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Obviously we we won't need more of that and I think was it 2 weeks from today is is Thanksgiving. So we're getting close to holiday season as well. So thank you for joining us. As usual, we will cover a brief overview of the business performance. We'll spend a few minutes updating us on.
In a little more detail on our customer NPS and some key drivers of attraction. Last meeting we talked about the conversion charge. We had a bunch of questions. If you remember, for those of you who were here last time, we didn't even have enough time to get to all the questions.
So we're going to follow up on that topic. Brendan's going to give us an update on some of the progress that's been made since we we met last month and then we'll leave time for Q&A as always. So we'll start with anniversaries as we've done the last several months, not as many in in November as we've seen.
In the last couple of months, but you see a large group of folks at the DCS, Arthur Daya, Brandon Roe, Christopher Schubert, Paul Shine, Duane Hopkins, Raul Contreras, Christopher Notestein and Bradley Molocky, all with five years of.
Of service, Jessica Stutz Royal, 10 years of service, 20 years for Jennifer Robinson and 25 years for Rodney Hessey. So we congratulate and thank all those employees and and our entire group of employees. You know, we talk about it all the time, but.
What makes us different, the foundation of what makes us different is our people and and we thank everybody for their their service, their loyalty and their dedication.
As we step back and look at the month of October, you know, at the kind of the macroeconomic standpoint, it's kind of more of the same as we've been talking about. Obviously the government shutdown, which appears to have come to an end, has has been weighing heavily on the economy.
And on consumers, and it's helped Dr. consumer confidence to record low levels here in the last last several weeks. So that's not good. The late labor market fragility is becoming more evident with the slowdown in hiring job losses. I saw today that Verizon announced they're laying off 15,000 people, so.
That's those are big numbers. Our results for the month of October were somewhat mixed. You know, I would say if we had to characterize David, it was an OK month. Our overall tire volume was down 1% versus last year, down 8% versus plan that was primarily driven by the retail side.
In general wholesale side, retail volume was down versus last year, but the margins per unit remained strong at 1 versus last year. Our car dealer volume was up 2.1% and we had record monthly unit sales at both Porsche and Subaru, so.
A strong volume on the cardio side. You may remember in September we talked about a big drop in our margins on the wholesale side of the business. We saw nice recovery on those in the month of October. They were up about 17% versus.
Versus September, if we look at our business by price tier, you know because most of you know we're very heavily oriented towards tier one. But year to date, if we look at our business by price tier, the only price tier where our business has grown is price tier 3.
And there are a number of reasons for that. You know there and I think there's probably 3 main ones and in in in some areas we've added some Tier 3 product and lines that are performing well and that's probably a contributing factor. Historically we we had more.
Specials, closeouts, aged product from premium manufacturers that we sold at discounted prices. We've had more of that in the past than we've had this year. Without that, you know, perhaps some of those consumers are trading down to Tier 3 product. And then I think the third factor is that as we see across the market, we talk to discount, we talk to others.
We talked to vendors, we talked to other retailers, everybody's seen consumers trade down a lower price to your product because of inflation pressure. So it's probably a combination of things that we're seeing. Our operating expenses for the month were flat versus last year, which is which is good because remember that year to date.
And certainly in the first half of the year, our expenses had had run consistently significantly above last year. So the fact that we're stable means that everybody is working hard on that. That's we'll come, we'll talk about that some more our bottom line profitability, our net income.
Was down 4% versus last year driven by the shortfall in volume, some some margin issues, but 4% decline in the bottom line is is you know it's fairly meaningful. So we'll talk more about that as well.
Overall, the latest forecast for the replacement tire market in 2025 is for the market line about 1.1%. You'll see in a few minutes that's pretty much where it's at year to date. So you know, not a this is a business that typically on average grows, you know, 1-2 percent a year.
Year, sometimes 3%. And so to have it to be to have declined by 1.1% is, you know, is clearly a indication that we're not operating in a very robust market.
As I mentioned, you know, fourth quarter ski for us and you know hopefully like me, you're praying every day for snow. Our our this is a look at our daily volume from October one through.
The 11th of November blue line is 2025, orange line is is last year. You see you know we've had a number of periods on this graph early October, mid-october, late October where the blue line this year was trending below on a daily basis.
Last year, a few periods where it was better and then of course we had the snowfall last Sunday and we've seen since then pretty significant growth. We look at our, if we look at our November volume by business, I think our our year month to date.
Our retail business is up something like 6% versus last year. I think the car dealer business is also up about the same amount up to date in November. So you know, hopefully we continue to have weather to remind consumers, many consumers who probably postponed buying tires because of the inflation pressure.
That that weather reminds them that they they have no choice, they need to, they need to buy tires at the bottom. Just a reminder, you know how important Q4 is to our business. It's 29% of it. We look at our annual top tire volume. Q4 represents 29% of our tire volume.
It represents more than 40% of our fitted wheel business. So, so you know, we we never consider here the year won or lost completely until we get all the way through Q4 because there's a lot at stake.
OK. Let's talk a little bit about the market and business performance. Woody Rogers is I think on an airplane right now, so he delegated to me the market slide. There's really not much new to add beyond what we've already said. If you look at this table on the left, you see that the market year-to-date is down 1.1% as we just talked about.
Where it's projected to be for the year, our retail business, this is only our retail numbers. Our retail business year-to-day is down about 2 1/2%. So we're we're slightly worse than the market when you do the math and I had to do it myself just to make sure the math works.
The due to rounding and so forth, our share is flat. We're at 1.4% last year at this point, 1.4% this year, even though our our volume is actually down a little bit more at the market. But the bottom line is we're not winning and gaining share at best. At best we're holding flat.
in a in a difficult market.
David.
Thanks, Scott. So this is the sort of the snapshot performance that we've looked at in prior months and I just want to briefly review some of these key indicators and how those are trending for us. So as you can see the injury rate, it's sitting at a 7.6% increase over plan, but that is actually a significant decrease from where we were sitting last month.
And and likewise the variance from a year ago has also improved. So you know we're we're continuing to see improvement in that from from prior year and and from plan several ways to go to to meet plan but definitely turning in the right direction. The 86.1 on the customer delight index Corey will dig into that a little bit more but it's due.
We want to let everybody know that typically this is our busiest time of year and and we're tending to get more complaints and really what we're seeing is that number really holding strong and and really that's everyone from the warehouse to the teams on the phones to everyone supporting behind there helping to contribute to those positive numbers that we're seeing.
Scott's already alluded to the tiring wheel units being down in total volume compared to same month last year, which is pulling those numbers down a little bit. But as he noted also we are seeing some improvement in the month of November.
As you look at gross margin, once again that is also really kind of flat to down a little bit from for year to date from prior month due to those challenges that we've been talking about particularly on the the wholesale side in prior months that we're slowly trying to to claw that back for the year.
As you look at SG and A, that actually improved a little bit over prior year, excuse me, prior month. So last month I actually had those sitting in red and I changed them to yellow because while you know through the past four months we've been at or below the prior year operating expense, you know.
We're not where we want to be yet, but we're definitely, you know, working hard trending in that right direction. Really that that's not one area, one group. That's it. That's a collected effort of people, you know, looking around saying how can we be more efficient, how can we innovate and do things better that lead to those savings and finally the net income change that Scott.
Alluded to earlier as well. You know that unfortunately those are red, those are not trending in the right direction yet, but we still have a lot of opportunity left between the months of November and December to shrink those a little bit.
As we move to the next slide, these go back to the first town hall that we gave and it was intended to give a little bit of a historical trend and and so we want to give an update on that. And and the message I want to give through here is that top left is that consolidate EBITDA, that's really that net income line with a few items added back depreciation.
And primarily there and what you can see there and with the others as well, that's really flat and you and you saw a flat for several years, same with the gross profit line right below the dark green that was running flat and I'm going to skip to the the far right on the the tires and wheels orange line and that was running relatively flat.
Two, but what you're what you're seeing on them then is a when you go from 24 to that that 25 point at the end, you consistently see a slight dip in in three of those four where you don't see that same dip is while.
close to flat, you you see a slight increase in that SG and A. And so that goes back to what we're really working hard to control because that dip in ABIDA this year is about a $13 million decline over last year. So when we have these other areas declining and those expenses increasing.
That that does not set us up well to to continue to win in the future. And so we've got to turn the tide there from what we've the trends that we've been seeing.
OK. Thank you, David. Let's talk to, I'll turn over to Corey in just a second on customer satisfaction. But you know one of the things that and we'll talk more about with all of you when we share kind of our the output of our strategic plan, but I think you know we look about.
We look at measuring some of the most critical elements long-term for the business. You know, we think there's this virtuous circle that we want to create that starts with making sure that we have completely engaged employees if our employees are engaged.
They're going to do extraordinary things to serve our customers, Dr. customer satisfaction. And as we satisfy customers, we'll have a business that sustainably grows profitably. As we do that, we can help employee dreams come true and we just continue this virtuous circle of employee engagement, engage employees who serve customers, drive business.
Growth and allow us to further invest in our employees. And so I think as all of you know and as you saw in the slide David just showed our our our customer satisfaction is extremely high here. We you know that there's always good news and badness for that good news that we have outstanding customer satisfaction that's a point of.
Differentiation for us. The only bad news, and it's not even really bad news, is we just have to be careful we don't become a place and then say, well, you know, chat done, we've satisfied our customers. We need to continue to mine opportunities for improvement. I think that's one of the things Corey is going to do for us is really.
In and understand what are the major drivers of detraction for those consumers that are not satisfied. So Corey, I'll turn it over to you. Thanks, Scott. So detractors, just to give everyone an overview, detractors are customers who gave us a survey of a zero to A6.
Each survey is bucketed into a primary and a secondary reason. We summarize these based on an eight-week rolling period to stay relevant. Our top three buckets are shipping and delivery, installer experience and product.
And then within within each one we have the we have secondary reasons outlined here and then each bucket is over overseen by a team. So in this case shipping delivery would go with our logistics team. Installer experience goes to the installer support team.
And product is with the product team.
Yeah.
The quotes, I mean, you know there, I guess people, people can read, but I think, you know, I think what we can say is that.
We've been looking at broken out this way, I think Corey, for the last couple months or so, and these have pretty consistently been the kind of the three, three in this order, specifically shipping and delivery is our primary.
Driver to traction, correct. Correct. Installer second and product third. So we haven't seen a lot of variability, but I think it's, you know, it's a much like we did with Converse. And the reason we share this is 1 to inform everybody, but also.
To solicit your your thoughts, your ideas of you know if you if you see areas where we can do better, where you have suggestions or ideas, things we can do differently to try to help address these these area to track areas of attraction, that's what we want.
So we don't want to be complacent. We need to find ways to improve in all areas where customers aren't satisfied.
Right, Brendan, retail conversion. All right, next slide please. So I want to give everyone an update on our efforts to improve conversion rate on the Tire Rack website. First, I'd like to acknowledge and thank everyone who submitted.
Ideas. After the October town hall, we got over 50 suggestions from about 20 people. I broadly bucketed them into four areas. They were in customer trust, fitment, installer experience and the website experience.
You can see some of the ideas in there and a lot of these overlap with opportunities that we identified in a meeting that I'll tell you about in a moment, but just taking, you know, a look within customer trust suggestions that we provide stronger guarantees or.
Clear promises about what we can, about the experience that customers will have when they come to Hireac. Several suggestions that we come up with a loyalty or a membership program of some sort. And that's something that we're definitely taking a look at. Woody and I have in there and have some ideas that are kicking around.
Nothing super concrete yet, but there's more to come on that and and also an idea that we add potentially salesperson profiles to our website or potentially customer care. I think that's a super interesting idea. I need to speak with the teams and and think about what makes sense there.
But you know, we see other websites like Crutchfield for example, that make a really good use of this and putting their employees central, central to the experience. They personify the experience to the customer and they provide that they they help to.
Humanize, I suppose, those websites. Yeah, personal. Personalize it. Yeah. Bunch of ideas around Fitment. How can we use our unique capabilities around Fitment to really drive some to keep improving on the experience and to do some unique things?
Suggestions around installer experience and then the website. So thank you for all this suggestions and a number of these are consistent with ideas that we've come up with in discussion with the web team. If we go to the next slide please.
So yesterday we had our first ever conversion day. This was a meeting where we had about 20 people from six apartments to take a step back, look at the numbers, look at the customer feedback and think big about where the opportunities are for improving the customer experience on the website.
So that we can improve conversion rates. From my perspective, it was an excellent day. We had lots of engagement, lots of idea sharing and and we really sort of blamed it on five key customer pain points that we think we have.
Concrete ideas for improving. Those are summarized in the journey map, which is all we can see on the next slide if we keep going.
So the user experience team put together this journey map and we've used this as our sort of framework for thinking about what is the what, what are the different phases in the customer journey, what are our objectives in presenting the website to customers in each of these phases.
What do we think the pain points are, the primary customer pain points and what do we think we can do about it? And so you'll see that there's four phases here. It's welcome, fitment, consideration and purchase. Obviously in reality, many customers take a very non-linear path through the website, but what we're trying to do here is conceptualize.
At a very high level, what is the function of different? What is the customer journey? Some of the key customer pain points, which I think overlap quite a bit with points that were made in suggestions, were whether you whether I can trust Tire Rack when I first come here if I'm new to Tire Rack.
Am I in the right place and can I try tiring? There is what the UX team, I think called the road to nowhere where customers, they just want to see a tire at a price and they're just ripping through the vehicle selection and they're getting to results that are not really relevant for for them.
There's concerns about and evidence of information overload by the time you get to the search results and in questions that we see coming from customers when they call our phone teams about why we're recommending a particular tire. So all of those have opportunities that we think we can do.
Do something about and then once you get into the purchase phase, there's concerns as we know about the installer. Can I trust the installer? Can I trust the delivery of the tire to the installer? Am I gonna get the price that's expected, etcetera? And and then there's.
You know, there's additional steps that are needed to actually complete the transaction. Corey pointed out that we get questions from customers. Where's my stuff? And they never actually placed the order. And I just thought that was a really interesting it's enough that it's bubbled up as an opportunity. These are customers who intended to buy from.
But it just didn't finish the process. So at the bottom row there you can see some of the like very high level what the opportunities may be. Next steps here are that Tim joins and I and other strong various.
Parts of the the company are gonna, we need to turn these into projects and so we're going to start with the concepts that were that were sort of fleshed out in the meeting and some of them are going to be some research, some of them are things we can get moving on like trust messaging I think.
And we need to convert these into projects that then will become the road map for improving conversion on the website in the next couple in the coming months and years. So I want to thank everyone again whose suggestions still still very interested in your ideas.
I hope this, this, this journey map is useful as we're thinking about how how to centralize the customer experience and where we're going to be focusing our energies to try to improve conversion rate. And last, I just want to thank you for participating in conversion day yesterday. Awesome.
Session and I think we got a lot out of it.
And one of the things we talked about is how do we, excuse me, right in the middle of the presentation, how do we help our employees or encourage our employees to interact with the website and experience themselves?
Yeah, that's a good point. So I think it's really important that we have more people, more, more of our employees using the website and on a consistent basis. And I do want to put some more structure around that, but the easiest thing you can do.
Is to go use the website as you are, as if you were a customer for your own tire needs and your family's tire needs. If you have a friend who's like, you can go right into the AS 100, but you're gonna learn something different by walking through the website as if you were a customer.
So that's like the the simplest thing I think we can all do is get out there and start using the website. You'll find things that look, try to put on the beginner's mindset and think about what you're seeing. And I think you'll find some interesting opportunities and by all means like surface those we'll and we'll we'll put them on on the.
We'll prioritize this. I want to and again working with probably customer care and phone sales, I want to put together some personas or something that we could start to use. I've seen this approach used in the past where you are emulating you're you're playing the role of.
Person XYZ situation whatever right as you go through the customer journey and then that can be a very useful tool tool for for seeing the website through our customer's eyes.
So more to come on that last one. Excellent. Thank you very much, Vernon. All right. Just a couple of future topics that we'll be talking about in in upcoming meetings that we discussed a little bit, but in the month of December in the town hall, you know that'll be the time for us to share.
The 2026 ambitions and priorities, we've done a fair amount of work on that already. In fact, we presented an initial version of that to discount tire a week or so ago, and we can give you at least a heads up that the theme for 2026 is going to be.
All about improving our financial performance and organizational efficiency while building the foundation for profitable growth. So you know, based on what we've shared already today and other town halls that that that theme probably shouldn't surprise you, but we we'll go deeper in.
The 2026 ambitions and priorities, something we've talked about in previous town halls and we owe you a response to is the the work we've done on strategic planning that we started back at the end of August and.
We want to come back to you and find the right form because I don't think a town hall is going to give us enough time, but to come back to you and share the output of some of that work. You know where we talk about things like our purpose and mission, what are our core strengths, what are our unique capabilities, what's our ambition 10 years from now, what are some of the choices we want to make and where?
To play how to win and and come back to you and kind of close the loop and do that hopefully in a in a in a very, you know, kind of high level engaging way for you to not only understand it, but to ask questions to challenge.
Want to get your thoughts and your input on that. So we'll be talking as a team, you know what's the best form and timing in which to do that, whether that's between now and the end of the year or early early in Q1, but we we want to come back to you with with that information.
Let's go to maybe the Q&A and then we'll finish with our conclusions, conclusions, conclusions side at the end. I we didn't mention up front, but I think for those of you who are online, it's like we've got about 300 people online which is down a little bit. We may have lost people due to the.
Shift to the knowledge center as the way to access the the town hall, but hopefully we'll get that squared away for next time. But if anybody has any questions, I don't know if there are any in the chat right now, I could there's not.
None of the chat right now. If anybody has any questions, you can either put them in the chat or you know, raise your hand, jump in, whatever's easiest.
Family here, so no, no worries. Let's see.
Carmelo, are you? If you scroll up there, are there are those? Oh, this is about, yeah, OK, audio. OK, got it. What about customer service? Who is that? David. David, is that a I I'm returning to read that live talk quest. David talk quest. He's an endorsement of the idea of putting a human graph on your website. So.
Yes, agreed. I think it really helps, especially in the aid of AI. It helps to show that there's a human. Yeah, exactly. When people, a lot of people have some distrust about about AI, any people on it is is great. But the next one there, Alexander.
Uh, OK.
To AI agents and we're expanding on David's. OK, yeah, great. All right, super. And when will the warehouse go paperless? Do we have a timeline? That's the same question I've been asking. What's the who's got the answer for that one?
Guess I could speak to some of that. Uh, I mean with some programming request, but uh, yeah, it's it's a priority. It's back on the uh.
Project priority list for next year to make the holding stuffing or 8 1/2 by 11 invoices with every single order. So great opportunity things there we need to solve for.
Including some type of packing slipped with slipped with every order for our customers to orders that ship to installers so they know what they're receiving and our wholesale customers.
Products on the single order, so there's a few things to sort out with.
Making sure we provide the correct information to to the customers, but.
Just take some software development, Ted, what Jeff's saying too, I don't think that's just a focus for the warehouse. I believe that's, you know, we're talking about opportunities for that within the office, across all departments, you know, where can we do little steps to to.
Turn that into perpetual savings. Yeah, I mean we we we we mail a lot of stuff to customers today and you know if you think about is that we're all consumers right to buy stuff from Amazon. If you bought something from Amazon a couple weeks later you got a mailed invoice. You said you would think what's going on here and you might even you know question the.
How modern up-to-date Amazon is. So you know, I think there's there's there's obviously some work that has to be done to get through these. Jeff, to your point, you know whether it's IT programming, changing customer behavior. So we have to, we have to make sure we do it carefully. But I think it's something we really have to look at from a cost and efficiency standpoint and and by the way.
An environmental standpoint as well. Sending the paper to people in mail is probably not the best thing. So OK, on commercial topic, is there a process to follow up with customers that leave items of the cart that think they bought something but didn't in fact?
To that question, First off, this is this is a fantastic use case to go through on the website and you can go see, right? So you can go back up that process cart and then what you'll find is if you're logged in, we will have your e-mail address and you'll get an e-mail that says I think it's the you've left something awesome behind.
So there is, there is a process, but I think you have to be in Tim or somebody can confirm this, but I think you have to be logged in to to get that.
[image: ]
Tim Joines   30:28
Yeah, you we do have to know your e-mail address and you have to agree to receive marketing.
[image: ]
Carmelo Rosario   30:30
And again back another plug, just what we talked about a minute ago, I I really would encourage everybody and and maybe people already do it, but go be a consumer online, search for stuff on on on our site. You know when when I used to work in Michelin.
My worst nightmare was always when a family or friend called me and said, hey, what's the Michelin tires for my vehicle? And what I would do is I would first thing I'd do, I'd go to tire rack. I'd go to Tire Rack and I'd search so that I could try to explain, you know, what was really the difference of the Michelin products.
And then I would get there and I'd see, you know, two or three that were, you know, fairly it could work and closely. And so then I would call somebody from Michelin who was an expert and say, you know, what's the difference between these these these tires? And now when they call me today and now that I'm a Tire Rack and say, you know, now all brands are possible.
What should I put on my vehicle? I sweat even more because I I can get down to four or five, but I can't. I can't tell the difference. Honestly, it really explained which one's the best one. And so you know, maybe that's just me, but if I would love everyone to go through the process, pick a vehicle.
And you know, pretend somebody is, you know, sitting there saying tell me which is the best one and see if see if you can do it easily and efficiently and and it can't, then it's not necessarily something wrong with our site, but I think it suggests there's an opportunity for improvement and I think the more we all experience that.
More ideas we'll generate and we can funnel to Brandon and Tim, the teams that are working on this and and hopefully help drive progress. So is there a project around this topic to be answered that could be shared? What was that could be shared about just above Tim's, Tim's point, that's the AIA system.
What about Alex's comment here about the A I assistant? Yeah, but right right here from Ski, isn't there a project around this topic that progress can be shared about?
Yeah, yeah, yeah. So yes, there is a project and more will be sharing this soon, but yet we're we're Miles Spartan and.
Uh uh Dylan. Uh to get a Dylan on Robert Rain 2 team are working on an AI chat assistant and the idea here is to be a um a.
Chat interface essentially to all of the great stuff that Tire account to offer in terms of information and Tire recommendations and I believe we're going to have a version that can be shared internally for yeah, employees to practice with and provide feedback on.
In the coming weeks, so more more to come on that and this will be a topic I think if we have room in the December agenda for the time all week. There's a question from Asher about is there consideration for focus groups from different departments across the company for those who want to get.
To be part of helping move change forward with possibility that person brainstorming sessions to encourage faster decision making. So basically the question is if if the employees as they get engaged with this topic of conversion that we've we've raised, they want to, they want to participate, they have ideas, how should they follow that to us?
Um.
So is this, is it on, is it specifically on conversion, is your question just about conversion or is it more broad about other suggestions, ideas of of progress in the company if you want to go ahead and voice your clarify that for us?
[image: ]
Robert Gehres Tire Rack Wholesale   34:07
I would.
[image: ]
Asher Clingan   34:11
Yes, I would say that would be any, any.
[image: ]
Carmelo Rosario   34:12
Yes, Carmelo and Mike's actually there.
[image: ]
Asher Clingan   34:16
Yes, I'm here. Can you hear me?
[image: ]
Carmelo Rosario   34:21
We are. I think we, I think you're trying, but we can hear you. Maybe it's alright. There we go. No, we got we got you. Go ahead, go ahead, go ahead. Yeah.
[image: ]
Asher Clingan   34:23
OK. OK. My you got me. OK. Yeah, I would say that would be for any project across the company, especially new initiatives that may require different insights from different departments that we were not as closed off as we used to be.
[image: ]
Carmelo Rosario   34:42
I yeah, I think it's, I think it's a great question. I think, you know, one of the things that Brendan kind of reported out from the conversion day, we had another meeting this morning where he kind of reported on a conversion day. And he said that one of the things that a lot of people said in the meeting is, wow, you know, it's really great to work.
With the transverse group in a transverse way, cross-functional way and and I think your point is exactly right. We need to find more and more ways to do that and make that kind of naturally how we work. Now specifically to your question, you know do have we thought through a a process for doing that and.
Brainstorming session. No, we have not yet. But I think it's something we need to we need to think about and we need to think about how do we open it up and just encourage people to come forward with ideas, suggestions of of anything, whether it's conversion, whether it's we we want and and you know to me the 1st Ave. of that would be until we formalize something is.
To do it up through your manager if you've got ideas, suggestions, you know we we we by all means want to tap into those and we certainly can think through you know how do we is is there something we can do more formally and I and I think you know one of the things that as we've.
Last time in the town hall, we talked about an adjustment we made to the organization and we, I don't know if we wouldn't talk much about the governance, but one of the things that we want to do is.
Prioritize key initiatives and and engage the organization more in those initiatives and I think that's really will be the forum for doing what you're describing here. You know Brendan's talked about conversion. We've launched something cross-functional. We're going to have other critical initiatives. We had a discussion this morning on on one around data will cross-functional team is working.
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Robert Gehres Tire Rack Wholesale   36:08
2.
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Carmelo Rosario   36:28
Working together and and we will continue to to to find more of those opportunities and find ways to engage people in the organization and and ask people to raise their hand to volunteer. You know who wants to volunteer to be part of one of those teams around a particular topic. So you know I think I think your point is well taken. We we don't have it figured out yet.
But there's a commitment to to continue to make you know that way of working kind of the the standard. So I don't know if anybody else from the team has anything to want to add to that, but that's, you know, that's kind of where I think we are right now. Yeah, I mean this might fit in with next month when we talk about the strategic initiatives and the outcome of the strategic planning.
Sessions. Um, making sure that employees know who to contact on a given initiative if they are interested in participating. Yep, might be, yeah, a vehicle that we could use to do that. Absolutely.
OK, let's see. Given the even numbers we're seeing in this meeting, is there any reason for us to be concerned about headcount in 2026? You know, look at what what we say, Mary, is that we need to, we obviously need to.
Get control of our SG and A. We can't have a business where the SG and A is growing faster than than the top line of the business. At the same time, you know our company, like any company, has a lot of attrition, natural natural attrition where people retire.
They move for whatever reason and you know we we believe that we can do what we need to do without reducing headcount. Now what we have to be careful of is not to continue to add headcount. And So what we what that means is we have to be able to.
Drive organizational efficiency and and and reallocate resources, re-skill people, but try to as a first step, you know, stabilize our headcount, not add new people and in some cases take take advantage of of attrition.
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Robert Gehres Tire Rack Wholesale   38:31
OK.
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Carmelo Rosario   38:33
So that we're able to reduce our SGNA. But no, you know as we sit here today, we have no vision or ambition of saying gosh, we have to reduce, actively reduce our our takeout headcount. But we certainly need to control our SGNA and that and that that involves everything that involves.
You know overtime that involves not adding people that that are not essential. You know one of the things we haven't talked about and it's a future topic that we do need to talk about is you know some of the drivers of of our SG and A certainly headcount is a big one.
But you know if we look at this year for example, our healthcare cost for our company is up 27% versus last year, huge, huge number. And so you know we have cost that even if we're not having head count that are that are growing.
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Robert Gehres Tire Rack Wholesale   39:11
OK.
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Carmelo Rosario   39:25
And we need to be able to offset those and it's why we need to to to stimulate growth in the business because if the business isn't growing and we have costs that are growing, we're going to have a problem. And if we don't, if we don't fix those things over time, we won't have a choice. We will have to reduce headcount, but that's certainly.
Certainly not on the horizon, but I think, you know, I think this year 2025 is a wake up call. I think for all of us that we have to find ways to drive organizational efficiency. And that means we need to challenge the way things have been done, find new ways to do things, find efficiency.
[image: ]
   39:52
OK.
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Carmelo Rosario   40:03
And and not be fearful that, oh gosh, if I stop doing this thing that maybe isn't value-added, my job's at risk. You know, the values of this company are such that if we have opportunities to to eliminate work and eliminate jobs.
We will, we will reallocate people, we'll find new opportunities, we'll invest in helping reskill people. So we we don't have to let people go. But but you know your questions, it's a fair one in the in the environment we're in and it's one that we need to address.
Uh, through, you know, driving organizational efficiency.
OK, if we Scroll down uh Jax, what is the current customer opt-in rate for marketing emails? SMS Is there a project to grow these opt-ins?
Buddy is not here. Does anybody want to take a stab at answering that question? Yeah, or someone on his team might have that number.
Uh.
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Tim Joines   41:02
I I don't have the number on that, but we do have a we do offer that and we do have work projects in in process to help improve that, get more people to log into both to accept both.
[image: ]
Carmelo Rosario   41:20
Blake, you want to rather than me reading the these Blake or or you want to pose your question there?
You you there still?
OK, Phil.
[image: ]
Blake Highfill   41:32
Yeah. So a lot of customer, a lot of consumers use our website to view whatever information we have about the tire, right? Comparing XY and Z because they've gotten a quote from a local shop. So just an idea to drive sales, you know, if someone's not putting in their vehicle information, they're not.
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OK.
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Blake Highfill   41:52
Putting in their tire size on the website, they're just looking at X particular brand and model of tire, throwing up on the screen as they're reading that, you know, a top three popular sizes in that particular tire, whether it's a KO3 or Mt, whatever it is.
It's saying this is the price, you know out the door for four just to have in their head. You're you're looking at my website to view that tire, but you also are seeing my price as well. Does it compare to your local Installer or the local place that you got a quote on?
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Robert Gehres Tire Rack Wholesale   42:28
2.
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Carmelo Rosario   42:32
So I believe there is a project underway to and Tim correct me if I've misunderstood this one, but to give viewers of entire information page the ability to select their size. Whereas today you can't if you have, if you don't have a size selected, you can go look at the product but you can't see pricing.
Not having chosen the size and I believe there's a project in a way to add that in.
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Tim Joines   42:57
Yeah, we do have that now. So if you land on the page without a SKU we we have a button to start the search. But you can also go to the the sizes tab and see what sizes are available and pick from that.
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Carmelo Rosario   43:14
W one of the one of the well one of the questions. I'm not sure it's a legitimate question, but one could ask that if you want if you want to keep people for just from just using this for our data and our research results.
You have to give us, well you have to give us information in order to get access. The problem is people are very creative in just making up innovation. Information is you know Mike talks about all the time the the the most the most searched zip code is 902 9021090210. We use so you know what but but you know.
Maybe even asking for an e-mail address, you know they're gonna make that up too. So I don't know if that's the solution, but but I do think, no, it's it's a it's a good question. Like it's a little similar. Amy, Amy, Amy, do you wanna we've talked about this one as well.
Amy's question there about if I just, you know, if I can't I just come in and select the tire brand in size without any of my vehicle specs. You can. Yep, it's there. You can't check out and with an installer.
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Tim Joines   44:18
You can, yeah.
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Carmelo Rosario   44:23
Don't have a vehicle than that you can buy without vehicle. We have many people buy without vehicle. So Amy, what's your what's your point there? Is that you want to buy without cause you know the risk we have if we don't ask for the vehicle information people can be buying tires for to put on a vehicle that.
Tires aren't appropriate for and they may or may not know that, right? So that's why we want the want the vehicle specs as well.
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Amy Everett   44:48
Yeah, sometimes the my situation is I know what I want. I have. I've already decided. I know the size that I need. I know exactly what I want. I just want to see the price.
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Carmelo Rosario   45:02
You can do that. Yeah, you can search by size. You can search by room diameter that shows all the different sizes and like room diameter. Or you can search by brand. You're you're right that the fault is vehicle, but in in really every iteration, including on the mobile.
The other search sheet default is tire size, so it's either vehicle or tire size.
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OK.
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Amy Everett   45:26
Thank you.
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Carmelo Rosario   45:28
OK. Thanks, Amy. Um.
Todd, Todd Rhodes.
Uh, is that a question you're I think you're just giving a feature answer. OK, Todd, you get to the question like you.
Rock. Next question. Or would be a wish list or saved items on the website to be able to save and or share tires and wheels? Yeah, I think Todd answered it. Oh, I'm sorry. That's all right. We're good. These are just going on. Yeah, there you go.
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Yeah.
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Carmelo Rosario   46:02
They or gift registry, right? Maybe. Maybe they'd because they're that's all the shower registry, right?
[image: ]
Tim Joines   46:10
You can save them from later from the product detail pages also as long with the cart. We we don't have it on search results because those tiles have a lot of information on them already and you you do have to limit what you show on those tiles just so it's not an overload for the customers.
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Carmelo Rosario   46:27
It's question about and we see a a, you know, peak in demand or after snowfall. Is it winter or all season tires? I don't. I we do know that. We know that. Yeah, we do know that. Winter was up in the last couple days. She geared.
Retail. Yeah. One thing that's up a lot is non winter 3D pump snowflakes. That's been up the whole year in units particularly retail. That's like frost climate or weather peak or weather ready. You know the ones that.
Are kind of legally winter tires in Canada, but are all season. Now the past seven days winter up 34% at retail and non winter up 5 1/2%, a total of 11.6% of tire shift last seven days, right? So very skew to winter, but I think you know I think.
Your point is well taken that you know we we continue to see over time, over long periods of time the all weather segment growth certainly outpacing winter and that's you know for us that's not necessarily good news, right. We talked about up front more than 40% of our of our mounted wheel and tire packages are winter packages that take place in the in the fourth quarter.
So you know, we we want to continue and I think it's it's something, it's an obligation that we have and it fits with our position of being the trusted expert. We need to remind consumers why, you know, there's a difference between winter tires and all weather tires. That doesn't mean that.
Everybody has to have winter tires, but we need to remind people of the difference so we don't get everybody coming convinced that, you know, all weather tires are good enough. So and tire wheel packages were up 16% the past seven days, yesterday up 46%.
They were. They were very busy in the warehouse. Thank you, warehouse, getting those packages out the door.
OK, where are we at? Can we emphasize Zach? Can we emphasize the two year Rd. hazard program on the website? Most companies charge extra for this. Yes, yes, yes, literally can.
We also need to make sure that that road hazard experience for the consumer, if they have an issue, is a good one.
Um.
Next question.
A time discount if they don't buy the tire. We don't discount. We'll we'll tell them is if they they come back we'll we'll charge them extra if they didn't buy, you know, run quickly. What tires should we use to get an automated e-mail asking them?
To check the tread net lately. So yes, since so Kelly's question is about you know our CRM, our CRM plans and how are we engaging with consumers over time. I think you know we talked a little bit about, I don't know if we talked about that in previous time, but this opportunity to.
To engage more with our customers. And I think, you know, Kelly, that's an opportunity. I know we do have some emails that go out. I'm not, you know, one of the things that's interesting if we had more information on our consumers.
And their vehicle where they lived and able to leverage discounts, our data, we could imagine a point down the road where we're act, we're actually able to predict to some degree when we think they might, you know, be at at at at midlife of the tire, end life of the tire and actually send them an e-mail. But that's kind of the Holy Grail.
How do we predict and and let them know that they need to prepare and plan for their next set of tires? I I think you know step one is probably finding a way to engage more with our consumers and then step two is to be able to do just that, to be able to predict and and help them. But I think.
I'm not sure exactly the time, the exact time frames that we e-mail our consumers now. I think it's a fixed time frame. We do send an e-mail like this, but I think it's a fixed number of years after we'll sale. Someone on the call might have to opt in. They have to opt in as well to receive the emails.
Yep.
AJ's next. A lot of people come across the the question of her entire rack of orders is going to tire. Find a way to get people to know we sell retail to individuals that are not just wholesale, etcetera could help. Certainly you know awareness, you know we're.
This guy has a little bit of advantage of the fact that they have 1200 plus retail stores all over the country and you know a lot of visibility there. We're not as visible, but certainly and that's part of what we need to continue to do is is drive awareness of of the Tire Rack brand and Scott, does this relate to South Bend only? I mean that's where it could be I find locally.
People have no idea they can get tires put on here. People have lived here for 25 years. They have no idea that we even do that here. They drive by the big building. No, they they must be wholesale. So the the community in general, I think that could be made more aware that you can get tires put on here and it's it's hard to find that.
How? Unless you know somebody here, how would you know that this building is a retail? It doesn't look like a retail store, no. So I think there's. I mean, this is a very partial answer to that, but we did. We can't find the retail store on Google Maps now.
Yeah, that wasn't always the case. And so I'm just gonna check tires near me.
We don't show up on like manufacturer's site often you go to Continental, you go locator, we're not there as a dealer and you go to others. So that's there's work to be done there. That's a good point. We need to let people know that we're here and another assignment for all of our employees. Tell all your family and friends that we have.
I mean, it really does help. No, it's the main games. So if you've seen the the Apple Rams, I guess that called my friends from around the country. Ashley, you have another question.
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Asher Clingan   52:35
Yes, I I put in there. I I know we offer manufacturer rebates as incentives to buy, but is there a reason we don't offer like special sales for holidays or back to school to suggest to buy now so they don't miss out on savings?
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Carmelo Rosario   52:49
We do. We have a big Black Friday sale coming up and was very successful last year. We'll do that again. We're not doing the and at times we do a it's called pillar promotions like discount tire would be around 4th of July, Memorial Day, things like that.
Where they'll be instant rebates and supply that funded by the manufacturers given period of time, maybe over the weekend, three or four days, not specifically back to school, but.
I think they called fuller promotions that are gonna work no time TR and we participate in those.
Robert, Robert Howard, your question.
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Robert Howard   53:30
Yeah, I was. I was just wondering if we were doing different efforts on our media teams with like YouTubes and TikToks and different things. I know personally I have a 15 year old and 11 year old and the crazier the content is, the more views that they're getting. And I'm not saying like off the deep, but if we had videos and things.
Things that would turn around and show the difference of stopping power with a winter tire versus a regular tire. And and I do mean where a car hits another vehicle showing what could happen. Those things would drive more things. We're also having a younger demographic of drivers coming in. I got a 15 year old. I know a few other people who their children are getting ready to drive.
Are we pushing efforts to these younger individuals or are we just leaving our demographic at our existing consumer base? I know that we are trying to grow, but we have a number of new users and new car people coming in and most of them don't know Tire Rack.
So unless they're a part of the brand and they knew the brand from their parents, we're not growing in that side. And with social media, A I and different things, pushing those advantages and different things in those places with crazy abilities would be better for the brand.
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Carmelo Rosario   54:42
Yeah, I think Robert Luke.
It's a fair point. You know obviously we we we want to, we want to find a way to reach younger consumers. At the same time you know we're we have a certain segment of consumers we're going after that we call the one consumer and we have at some point you know I think we can share in more detail but.
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Yes, Sir.
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Carmelo Rosario   55:02
These are consumers that are more discerning. They tend to be more premium oriented. It doesn't mean we want to find a way to engage and interact with consumers when they're younger, but I'm not sure you know who we are and what we do is you know that the first time young consumer is our is in our target now are.
Are there ways for us to, you know, we do things like teen survival driving schools and you know, try to find ways to get our brand name out to consumers when they're younger. And I think we need, we probably need to find ways to continue to do that and and and to do that more efficiently and to do more of it.
But I think, you know, it's a fair challenge, but I think we have to, we have to reconcile that. How do we go reach young new drivers with the consumers we're targeting and how we position ourselves today, which is not necessarily.
You know to those consumers. So I'm not saying, I'm not saying I disagree with your your your question or challenge. We have to we have to reconcile with a limited set of funds and to drive awareness who do we want to go after, who do we want to target and and where do we want to spend our money to to reach what we think are the most.
Likely and valuable consumers for for us, you follow me. So it's something we need to think about and Woody's not here represent the marketing organization, but I think that's something that's part of our awareness generation and.
And consumer engagement plans going forward, we have to think through.
About four minutes left. Did you want to go to conclusion or take one more question? Danny, let's go ahead with your question here. What do you got?
In stock.
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Danny Sayavong   56:49
Yeah. I was just wondering if there would be like any benefit to display like with tires that we have our specific warehouses and in the event that a customer may want to pick up same day like.
You know, customers that we have here locally or California, wherever our warehouse is basically.
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Carmelo Rosario   57:11
Used to be. I mean, it's not there anymore. It used to be a box pickup today was an option. I don't know. Yeah, if you have your zip code in there, I'm sure it's still there.
Disappeared at some point. But that's a good idea. Yeah, yeah, thank you, Dan. It should. It should go farther than that. It should say you have installed today. We have appointments available at 4:00 or 3:00 or whatever day. Yeah, it should go one step further than stock. We should communicate or get mobile install available.
As early as tomorrow, right?
OK. So for the question we didn't get to, we'll we'll follow up with a response. Don't worry on that. We'll we'll we'll send you a response. Let's just you know kind of wrap it up. Get my slide to move here something to my oh, there we go. Just to maybe summarize a little bit of what we talked about obviously you know.
The environment is and as we look forward to 2026 and think about our 2026 plans, we think the environment will continue to be challenging. You know hopefully we see some market growth next year, but we're we're assuming sort of more of the same as we've talked about our year-to-day business performances is below plan in year ago.
In a market that is projected to decline. So you know, it's not like we're the only one suffering. Our profitability, however, is projected to decline by about 8% in 2025, which is not a trivial number. And so you know that that that's a fairly big deal because we haven't seen that here in.
It maybe ever or at least not in a long time. Q4 as we said is is really important for us and we've got to continue to execute with excellence and we've talked about some of these priorities. We'll we'll refine those for 2026 and when we talk next month, but you'll see.
Much of the same, you know, how do we drive, build a foundation for sustainable growth and you know the efforts that Brendan talked about in conversion are critical to that. How do we extract as much value as we can by optimizing our pricing and margins and taking a data-driven approach to pricing that?
That's that's that will certainly be a priority going forward. Managing expenses, organizational efficiency, I think we've talked about that, the importance of that that that that one is also not going to go away and you'll see that as a priority for next year.
As well as trying to find opportunities to drive growth in the business, new segments of growth, new segments we might want to go after. So you know, so the I think the message for all of us is good news is we still have, we still have 6-7 weeks, 8 weeks left.
Between now and the end of the year. So we need to work hard to finish strong in 2025 and in 2026. We'll work together to restore our financial performance, Dr. organizational efficiency and and and really build the foundation for profitable growth. That's what you'll hear more about next month when we meet so.
Thank you all for joining us today and have a fantastic Thanksgiving holiday and we'll see you again in December. Thanks.
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