekday hours. Sources 1, 2.

Fewer dedicated cider and wine rooms in the city. Sources 1, 13,

Hundreds of new homes on its doorstep. Sources 16, 17, 18, 19.

Growth in flavor-forward and regional cider. Sources 22, 23, 24.

14.

Moderation is creating demand for low- and no-alcohol options. Sources

25, 2, 35.

Record tourism and a 'maker city' message. Sources 26, 33.
Fewer people are drinking alcohol. Sources 20.

Rising packaging and operating costs. Sources 21, 15.
Crowded Lawrenceville drink scene. Sources 1, 30.
Shrinking regional population. Sources 27, 28.

National brands pushing harder on cider. Sources 22, 36, 1.
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Sources

All accessed Nov 12, 2026.

[1] Google Maps listings: Arsenal Cider House locations and comparison venues (ratings, review counts, hours, review sample).
https://www.google.com/maps/search/Arsenal+Cider+House

[2] Arsenal Cider House website: home, Lawrenceville, Mail Order, Awards and Events pages. https://www.arsenalciderhouse.com/
[3] Wine Industry Advisor: 2025 U.S. Open Cider Championship medals and Grand National Champion.
https://wineindustryadvisor.com/2025/11/18/2025-us-open-cider-championship-medals-and-grand-national-champion/

[4] Cleveland Scene: Arsenal Cider House closes Ohio City taproom (Dec 29, 2025). https://www.clevescene.com/?p=323162

[5] Cleveland Scene: Arsenal Cider House opens Cleveland location (Jan 2020). https://www.clevescene.com/?p=287698

[6] Pennsylvania Wine: Arsenal Cider House and Wine Cellar member profile.
https://pennsylvaniawine.com/wineries/arsenal-cider-house-and-wine-cellar

[7] Cidercraft: Crafting unique hard ciders with a nod to history (Jun 30, 2023).
https://cidercraftmag.com/crafting-unique-hard-ciders-with-a-nod-to-history-and-hard-work/

[8] Pittsburgh Magazine: Arsenal Cider House to make its biggest expansion yet (Penn Hills). https://www.pittsburghmagazine.com/?p=6537
[9] TribLive: Arsenal Cider Tap House opens in Dormont (Feb 21, 2021).
https://triblive.com/lifestyles/food-drink/cheers-to-arsenal-cider-tap-house-now-open-in-dormont

[10] NEXTpittsburgh: Arsenal Cider Tap House now open in Dormont.
https://nextpittsburgh.com/city-design/arsenal-cider-tap-house-now-open-in-dormont/

[11] Facebook: Arsenal Cider House - Lawrenceville page. https://www.facebook.com/ArsenalCider

[12] Instagram: @arsenalcider. https://www.instagram.com/arsenalcider/

[13] Yelp: Threadbare Cider House listed as closed. https://www.yelp.com/biz/threadbare-cider-house-pittsburgh

[14] KDKA Radio: Original Pittsburgh Winery announces pending closure (Aug 15, 2026).
https://www.audacy.com/kdkaradio/news/local/pittsburgh-winery

[15] KDKA Radio: Kingfly Spirits in the Strip District closes after Chapter 7 filing.
https://www.audacy.com/kdkaradio/news/local/kingfly-spirits-in-the-strip-district-abruptly-closes-down

[16] PublicSource: 334-unit apartment building proposed between 38th and 39th streets.
https://www.publicsource.org/lawrenceville-apartment-pittsburgh-planning-commission-affordable-housing/

[17] TribLive: Pittsburgh OKs Lawrenceville apartment complex (Jun 25, 2024).
https://naviga.triblive.com/local/pittsburgh-oks-lawrenceville-apartment-complex-despite-aesthetic-concerns

[18] REBusiness: Milhaus Phase Il of Arsenal 201, 147 39th St..
https://rebusinessonline.com/milhaus-underway-on-phase-ii-of-75m-multifamily-project-in-pittsburgh/

[19] Multi-Housing News: Albion Lawrenceville 267-unit project completed. https://www.multihousingnews.com/?p=1005090734

[20] HealthDay: Gallup finds fewer Americans drinking alcohol (Aug 2025).
https://www.healthday.com/health-news/general-health/fewer-americans-are-drinking-alcohol-as-health-concerns-rise

[21] Brewers Association: Trump Administration announces new trade actions (aluminum tariffs).
https://www.brewersassociation.org/government-affairs-updates/trump-administration-announces-new-trade-actions/

[22] Brewbound: 3 Up, 3 Down - hard cider's varied performance (regional cider growth).
https://www.brewbound.com/news/3-up-3-down-the-drivers-of-high-abv-growth-6-pack-declines-and-hard-ciders-varied-performance
[23] Beverage Industry: 2026 Beer Market Report - hard cider experiences stable year. https://www.bevindustry.com/articles/98131
[24] Beverage Industry: 2025 Beer Report - hard cider leans into flavor.
https://bevindustry.com/articles/97315-2025-beer-report-hard-cider-leans-into-flavor-to-lift-category

[25] Pulse (summary of industry data): non-alcohol sales and buyer overlap.
https://www.pulse.bot/food-and-beverage/news/the-billion-dollar-beverage-opportunity-1be68020-f82d-46f9-a5dc-1fc100f7590d/
[26] VisitPITTSBURGH: Forge On campaign and 2025 tourism results.
https:/lwww.visitpittsburgh.com/media/press-releases/visitpittsburgh-unveils-forge-on-destination-campaign-as-region-builds-toward-landmark-2026/
[27] Pitt UCSUR: Municipal population trends in the Pittsburgh MSA (May 2026).
https://ucsurlib.pitt.edu/files/census/Pittsburgh_MSA_Municipal_Population_Brief_May2026.html

[28] Pennsylvania State Data Center: 2025 municipality population estimates (May 2026).
https://pasdc.hbg.psu.edu/sites/default/files/resources/May_2026.pdf

[29] Pennsylvania Liquor Control Board: Limited wineries.
https://www.pa.gov/agencies/Icb/licensing/resources-for-licensees/licensing-information---forms/limited-wineries

[30] Norris McLaughlin: Breweries may sell PA cider, wine and spirits (Act 39 / Act 166). https://norrismclaughlin.com/Ilb/?p=391
[31] FRED: Unemployment rate in Pittsburgh MSA. https://fred.stlouisfed.org/series/PITT342UR

[32] TABLE Magazine: 5 taprooms in Pittsburgh for cider cravings. https:/pittsburgh.tablemagazine.com/?p=4925

[33] City Brew Tours: Arsenal Cider House listing. https://www.citybrewtours.com/pittsburgh/?p=3387

[34] The Pitt News: Arsenal Cider House serves summer drink year-round.
https://pittnews.com/article/147154/news/arsenal-cider-house-serves-summer-drink-year-round/amp/

[35] American Cider Association: The year in cider. https://ciderassociation.org/?p=261558

[36] Brewbound: Boston Beer Q3 2025 - Angry Orchard returns to growth.
https://www.brewbound.com/news/boston-beer-g3-2025-angry-orchard-sun-cruiser-gains-cant-offset-losses
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