The Modern Tire Dealer Show

Transcript: Building a Tire Business Beyond the Owner

Guest: Trevor Jensen, Big O Tires Victoria

Sara Welch, MTD managing editor: Welcome back to the Modern Tire Dealer Show. I'm Sara Welch,
managing editor of Modern Tire Dealer. Today we're talking about a challenge many independent tire
dealers eventually face. How do you build a business that can grow beyond the owner? For many
successful dealerships, the owner is the face of the business, the problem solver, the decision maker and
the person customers expect to see when they walk through the door. That can only work for one location,
but as a business grows, the same model can be a limitation. Today's guest is Trevor Jensen, owner of Big
O Tires Victoria in British Columbia, and a board member of Big O Tires Canada. Big O Tires Victoria is
celebrating 35 years in business this year. The company was founded by Trevor's father, Kevin, and Trevor
returned to the family business shortly before the COVID-19 pandemic, after spending years working in
other tire and automotive businesses, including regional management roles. Since returning, Trevor has
helped grow the business from one store into three nearby storefronts plus a warehouse, while also building
out mechanical service, expanding its tire and wheel business and strengthening the company's reputation
in the Victoria market. The dealership has also generated more than 3,500 Google reviews and maintains a
strong rating. But as we'll discuss today, those reviews are really the outcome of something bigger. A
business built around empowered managers, long-term employees, consistent customer experience, and a
service model that does not rely on one person doing everything. Trevor, thank you for joining me.

Trevor Jensen, Big O Tires Victoria: Hi, pleasure to be with you here, Sara, and thanks for having me on
this show. It's an amazing opportunity, so I'd love to answer any questions you've got.

Sara Welch, MTD managing editor: To start, can you give the listeners a quick history of Big O Tires
Victoria? How did your father start the business and what did it look like in the early days?

Trevor Jensen, Big O Tires Victoria: Well, yeah, as you mentioned, my father started the business 35
years ago. He was originally from Vancouver. He was a manager in his early years of a Big O Tires in the
Lower Mainland. And, you know, he fell in love with the franchise group, the dealer model, how the group
moved in its own form within the province, being an independent dealer, building the trust in the market that
it has. And we sort of found an area for a need for the business in Victoria. There was not a Big O Tires in
Victoria at that time. There were other players in the market. He wanted to kind of move our family to a less
busy of a city from Vancouver. So we moved to Victoria, and he opened up the store here.

In the early days, you know, it was him and a couple of guys, one location, just doing tires, no other
servicing, and he was bouncing back, from the counter selling tires to actually, you know, changing the tires
himself on the car.

It sort of over the years progressed, the business grew, became more of a staple in the city. He hired more
service advisors, managers, more technicians and really built a name for the company, you know, within sort
of our geographical location.

Until | decided to kind of follow his footsteps, kind of jump into the family business and learn what the
automotive industry was all about. So working with family can be quite difficult, especially as a teenage kid,
you know, kind of coming into this industry. So, | started in the back sweeping floors, changing tires, learning
how to do oil changes and inspections and slowly progressed from a technician into a service advisor
manager. However, that didn't actually happen within the family business. | worked within the family
business as a technician up until | was about 17, 18 years old, graduated high school and wanted to get out
of Victoria. And | thought, hey, let's go move to Vancouver. And moved to Vancouver, went to college there,
and got a job with an OK Tire.

| worked my way up with OK Tire, flipped over to Big O Tires, worked my way up into being a store
manager. And at that time, the store that | was managing, we did quite a bit of mechanical, an area that |
wasn't really familiar with.

Prior to the OK tire that | was at was primarily tires, and before that it was primarily tires in Victoria here. So |
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learned a bunch about the mechanical industry and found a bit of a love for that. So when | left being a
manager at the Big O Tires that | was at, | got hired at Midas — super familiar brand, had a little bit of a
struggling store. My salesmanship was always really key and built that store into a major competitor in the
market for tires, which they weren't known for tires, but also honing in on the mechanical side of things. So |
really got the profound love for mechanical repair and estimating and built that store into number one Midas,
regionally, and from there went into working with Midas corporately and oversaw management in multiple
stores and then realized, hey, well, you know, my family business is kind of missing the boat a little bit in
terms of procedures, software, the mechanical side of things, and | decided to, in my early 20s, come back
to the family business and build a mechanical division and implement new equipment and new tech and new
workflows, systems and it really kind of revamped the family business. At that time, we just had one store.
We implemented our mechanical side of things within that one store, and that grew to us needing to open up
a mechanical, standalone mechanical shop just sort of across the street, just because we didn't have the
amount of cars for our car count that we had flowing through the shop. So we had to scale up, hire more
techs, get an adjacent space and sort of really work into building that side of the business, which started in
2011 for our mechanical division. And then at that time, | wanted more of a role within the family business,
and my father wasn't at that position to really give that to me.

So | thought, hey, well, I'm going to go spread my wings. And | went and | worked for other franchises,
building their franchise groups up, went and opened up my own store, opened up a online tire direct-to-
consumer company, and really kind of let my wings fly with that — built some very reputable businesses.
And then my father — this is kind of getting to the point pre-COVID — my father's getting up there in age
and, you know, his drive and ambition is starting to sort of flat line out a little bit. And with the sort of
geopolitics of the world that was happening with COVID, he wanted to kind of step back. So he's like, hey,
well, why don't you come in and actually take over the business. And | said, ‘hey, well, that sounds great.” So
we relocated back to Victoria and he stepped back from an owner-operator role and | stepped in as the face.
And that's when we really went to town building our mechanical division, building our fleet division, opening
up a warehouse, getting into doing customer tire storage, sort of complementing our business with
implementing the direct-to-consumer online side of things that | built into our sort of daily business here and
really kind of ramping things up. So at the time that | left prior to coming back from COVID, we were a $1.5
million a year store and growing coming back — we were still coming back prior to COVID. We were still in,
you know, that $1.5-million, $1.75-million mark, and then COVID hit. And, you know, a lot of people say that
COVID, you know, was the worst thing to happen to their business. Some people say it was the best thing to
happen to their business. We’re on the ladder. COVID was absolutely phenomenal for us. It really helped,
ramp up our growth, in conjunction with the customer service and the marketing initiatives and B2B sort of
co-branding that we've done within the community.

And we've grown, from COVID year over year, anywhere from 10% to 20%, starting out to just shy of a $2
million a year operation prior to COVID, now pushing a $6 million a year operation in conjunction with
everything that we're doing. So we've, nearly tripled our growth in that sort of short time period.

Sara Welch, MTD managing editor: You know, you told me during the first conversation that we had that
your managers are really the face of your locations and that you see your role as supporting them so you
can focus on growing the business. | guess, how did you make that shift after you took over the business or
how did you get people to buy into taking the responsibility of being the face of the business? Like how did
you build that ownership with them?

Trevor Jensen, Big O Tires Victoria: So, you know, and that's a great point. W couldn't have achieved this
level of success or grown this much with just one person, right? You know, my father tried year over year,
decade over decade to do everything himself. And, you know, he ran a good shop, but he couldn't expand.
And the reason that he couldn't expand and why we have so far expanded is we put a lot of trust into our
guys and instill ownership with them. So, | mean, our employees here are very much like family, right? |
mean, we spend more time with each other than we do with our wives and kids. Corporate culture is
absolutely huge for us. So, you know, we treat our guys really well and do cool adventures and shop
projects and they get neat bonuses and perks and whatever, right? But, you know, giving the guys really the
keys to the kingdom or the store to run it, with guidance how we deem fit with the systems and procedures
that we've put in play with them, the training that we've implemented at the store level and kind of having
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that sort of waterfall sort of hierarchy where | have a general manager that oversees things. And we've kind
of taken like a large-scale regional play and kind of really ramped it down just to the inner workings of our
few stores. So we have a general manager that oversees all of the operations. | work directly with him.

He works directly with the store managers, and then the store managers really run the day-to-day. So, you
know, for not being a 10 or 15 or 20 or plus-store group, we kind of operate that way. So everybody has
reporting duties. We have weekly meetings.

My bookkeepers are in-house; my marketing team is in-house. We try to keep everything very localized so
everybody can work with everybody, and we can grow the business from the ground up on a daily, monthly,
quarterly, yearly basis and try to hit those accolades and targets to do better than we have.

Sara Welch, MTD managing editor: Okay. How do you start to make that shift from being the person who
handles everything to the one who develops the people and handles the broader business side of it? Like
what are those, | guess, early-stage changes you have to make within the business?

Trevor Jensen, Big O Tires Victoria:

Well, um ... trial and error, falling on your face a few times. But really, you know, coaching and instilling trust
and, as an owner-operator, the biggest fear is being profitable, not losing customer retention, being able to,
generate revenue and have a good return on your investment. So giving that ability away outside of yourself,
that level of control to somebody else is the first step, right? Because, you know, you might not have a good
week or a good day or a good month, but how do you work with your team to take a step back on what
doesn't work or, the pitfalls of a bad day or bad car count or a disgruntled customer — whatever it may be —
and turn it around, which comes for an industry where it's really hard to find good people, comes from
building your guys up. So a lot of the guys that we have have been with us, you know, for the entirety of their
career, and we'll train them from being a tire tech. Well actually, even further back, from being a warehouse
guy to atire tech, from a tire tech to an alignment tech, from an alignment tech to an apprentice mechanic,
from an apprentice mechanic to a red seal, if that's the path they choose, or it could be from a mechanic to a
service advisor to a manager, or from a tire tech to a service advisor on the tire side of things, to a manager,
and really sort of develop our guys. So in terms of employee retention, we have guys that have been with us
for 34 years, as our longest employee, 20 years, 15 years, 10 years, consistently. Even my warehouse guy
is on and off, but has been with us for 10 years. So, | mean, that in itself — because we don't have a very
high turnover of technicians or managers or whatever it may be — helps us grow and maintain that sort of
visibility with our customers to maintain that level of service and trust.

Sara Welch, MTD managing editor: You mentioned that you guys have come up with like a lot of
processes for how to do things so that everything's kind of standardized. How much of that is like
documented or how formal is that employee playbook of how to handle things? Like is that something that's
written out or is it trained directly or is it just kind of built into the overall company culture?

Trevor Jensen, Big O Tires Victoria: It's a little bit of it all. It started off with everything in my head that I've
learned from working for or consulting for or building my own sort of systems, and then spewing that out on
paper and then implementing that into anybody that's new and kind of ingraining that in them. And then from
there, kind of just verbally coaching from my experience to maybe some of their experiences that they have,
and kind of seeing where the gaps are and where people's weaknesses and strengths are, and kind of
building them up from there. And then, whenever you know shop management or you know tech training
seminars or courses come about from suppliers or independent consultants or training companies, we enroll
our guys — well, we see if our guys want to take part in it, and nine times out of 10 they do, and then we'll
enroll them in that, right? So then they're constantly learning, constantly developing, whether it's from my
head or my background or experience, their background or experience, say if they came to us from a high-
level fountain tire world or something like that, right? Where they might do things a little differently than we
do things, but we embrace that, right? You know, we're not set in stone, where you'll find a lot of
corporations are: this is how we do it, it's the only way to do it and if you don't do it my way, see you later,
right? No, we embrace change, right? So if my guys come to me and they have an idea and they say, ‘hey,
well, these guys are doing it this way,’ or ‘I've done it this way in the past,” ‘| know you guys do this this way,
but can we try this, doing it this way?’ And either it works or it doesn't. And if it doesn't work, then maybe
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we'll try to tweak it slightly so it does work, or maybe we just keep with our same systems, right?

Sara Welch, MTD managing editor: How do you think systems help preserve a family business instead of
replace it? | guess how does that sort of fit into like the legacy aspect of taking over a family business, you
know, instituting these new systems? | feel like a lot of people get nostalgic about the way it was or it's hard
to let go of certain things because it is the family business. So | guess where is that balance?

Trevor Jensen, Big O Tires Victoria: Well, you know, that's a hurdle that | had to juggle a little bit, kind of
delicately, because, you know, there's an old saying, you can't teach an old dog new tricks. But | don't like it
because everybody should be able to learn, right? It's just a matter of how you deliver it, right? So, you
know, coming in here, | didn't change everything overnight. | really held back. | analyzed, | watched, | saw
the weaknesses in the areas that we needed immediate correction on. And, before making that change, |
went to the guys, and | said, ‘hey, you know, | got an idea. Let's try this. Try it for a day.” So, I'll put all the
legwork into it. I'll show you up, I'll lead the ship on it, and then you try it. And if you like it and you feel that
it's going to save you time in the day, it's going to allow you to be more productive or profitable or streamline
your baytime efficiency or your tech time or the amount of paperwork you have to do or whatever it may be,
then let's try to get another day, so it works. How about we continue doing this, right? Some guys were easy
to embrace it. They're like, oh my God, where has this been for the past five years? Or where's this been for
the past 30 years? Or whatever, right? Some guys are like, nope, | don't like it. | don't want to embrace it.
Sure. Now | got a little bit more work to do on my end. How can | make you like it in a way, right? Or, you
know, how can we pivot your roles and responsibilities, so if this is a strong no, but you excel in 99% of
everything else, okay, well, maybe somebody else needs to pick that up and maybe your focus shifts
somewhere else, right? Without diminishing their job or their position or their role, and kind of keeping
everybody making momentum going uphill.

Sara Welch, MTD managing editor:

Okay. When you came back, Big O Tires Victoria was one store focused on tires. Today, it's grown into
three nearby storefronts and a warehouse, all operating close together. Why does that model make sense
for your market, which obviously you have a pretty unique market being where you're located?

Trevor Jensen, Big O Tires Victoria: Yeah. Well, we do. You know, we're downtown central Victoria. So, |
mean, being surrounded by high rises in retail businesses and developments and everything like that,
there's not that much automotive and there's not a lot of space for automotive shops or where you have the
right zoning for it. So, | mean, we're fortunate to have a few spaces sort of kitty corner to each other and be
in sort of a legacy, kind of heritage building. The building that we're in is from the early 1900s; it was built,
maybe even the late 1800s. It operated initially as a horse and buggy repair shop. Then, it transformed into
an auto part and manufacturing shop and then it was a tire store and a mechanic shop and then we picked it
up, so it's always in one way or another been sort of the center of automotive or automotive-esque culture
and services. But to the question, why do our businesses having multiple locations all kind of next to each
other work? | would say, to be completely frank here, ideally, I'd like everything under one roof because it
would be a lot easier to manage, especially for my guys. But, you know, we've made it work, and we've
made it work really successfully, especially, how we've kind of developed and kind of compartmentalized
and segregated everything all in sort of one company. So our customers, they're all trained, they're happy,
we have lots of parking. You wouldn't think we do, but we do. My tire and wheel and alignment shop is the
go-to for tires, wheels and alignments. My mechanical shop is the go-to for general repair, diagnostic,
overlanding, performance, accessories. My third location is our quick lube. And then we got our warehouse,
which is all kind of tire storage or distribution or whatever that side of it is, right? And it works and it kind of
mitigates the traffic, the high-scale traffic from one specific location to kind of spreading it all apart. So, the
warehouse is just going to be deliveries, getting dropped off or picked up or shipped out. The tire shop is,
the tires, the wheels, the seasonal changeovers, the rotations, the flat repairs, all that. And the mechanic is
the mechanic shop. And what we like is one feeds the other that feeds the other. So, everybody gets a
complimentary inspection. Everybody can be part of our tread program, which is tire repairs, exclusive auto
discounts, which you get priority service, you get free flat repairs, rotations, rebalancing. You get discounts
on sliding scale for mechanical services or tire services. And, within that, every vehicle gets a complimentary
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courtesy check, like a health check. So, you know, we'll check your fluids, your wiper blades, see if there's
any lights on on your dash, check your brakes, your suspension. Not, you know, a very in-depth inspection,
but checking every safety point of the vehicle and giving a customer a bit of a health check, right, to make
sure that they're safe and they're drivable. With that, say at the tire shop, we find that a vehicle needs brakes
or suspension, we'll kick that lead or that inspection report over to the mechanical store, and then they can
contact and further diagnose or further inspect whatever that issue is, and generate a customer out of that.
And vice versa from the mechanical shop: if they see anything with alignment wear or needing tires or
whatever, they'll kick that over to us. And really, the two companies — or well, the two locations — really
help build the one company up, right? So yes, we could do it all under one roof. We lack the space right
where we are to do it all under one roof. But in the unique footprint of how we operate, it works.

Sara Welch, MTD managing editor: Another thing that we had talked about previously was Big O Tires
Victoria has more than 3,500 Google reviews, which is a major proof point for the business. And you told me
that you don't pressure customers for reviews or even ask at all, that all of those have been generated pretty
organically.

Trevor Jensen, Big O Tires Victoria: Yeah.

Sara Welch, MTD managing editor: So what do you think customers are responding to the most that is
pushing them to leave you guys a review after they've visited?

Trevor Jensen, Big O Tires Victoria: Well, | think there's a lot of aspects to it, but | think the primary
(reason), and one that | continuously see come up, is the level of professionalism in service that is
generated from the guys that are on the counter and lack of pressure, right? We’re very competitive within
the market for pricing. | mean, you have to be, but we have like a no-pressure sales tactic, right? Whereas,
you might go into some places and the whole modality of their business is upsell, upsell, upsell. Well, | don't
need to sell you everything today, right? | want to see you keep coming back. | want to see your kids come
to me. | want to see your grandkids come to me. And that's sort of the generational customer base that
we've built over, the infancy of our, well, since the infancy of our business, right? As you know, initially, guys
were in their 30s or 40s coming to us with their sports cars or daily drivers or whatever it may be, and they
had kids, and they raised their kids, and now, their kids started driving (and) they started coming to us. Now,
their kids have grown up, and now their kids are coming to us. And, you know, we see this multi-
generational customer base, which is great, right? And you know they come for two reasons: they come to
see the face that they love seeing, and you know that they're going to be greeted with a ‘hi’ as soon as they
walk in the door and a smile. There's not going to be pressure. We're going to take care of them on.

every end of the spectrum, whether it's the mechanical service thing, the tire side of things, even if there's a
dealer recall or something that we can't do, out of our depth because the vehicle's too new or we don't have
the equipment or tools to do it. We’'ll take it to the dealership for our customers. We won't charge them
anything extra. We'll just maintain that high level of service with our customer base or we have great
relationships with glass shops or body shops or wheel repair companies or whatever it may be. So
customers will come to us for whatever it is, and we'll just book them in, and we'll handle it all, right? It's kind
of a one-stop shop.

Sara Welch, MTD managing editor: Okay, that's awesome. Do you feel like the Google reviews help
customers trust your team before they even walk through the door? Like for newer customers or people who
saw the reviews and decided to come in, do you get a lot of that?

Trevor Jensen, Big O Tires Victoria: We do. You know, there's a couple new customers a day that come
in, and they came to us just because of the ranking and the positive reviews that they saw online. It does
really help instill trust with new customers or within this industry, especially when we're in an industry that's
shrouded with people getting taken advantage of more or less, right? And women specifically, right? | hear
horror stories of going into a dealership or a quick lube or a mechanic shop and them not having their
partner or husbands, or maybe they don't have a partner or husband, and they're going in and, they get
hosed for all of these things that maybe aren't necessary or companies that are hard pressure sales to the
customer: ‘Hey, well, you know, this needs to be done. It has to be done now. I'm not letting your vehicle
leave and I'm holding it hostage till you fix it.’
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We don't do that, right? We’ll prioritize what's the safety concern, what's preventative maintenance and what
needs to be done later on, right? And if we can buy you some time and save your pocketbook, then 100%.
And if there are some immediate safety concerns that affect the drivability of the vehicle, we have options in
store. We have three different financing companies that we deal with that for people who might not have the
best credit to people that have great credit, or somebody who needs to finance mechanical repairs versus
somebody that just bought their dream car and wants to completely build it out, right? So, we kind of have a
solution for pretty much any customer in any situation.

Sara Welch, MTD managing editor: For an independent tire dealer who wants to grow but feels like
everything still depends on them, what's the first step? What should they be handing off to their managers?
What should they not hand off until the right systems are in place?

Trevor Jensen, Big O Tires Victoria: Well, if you want to grow and you say you have one store and you
want to go and build a second store, it really boils down to the right team, right? So, you know, do you have
the right guys currently in your business? Do you trust them enough to be able to put the responsibility and
the onus in their hands? And maybe, you know ... not have it succeed at first and then have to take a step
back and pivot, right? That's a financial risk because it's overhead on a daily basis, on a monthly basis; it's
not cheap, right? When you factor everything in — not to not succeed at first, and then to have to re-pivot,
it's also a big expense, right — | feel that might be what's holding a lot of people back is that level of trust in
somebody else, right? But | look at it, it's like, yeah, you're trusting this guy to manage your business. He's
your manager. You should be able to say, ‘Hey, here you go, run it.” | build it so | can go open up the next
shop and just mimic and mirror what | just did, right? So, you know, if you have a well-oiled machine and
your business is running successfully, to the point where you can take your current operation and just mirror
image it, whether it be for a different service or the same service in a different location, whatever it may be, |
think that's going to be the key to start out, to build that success, right? So one, the team, and two, is your
current operation as streamlined and well positioned with its systems to then grow, right? Because if you
have areas of issues within your store or your online company or your warehouse or your mechanic shop or
your tire shop or whatever it is, then you can't really replicate it because you're going to be, you can't split
your time between two places if you're constantly putting out fires, right? So it's really fine-tuning your
process to be able to grow it.

Sara Welch, MTD managing editor: | think the last question that | had for you was, what does 35 years
mean? Obviously, you've been directly involved as the owner since COVID, but it's been in your family for
35 years. So, you know, what kind of milestone is that for you now, with where you're at?

Trevor Jensen, Big O Tires Victoria: Well, it's a big milestone. It's a big accolade to be a business as long,
be recognized in business how we have been this long. | mean, over the past year, we've won seven
industry awards from the Better Business Bureau Award for Best Service. Now, that's not for best
automotive shop service or tire shop service. That's for best service in general for all businesses in the
greater Victoria area. So to be recognized for that was a really amazing accolade, and City's Best Consumer
Choice Awards and stuff like that are key. And all of this has transpired within this 35-year mark, which is
amazing because it's made this year be kind of extra special. But for us, the long-term vision and current joy
that | see out of it is maintaining this family legacy, this family business, not just with my immediate family,
but with the family and culture that we've built with the staff and employees, right? Because they are
genuinely our family, and we look at them like that, and they look at us like that. And to be able to build this
business and hopefully, knock on wood here, we can maintain it another 35 years. I'd love to see my
children and my brother's children be the next generation that comes in, and hopefully, we build the
business up enough where each kid can have their role in each respected shot. Not there yet, but I'm sure
we will be, you know, in 30 years.

Sara Welch, MTD managing editor: Yeah, man, that's awesome! Thank you so much for joining me and
sharing the Big O Tires Victoria story. | think the big takeaway here is that growth doesn't just come from

adding locations, adding services or generating more reviews. It comes from building a business that can
deliver the same experience even when the owner is not standing at the counter.

Trevor Jensen, Big O Tires Victoria:
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Thanks, Sara.

Sara Welch, MTD managing editor:

For Big O Tires Victoria, that has meant developing managers, retaining employees, writing down
processes, educating customers and creating a culture where the team carries the business forward
together. That is also what makes the company's thousands of Google reviews meaningful. They are not just
a marketing achievement. They are evidence that customers are consistently experiencing the business
Trevor and his team have built.

Thanks again for listening to the Modern Tire Dealer Show. I'm Sara Welch, and | hope you'll join us again
next time!
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