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Item 7.01 Regulation FD Disclosure. 
 
Attached as Exhibit 99.1 is the transcript of the conference call to discuss the second quarter earnings of Saia, Inc. The Securities and Exchange Commission encourages companies to disclose forward-looking information so that investors can better understand the future prospects of a company and make informed investment decisions. This news release contains these types of statements, which are forward-looking within the meaning of the Private Securities Litigation Reform Act of 1995.
 
Words such as "anticipate," "estimate," "expect," "project," "intend," "may," "plan," "predict," "believe," "should," "potential" and similar words or expressions are intended to identify forward-looking statements. Investors should not place undue reliance on forward-looking statements and the Company undertakes no obligation to publicly update or revise any forward-looking statements, except as otherwise required by applicable law. All forward-looking statements reflect the present expectation of future events of our management as of the date of this news release and are subject to a number of important factors, risks, uncertainties and assumptions that could cause actual results to differ materially from those described in any forward-looking statements. These factors, risks, uncertainties and assumptions include, but are not limited to, the following:
•
general economic conditions including downturns or inflationary periods in the business cycle;
•
operation within a highly competitive industry and the adverse impact from downward pricing pressures, including in connection with fuel surcharges, and other factors;
•
industry-wide external factors largely out of our control;
•
cost and availability of qualified drivers, dock workers, mechanics and other employees, purchased transportation and fuel;
•
inflationary increases in expenses and corresponding reductions of profitability;
•
cost and availability of diesel fuel and fuel surcharges;
•
cost and availability of insurance coverage and claims expenses and other expense volatility, including for personal injury, cargo loss and damage, workers’ compensation, employment and group health plan claims;
•
failure to successfully execute the strategy to expand our service geography;
•
unexpected liabilities resulting from the acquisition of real estate assets;
•
costs and liabilities from the disruption in or failure of our technology or equipment essential to our operations, including as a result of cyber incidents, security breaches, malware or ransomware attacks;
•
risks arising from remote work, including increased risk of related cybersecurity incidents;
•
failure to keep pace with technological developments;
•
liabilities and costs arising from the use of artificial intelligence;
•
labor relations, including the adverse impact should a portion of our workforce become unionized;
•
cost, availability and resale value of real property and revenue equipment;
•
supply chain disruption and delays on new equipment delivery;
•
capacity and highway infrastructure constraints;
•
changes in U.S. trade policy and the impact of tariffs;
•
risks arising from international business operations and relationships;
•
seasonal factors, harsh weather and disasters caused by climate change;
•
the creditworthiness of our customers and their ability to pay for services;
•
our need for capital and uncertainty of the credit markets;
•
the possibility of defaults under our debt agreements, including violation of financial covenants;
•
inaccuracies and changes to estimates and assumptions used in preparing our financial statements;
•
failure to operate and grow acquired businesses in a manner that support the value allocated to acquired businesses;
•
dependence on key employees;
•
employee turnover from changes to compensation and benefits or market factors;
•
increased costs of healthcare benefits;
•
damage to our reputation from adverse publicity, including from the use of or impact from social media;
•
failure to achieve acquisition synergies or disruption to our business due to such acquisitions;
•
the effect of litigation and class action lawsuits arising from the operation of our business, including the possibility of claims or judgments in excess of our insurance coverages or that result in increases in the cost of insurance coverage or that preclude us from obtaining adequate insurance coverage in the future;
•
the potential of higher corporate taxes and new regulations, including with respect to climate change, employment and labor law, healthcare and securities regulation;
•
the effect of governmental regulations, including hours of service and licensing compliance for drivers, engine emissions, the Compliance, Safety, Accountability (CSA) initiative, regulations of the Food and Drug Administration and Homeland Security, and healthcare and environmental regulations;
•
unforeseen costs from new and existing data privacy laws;
•
changes to the way LTL freight is categorized;
•
costs from new and existing laws regarding how to classify workers;
 

•
changes in accounting and financial standards or practices;
•
widespread outbreak of an illness or any other communicable disease;
•
international conflicts and geopolitical instability;
•
evolving stakeholder expectations regarding environmental and social issues;
•
provisions in our governing documents and Delaware law that may have anti-takeover effects;
•
issuances of equity that would dilute stock ownership;
•
weakness, disruption or loss of confidence in financial or credit markets; and
•
other financial, operational and legal risks and uncertainties detailed from time to time in the Company’s SEC filings.
 
As a result of these and other factors, no assurance can be given as to our future results and achievements. Accordingly, a forward-looking statement is neither a prediction nor a guarantee of future events or circumstances and those future events or circumstances may not occur.
 
The information in this Current Report is being furnished pursuant to Item 9 and shall not be deemed "filed" for the purposes of Section 18 of the Securities Exchange Act of 1934, as amended, or otherwise subject to the liabilities of that Section. The information in this Current Report shall not be incorporated by reference into any registration statement pursuant to the Securities Act of 1933, as amended. The furnishing of the information in this Current Report is not intended to, and does not, constitute a representation that such furnishing is required by Regulation FD or that the information this Current Report contains is material investor information that is not otherwise publicly available.
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Operator
Good day, and welcome to the Saia, Inc. Third Quarter 2025 Earnings Conference Call. 
 
[Operator Instructions]
 
I would now like to turn the conference over to Matt Batteh, Saia's Executive Vice President and Chief Financial Officer. Please go ahead.
 
Matt Batteh
Thank you, Chloe. Good morning, everyone. Welcome to Saia's Third Quarter 2025 Conference Call. With me for today's call is Saia's President and Chief Executive Officer, Fritz Holzgrefe. Before we begin, you should know that during this call, we may make some forward-looking statements within the meaning of the Private Securities Litigation Reform Act of 1995.
 
These forward-looking statements and all other statements that might be made on this call that are not historical facts are subject to a number of risks and uncertainties and actual results may differ materially. We refer you to our press release and our SEC filings for more information on the exact risk factors that could cause actual results to differ.
 
Also, in the third quarter, we recorded $14.5 million in net operating expense reduction from a gain on real estate disposal and impairment of real estate. When we discuss adjusted operating expenses, adjusted cost per shipment, adjusted operating ratio or adjusted diluted earnings per share in our comments, it refers to our adjusted results that exclude the gain from that real debt sale and impairment on that property. See our press release announcing third quarter results for a reconciliation of non-GAAP financial measures. That press release is available on the Financial Releases page of Saia's Investor Relations website. 
 
I will now turn the call over to Fritz for some opening comments.
 
Fritz Holzgrefe
Good morning, and thank you for joining us to discuss Saia's third quarter results. We are very pleased to share that our results for the third quarter reflect our continued focus on customer service, network optimization and cost control efforts. Our customer-first focus remains paramount as we continue to mature in our newer markets. 
 

Although the economic backdrop continued to exhibit the trends seen throughout 2025, with customers awaiting a more certain environment, we are pleased that our expanded footprint continued to provide opportunities to service customers in both our legacy and ramping markets. Our ramping markets, which are made up of the 39 terminals opened since the beginning of 2022, grew sequentially and improved their operating ratio by over 100 basis points compared to the second quarter and are now operating at a sub-95 OR. 17 of these terminals have just completed their first year of operations, making the overall improvement in performance even more impressive.
 
Our nationwide footprint allows us to build deeper relationships with customers, and we're seeing the benefit of the investments made in our network over the past several years. Compared to the second quarter, we experienced revenue growth in both legacy and ramping markets. Customers value ease of doing business, and with our now national network, we are better positioned to provide solutions than we ever have been.
 
Our third quarter revenue of $839.6 million was relatively flat compared to last year's third quarter, reflective of the macroeconomic landscape. While our third quarter operating ratio was 85.9%, adjusting for the one-time real estate transactions, our adjusted operating ratio was 87.6%. Adjusted operating ratio increased by 250 basis points compared to our operating ratio of 85.1% in the third quarter last year, but improved by 20 basis points compared to the second quarter of 2025, outperforming historical seasonality. The improvement from the second quarter was achieved primarily due to our focused cost control efforts, resulting in a decrease in sequential adjusted cost per shipment despite headwinds from increases in self-insurance and related costs. 
 
Excluding the net impact of the real estate transactions, our adjusted cost per shipment improved sequentially from the second quarter by 70 basis points. The sequential improvement reflects our continued focus on operational execution and efficiency while still maintaining our performance standards. 
 
For the quarter, our cargo claims ratio was 0.54%, which is our fourth straight quarter of sub 0.6% cargo claims ratio, a notable company record. Additionally, reflective of our expanded offering and continued service performance for customers, our contractual renewal rate for the quarter was 5.1%.
 
Volumes for the quarter were in line with our expectations based on how the overall freight market has trended in 2025. Compared to the third quarter of 2024, shipments per workday decreased 1.9%, while sequentially, shipments per workday improved 3.2%. We continue to experience outsized growth in our newer markets where our expanded footprint and service offering provides more opportunities as customers come to understand and see the value in our expanding service capabilities.
 
Our ramping facilities saw a 4.2% sequential improvement in shipments per workday in the third quarter of 2025. In facilities opened prior to 2022, shipments increased 3.0% sequentially and decreased 4.8% compared to the third quarter of 2024. We are pleased to see both legacy and ramping facilities grow sequentially reinforcing the value of a national network through our expanded service offering, despite a softer overall LTL freight market.
 
In Q3, we saw continued benefits from our accelerated network optimization efforts that began in the first quarter of the year. Enabled by our ongoing investments in technology, these initiatives improved efficiency across our national footprint, as handles, or the number of times the shipment is touched as it's routed through our network, continued to be lower than their first quarter peak. We expect our national footprint to continue to scale moving forward, aligning with our long-term strategy of getting closer to the customer, improving service levels and providing solutions that meet customers' needs. We're already seeing the benefit of our investments in our results, and conversations with customers reinforce our value proposition.
 
Optimization of mix remains an intense focus for us, and our ongoing efforts around pricing remains one of our biggest opportunities. As noted earlier, our expansion strategy is yielding tangible results as we get closer to customers and can provide more solutions to meet their needs. Sequentially, over 70% of our volume growth came in one and two day lanes across our network, with over two-thirds of that growth coming from customers that we already do business with. 
 

Growth in these lanes helped drive an increase in operating income and profitability compared to the second quarter. This growth, driven largely by our national accounts segment, demonstrates the impact of our expansion and ability to grow existing customers and build relationships with new customers.
 
We implemented a GRI on October 1, at a rate of 5.9%. As a reminder, this increase will impact approximately 25% of our operating revenue and varies by mix of business and lane. Ensuring that we drive returns on our substantial network and service investments remains a focus, and this GRI is another step in the right direction in obtaining the compensation we expect from our customers for the service we provide in this inflationary business. 
 
I'll now turn the call over to Matt for more details from our third quarter results.
 
Matt Batteh
Thanks, Fritz. Third quarter revenue was relatively flat compared to prior year, decreasing 0.3% to $839.6 million, while revenue per shipment, excluding fuel surcharge, increased 0.3% to $294.35 compared to $293.39 in the third quarter of 2024. Fuel surcharge revenue increased by 2.1% and was 15.2% of total revenue compared to 14.8% a year ago. Yield, excluding fuel surcharge, decreased by 0.1% while yield increased by 0.5%, including fuel surcharge. 
 
For the third quarter, shipments per workday decreased 1.9%, while weight per shipment and length of haul increased slightly compared to the third quarter of 2024. With this change, tonnage per workday for the quarter decreased 1.5% to approximately 24,700 tons compared to approximately 25,000 tons in the third quarter of 2024. 
 
Shifting to the expense side for a few key items to note in the quarter. Salaries, wages and benefits increased 0.7% compared to the third quarter of 2024. This increase is primarily driven by increased employee-related costs, including group health insurance and workers' compensation costs, due to cost inflation and experience. These increased costs were partially offset by reduced wages compared to prior year as we continue to match hours to volume. Compared to the third quarter of 2024, head count was down 3%.
 
Purchase transportation expense, including both non-asset truckload volume and LTL purchased transportation miles decreased by 9.5% compared to the third quarter last year and was 7.1% of total revenue compared to 7.8% in the third quarter of 2024. Truck and rail PT miles combined were 12.0% of our total line haul miles in the quarter. 
 
Fuel expense for the quarter increased by 0.9% compared to prior year, while company line haul miles increased 1.0%. The increase in fuel expense was primarily the result of an increase in national average diesel prices by over 1.8% on a year-over-year basis. 
 
Accident claims and insurance expense increased by 22.5% year-over-year. The increase compared to the third quarter of 2024 was primarily due to development of existing accident-related claims and inflationary increases in cost per claim. Depreciation expense of $64 million in the quarter was 17.2% higher year-over-year, primarily due to ongoing investments in revenue equipment, real estate and technology totaling over $600 million over the last 12 months.
 
Compared to the third quarter of 2024, adjusted cost per shipment increased 4.6%, largely due to the increases in depreciation and self-insurance related costs. On a sequential basis though, adjusted cost per shipment improved 0.7% from the second quarter of 2025, as cost management and core execution remained a heavy focus. This sequential improvement was achieved despite the headwinds from sequentially rising fuel costs and self-insurance related costs.
 
Total operating expenses increased by 0.6% year-over-year, but after backing out the net gain on real estate in the third quarter, total adjusted operating expenses increased by 2.6% for the quarter. When combined with the year-over-year revenue decrease of 0.3%, our adjusted operating ratio increased to 87.6% compared to 85.1% a year ago.
 
Our tax rate for the third quarter was 24.8% compared to 24.4% in the third quarter last year and our diluted earnings per share were $3.22 compared to $3.46 in the third quarter a year ago. Our adjusted diluted earnings per share for the third quarter of 2025 were $2.81.
 

I will now turn the call back over to Fritz for some final comments.
 
Fritz Holzgrefe
Thanks, Matt. I'm pleased with our team's ability to focus on what we can control at this point in the cycle. Each day brings new variables, and the ability to improve operating ratio sequentially from the second quarter, despite headwinds from increased fixed costs, in addition to elevated insurance-related expenses, speaks to our team's ability to remain steadfast in our focus on core execution and cost management. This quarter is yet another example of our team's operating performance being the best in the industry. 
 
In addition to the GRI, we also implemented a wage increase of 3%, effective October 1, for all employees. We recently completed our annual engagement survey, and for the third year in a row had a participation rate over 80%. This participation rate remains among the strongest in the industry and most significantly, our overall employee engagement remains high and actually improved compared to last year. The results of the engagement survey continue to reflect an engaged workforce, despite the economic trends seen throughout the year. While we always have areas in which we can improve, I'm very pleased with the results of the survey and the ongoing commitment of our teams throughout the network. Saia's expanded footprint is supported by our best-in-class team, and the commitment of the team shows in the results seen in Q3. 
 
In a down freight cycle, we continue to focus on the customer by providing a high level of service, while at the same time maintaining cost management and improving core execution. We have remained resilient amid customer shifts that seem to transpire on a day-to-day basis and are well positioned to leverage our investments in the network over the last few years into an opportunity to turn Saia into one of the largest players in the LTL industry. Given the ongoing market conditions, the results we're seeing from the investments in our network and our ability to adapt to uncertain environment, we believe that we're still in the very early stages of realizing our full potential.
 
With that said, we're now ready to open the line for questions, operator.
 
Operator
[Operator Instructions] 
 
The first question comes from Chris Weatherby with Wells Fargo. Please go ahead.
 
Chris Weatherby
Hi, thanks. Good morning, guys. Appreciate the time. Maybe two quick questions here. Just kind of curious how things have been trending in October from a tonnage perspective or a shipments perspective. And then Fritz, I noted you put the wage increase in October 1. Maybe you could give us a little bit of color or framework around how you think about the fourth quarter operating ratio in the context of the improvement you're making on the cost per shipment but also obviously some changing dynamics with seasonality and volumes. So, a couple of questions there would be great. Thank you.
 
Matt Batteh
Sure. Thanks, Chris. I'll go ahead and give the monthly for Q3 as well, just so everyone has it. So, in July, shipments were down 1.2%, tonnage up 0.9%. August shipments down 2.2%, tonnage down 2.2%, September down 2.5% on shipments and 3.3% on tonnage. In October so far, shipments are down around 3.5%, tonnage down about 4%. If we look at October so far, we've seen trends be a little bit, depending on the day, up and down a little bit. I think there are maybe a few things that could be attributable to, but the first couple of weeks were a little bit lighter than we anticipated.
 
We still have a couple of days to go, but that's where we're tracking as we stand right now. We think about the OR portion, and I'll hand it over to Fritz for some commentary as well. But if we think about the OR, if you look back in history, the average sequential Q3 to Q4 is about a 250 to 300 basis point degradation usually, some years it's a little bit better. There's obviously tails on either side of that. With October trending a little bit lower this year than what we've expected so far, I think a fair range, probably in the 300 to 400 basis point degradation range. A lot of that's going to be volume dependent, just seeing where we are so far in October. October is a big month, 23 workday month, followed by an 18-day November, which has its own challenges and just around the holidays in general. So, with what we see now, that's where we stand. It's going to be volume dependent as we look forward.

 
Fritz Holzgrefe
Yes. I think just to add, Chris, I mean, I think that the overall environment that's kind of leading the trends that we see, it's been pretty muted throughout the year. I think if you look at the month of October, I mean, certainly, we don't have a direct exposure to sort of the government, per se, in terms of business with various different departments. We're downstream from that.
 
And I think to assume that hasn't had some impact on kind of the overall environment is probably a bit naive. But I think there's something to that. But at the same time, I'm pleased with what we're doing at Saia around kind of driving the results. So could we get to more the history? We could for sure. And I think it depends on how November develops and into December.
 
Chris Weatherby
Got it. Thank you very much. Appreciate it.
 
Operator
The next question comes from Jonathan Chappell with Evercore ISI. Please go ahead.
 
Jonathan Chappell
Thank you. Good morning, everyone. Fritz, updates on the, we'll call them the new terminals, the 39 open since the start of '22, went from breakeven to high 90s OR, now you said less than 95. And I assume you're doing that without the volume that you had anticipated when you open that up. Is this all strictly a productivity, cost efficiency? And given what you just laid out for October, is it possible for those new terminals to continue to edge better on a margin front without any accelerated volume throughput in the near term?
 
Fritz Holzgrefe
Good question, Jonathan. Our focus, as you develop maturity in those facilities, what's exciting about them is that the incrementals can be pretty positive, and you start to see a bit of that. So, I think that as we continue to grow in those markets, both inbound and outbound, that's a benefit to us.
 
Now we're going to run into a bit of challenges around seasonality for sure now, right? Q4 is typically a slower time of the year. But the opportunities are there, it's about maturity in those facilities. We're just now lapping, getting full year behind us on the 17 [opened facilities] last year. So, we're really pleased with what we're seeing around operating efficiencies as we build density across, not only in those facilities, but across the line haul network, right? So, as you build those opportunities out, that's what's exciting about where we are at Saia.
 
Jonathan Chappell
Great. Thanks, Fritz.
 
Operator
The next question comes from Scott Group with Wolfe Research. Please go ahead.
 
Scott Group
Hi, thanks. I want to talk about the pricing environment. If you look at yield and rev per shipment ex fuel, both kind of flat. What are you seeing with the pricing environment? I know you don't tend to give updates, but maybe it would be helpful if you did, right? Do you think that we should be expecting those yield metrics to turn positive in Q4? Just sort of any color there?
 
Fritz Holzgrefe
Yes. Listen, I think broadly, Scott, the environment around pricing is disciplined and focused. I mean, I think that the underlying nature of the business is inflationary. And we've talked about that, and I know others have talked about that as well. And so it's important to get the pricing right. I think it's also important when you study the metrics at Saia that you understand a few elements of that, right? So, the mix of business for us is changing as we go. Right now, we highlighted for 

you that the growth in the business from Q2 to Q3, a good chunk of that came in one and two day lanes which we're really excited about because those are opportunities to grow share of wallet with customers.
 
But those are also, by definition, one and two day lane pricing. That tends to be relative pricing versus three and four day lanes. It's going to be less, right? That's just the market, but that's not a bad thing. So, you're going to have a mix of businesses in there. And I think the other element to consider too, and we've highlighted a bit, year-to-date, we're impacted by a very strong franchise in southern California. We look at year-over-year third quarter, that's down double digits, ~18% shipment wise. So that's a negative mix headwind for us on the revenue line. But we look at that holistically, what we've been able to do in the ramping terminals. And in the others, I think that's been pretty good performance. So, I'd point all this out because there's a lot moving in and out of our revenue lines.
 
Scott Group
Okay. And then again, if you have any thoughts on the Q4 yield, I know you don't do it, but I think it would be helpful. And then just when I look at the margin progression, right, Q1 was top down 700 basis points in Q2 was down a little bit better down 450, Q3 down 250, so more progress. But it sounds like Q4 takes a step back and it's down 300 to 400 basis points again. So just curious your thoughts on why it's getting worse again. And maybe it's just too early, but any sort of early thoughts you have about how to think about margins next year?
 
Fritz Holzgrefe
Yes. So, we just did a GRI of 5.9%. So that kind of gives you a feeling of what we think about pricing in the environment. We're continuing to push contractual renewals. So that's part of what the opportunity is for us. So, we'll continue to focus on pricing and yield management. So that's critical to us. That hasn't changed.
 
I think we need to recognize that we saw that in October so far, it was a bit soft. It's one month in the fourth quarter, 23 workday month. We have November coming up, which is 18 workdays, the fixed costs remain the same. You don't have the opportunity to reduce those in a short month like that. So could we outperform the thoughts around sequential? We could. But we're trying to be realistic around what we're seeing trend-wise right now and that's reflected in the guide.
 
Matt Batteh
One add to the pricing environment, Scott. Fritz talked a lot about mix. And obviously, we're getting a lot of great opportunities with customers that we're really excited about. This is why we put those dots on the map, and we get a chance to talk to them about an expanded offering. And we've had several customers tell us that we're getting awarded this because we can just now solve more problems for them, and we get excited about that. It's a great opportunity that we're going to continue to take advantage of.
 
So, there are some mix shifts in there. But if we look at just the contracts that we renewed Q3 of last year and how they performed Q3 of this year, on like-for-like business, we're netting a little over 4% revenue per bill on those specific contracts. So, we're seeing good flow through on those. We would like it to be more, but that's part of the environment we're in now. But importantly, there's mix shifts in some of these new businesses. But underlying pricing environment, we feel, remains very rational. This is an inflationary business. We have to get price.
 
Scott Group
Okay. Thank you, guys.
 
Operator
The next question comes from Jordan Alliger with Goldman Sachs. Please go ahead.
 
Jordan Alliger
Yes, hi. Good morning. Question you mentioned in your opening remarks, your network optimization efforts continue. Can you provide a little more, or remind some of the things you're specifically doing, whether it be on the legacy side, the total network side? And where are you in that process? I mean, is it still relatively early in the improvement front on that side of things? Thank you.
 

Fritz Holzgrefe
Yes. I think the way we studied this, or I've described it before, so one of the key things, key initiatives that we have, as you build out a network, it changes. A year ago at this time, we had 17 fewer terminals. And as you add those to the terminal [count], how you schedule and manage freight through connecting all of the dots, how you design that network is critical to how you optimize cost.
 
So, when we deploy our AI models around how do we reroute freight, you want to do it in a way that you synchronize the system such that you have fewer handles through the system. So, if you went back to Q1 of this year as we were challenged in that environment. One of the things that we were really focused on was that in that period, we had what we call peak handles, which meant as freight was routed through our networks, particularly our largest break facilities, the number of touches of freight going through those facilities was at an all-time high for us.
 
So, we've been continuing to work that down over time. And the way you do that is you're building efficiencies around how do you build out loads and build density in a market, say, like a Trenton or a new market like that, and handle that freight and not have it touch any other dock worker or facility through the network. And part of its maturity, part of its scheduling. Part of it is really taking the data that we have and figuring out ways that we can better optimize that.
 
So, it's an ongoing effort. I'd tell you, I think we're in the early innings because, what's critical to that is, I think we're in the early innings of monetizing this network expansion. I think from the beginning, we have said pretty clearly that the idea wasn't to fill the terminals up as quickly as possible, but to do it in a way that customers understood the value paid for that service.
 
And at the same time, we have to continue to optimize the cost structure behind it. It's been a bit of a challenging environment. Had we had more sort of growth in those markets, I think we'd have been in a position to take advantage of that quicker. But the great thing about it is it's set up for really significant incrementals going forward as the market improves.
 
Jordan Alliger
Thank you.
 
Operator
The next question comes from Ken Hoexter with Bank of America. Please go ahead.
 
Ken Hoexter
Hi, great. Good morning. Fritz and Matt, maybe parse a little bit of the 300, 400 basis point sequential margin change. Maybe how much of that is what you're talking about volume? How much is it of the timing of the 3% wage increase? That was a big issue, I think, when you were debating the timing of the wage increase last time.
 
So, I just want to see how much of that is affecting that sequential change? And then thoughts on October, if seasonality holds the 3% down, is that a good read on the full quarter or is it normally just given the holidays, does it normally get worse as we go through? Just want to understand where we are on that?
 
Matt Batteh
In terms of the OR guide, Ken, so the GRI and the wage increase went into place on the same day, October 1st for both of those, you can consider that to just wash out amongst each other in terms of the guide, in terms of the impact. So net neutral from the combination of two of those. I mean, Fritz commented on the fixed cost impact. If you look at the holiday months, they're just overall challenged from a demand standpoint. But when you've got fewer workdays, there's some workdays that are workdays, and they're revenue days, but they're not really full revenue days, but you get all the fixed cost aspect of it.
 
So, if you look back in our history, I mean, we've had some quarters where there's an OR that's higher than our average. And a lot of that, you've got weather in there, you've got demand trends. So, with what we're seeing in October it's trending a little bit worse than what we would typically see. I wish we had a crystal ball and could read into what November and December would look like, it's just generally those holiday months have their own impacts and challenges. 

 
So, we're focused on core execution. We're focused on the four walls in our business. There's an externality component on demand that we can't always control. But when we look at the bridge between that is just where we're seeing things in October so far, versus what's ahead of us in those couple of holiday months. But I would view that as October is an important month in the quarter. So, it's 23 workdays without holidays, and then you get into November and December and those have them. So that's kind of the bridge for it.
 
Ken Hoexter
But Matt, are you saying that we're sub-seasonal and this holiday season or something is getting worse than normal or just because you always have the same fewer days in November, December, right? So, October is more meaningful, but I'm just trying to understand if your commentary is that something got noticeably worse and it's accelerating on the downside on the volume here as we enter the fourth quarter?
 
Matt Batteh
Well, October to date is a little bit softer than where we expected to be. I don't know how that reads out fully from November to December. But we're just taking what we see so far in October and our daily trends that we look at the reports, every day and see what's coming through. So not a great readout. I mean we have thoughts that it sort of bounces back a little bit towards more normal seasonality, but what we're seeing so far in October is below that.
 
Ken Hoexter
Okay. And then any thoughts on excess capacity? I know that's a number that the industry gives a lot in terms of your capacity. And I don't know if you want to throw in a thought on AI and technology, everybody seems to be talking about what they're adding on. I don't know if that's something you're adapting in any way to accelerate the productivity gains?
 
Fritz Holzgrefe
Yes, I'll jump in there. I mean I think the capacity, there are many, as you know, Ken, there are many ways to measure capacity, be it drivers, be it doors, be it acreage, all those sorts of things. I think we've got ample capacity across our network. Maybe because of where we are in the maturity of the network, we're going to have facilities that are 20% capacity, and we're going to have some that are 85%.
 
So, I think it's a relative number depending on where you are. As far as technology initiatives and AI, I mean, we've for a number of years, we've been investing in network optimization tools, which are AI tools. That's how we've been able to drive our efficiencies around network redesign, all the things that we've done around our line haul network, the initiatives that we have around route planning around our city operations to what we're doing to manage our staffing model. All those things are optimization tools which are AI-based.
 
Our view on that, quite frankly, it's not new. These are things that we've been investing in for a number of years. And I think I'd point back to kind of our successes over time, that's been based on those tools. And the way we think about those tools is that there is always a new version. There is always a new feature. There's always a new analytic that comes into that. So, we're continuously investing in that.
 
Ken Hoexter
Great stuff. Appreciate the time, guys. Thanks.
 
Operator
The next question comes from Tom Wadewitz with UBS. Please go ahead.
 
Tom Wadewitz
Yes. Good morning, Fritz and Matt. Wanted to see if you could give us some thoughts about, I know there are a lot of moving parts in the business and mix and new terminals and legacy terminals and weak freight market and kind of less freight out of LA. So, a lot of moving parts, but if we get to a more kind of normalized backdrop where there isn't so much mix, I just want to try to contemplate when that could be, right? Like is that possible as you go into '26?
 

And if so, then do you think it's reasonable for us to see what you're talking about, with call it 4% contract pricing, something like that actually come through in the revenue per underweight or revenue per shipment because it just seems like that's been something where market discipline, what you're doing, your services, you've got more capacity, all the good things, but it just doesn't seem to show up in the numbers we see. So, I guess, that's kind of the first element. I have a follow-up too. Thanks.
 
Fritz Holzgrefe
Yes, it's a good question, Tom. I mean I think the underpinning of what we're doing, the organic expansion is, quite candidly, is unlike anybody else in the LTL business. So, when you do that, unfortunately, not everything moves in a straight line or on a continuous slope. So, we have to manage through challenges around differences in mix of business as that changes in the environment. 
 
You see new competitors in some spots or some parts of the network. That's part of the challenge. I think what's really, really compelling about Saia is that the network is poised for real opportunity, both for our customers and for the shareholder and for the company. The national footprint gives us reach to markets that we haven't been able to do.
 
I mean we get anecdotes on a daily basis about how we've won a new piece of business simply because we've been able to solve somebody's problem into the Great Plains where they say, you know what, you can solve that problem. I don't have to deal with anybody else. Now I can do more business with you because of that. And that's an important value that we contribute to the customer.
 
I think in a more normalized freight environment, where maybe there's a bit more in the industrial sector, industrial production improves a bit, I think we're poised to really take advantage and see the incrementals that we saw in the last freight cycles. And I think they actually could probably see what we've seen before, simply because we have a footprint that allows us to not only drive value in the local customer market for the customer. But then it's also one that where you have a national footprint, you can drive line haul efficiencies as well. And you're seeing, we're getting efficiencies right now through network redesign efforts, and we don't have the volume that we expect to get. And if we leverage and get the volume, I think the incrementals could really be compelling.
 
We're getting cost efficiencies in a challenged environment. And that's a big deal in this business. And with facilities that quite candidly are, in many cases, immature. So, I think that longer-term, there is a compelling opportunity for Saia. And I think we're going to continue to grind on generate value in the short-term. And when the freight market does change, I think we're poised to win.
 
Matt Batteh
One of the things we're really pleased with, I mean, cost per shipment was down 0.7%, and that's sequential. And if you think about what Fritz just said, too, we've got terminals that are not mature yet. I mean, we've opened 39 terminals since 2022, 17 of those, like Fritz said, just crossed over a year. So, there's naturally inefficiencies with those, there's fixed costs that are associated with them.
 
So, we're very pleased with the cost performance and the execution of the team on a day-to-day, but we don't open these for 1-year time horizon. These are long-term investments for us. Very proud of the execution that we have in the near-term. But when that comes back, the incrementals are going to be strong because we have that opportunity to leverage it in the new markets, but also the existing markets where we're getting more at-bats because we can solve more problems.
 
So, it's not just about growth in these ramping markets. When we can solve more problems, we also get business in our existing markets. We're seeing that now. And that just gets better when the freight environment gets better, too. But we're seeing the fruits of that labor now.
 
Tom Wadewitz
Yes. That's great. And the quick follow-up is, you know, I think it's better in this type of market to be a low price point than to be a high price point. Another LTL that reported this morning talked about kind of gap versus the high price point in the market and how they're closing that gap.

 
So, just to kind of level set, I think there is opportunity for you over time to deliver service and maybe kind of improve price more than the market, right? So, how do you think of your gap versus whether it's OD or XPO or just kind of broader LTL market, your gap on price point? Thank you.
 
Fritz Holzgrefe
Listen, Tom, that's an ongoing opportunity. Make no mistake. We pay really close attention to that. We think that continues to be an opportunity for us. And I would encourage anybody to study whatever their view of revenue per bill across the public sector and compare that to where Saia is, and we feel like we got to continue to close that gap.
 
I think what's really compelling is with that analysis, you take that and look at our cost per shipment, you see how that stacks up, and you see a really compelling OR that gets spit out at the bottom, right? And that's really what the value is in the business. And for those who understand that, I think they understand that that's what we're focused on.
 
Tom Wadewitz
But do you think it's 15 points or how wide do you think the gap is between, say, you and OD or whatever benchmark you want to look at?
 
Fritz Holzgrefe
Yes, it's going to be a number like that. I have to be honest, I haven't studied the results that were published by others today. So, I'm sure it's probably at a discount to that. I think that our service stacks up as well, if not better than others. And I think that warrants pricing.
 
And now that we have a national network that matches up with some of those guys. I think that it's a different game, right? And that lets us compete on an equal footing and an equal footing means you’re in an equal market, that means you get the opportunity to continue to push pricing.
 
Matt Batteh
What a national network allows us to do, Tom, is to have those conversations at a different level. When you're able to solve more problems and then you're having a conversation about the value you're providing, you're harder to replace. You're stickier. The reality over the years is we've been doing a great job without a like-for-like footprint.
 
We have a national network now for the first time that we've opened all these facilities. So, we get to have that conversation more and more. That helps pricing become stickier when you're doing more for a customer, you're harder to replace. That's a great value of the national network.
 
Tom Wadewitz
All right. Thank you.
 
Operator
The next question comes from Ravi Shanker with Morgan Stanley. Please go ahead.
 
Ravi Shanker
Thanks. Good morning, everyone. Would love if you could just expand on your initial comments on the Mastio survey and kind of how the results they have received. Are you guys happy with your spot? Do you think it's worth investing more to get further up? Or is it the sweet spot for you right now?
 
Fritz Holzgrefe
We need to continue to invest in service regardless of what the Mastio result says, right? Because we know the value that we generate in the business for our customers is all about service. So, we're hyper focused on driving that. Are we satisfied with the Mastio results? We would have preferred that be a different position there.
 

But I think there's some pretty interesting data if people look underneath the covers. You look into that, you see that we over-index based on where we are in terms of our share relative to the market. I think that says that people are giving us a shot.
 
We've got to continue to focus on completely satisfying those customers as they get to know us and that turns into value both for them and for us. So, listen, regardless of where we are today in Mastio, we're focused on investing in behind our customers, and that's critically important to driving value in the business.
 
Ravi Shanker
Understood. That's really helpful. And maybe as a quick follow-up, apologies I missed this. Just on the 4Q OR walk, I'm assuming the starting point in 3Q is adjusted for the gain this quarter?
 
Matt Batteh
That's right. Yes, that's right.
 
Ravi Shanker
Great. Thank you.
 
Operator
The next question comes from Bascome Majors with Susquehanna. Please go ahead.
 
Bascome Majors
Thanks for taking my questions. If we exit this year in the kind of down year-over-year tonnage, 3%, 4% range that you're trending in October. Do you think that there's an opportunity to grow tonnage next year without a meaningful improvement in the industrial economy?
 
Fritz Holzgrefe
You know, I think we'll continue to have the opportunity to develop share of wallet opportunities with our customers. So, as we continue to solve problems, there will be accounts that we grow with. And I think those accounts will understand and appreciate and value of the service they get from us. And I think it's going to be that's where the growth is going to come from.
 
If I think about the overall shipments and tonnage growth, I have to be honest with you. We like the idea of continuing to grow share, but what we really like is the idea of generating a return for the network investments that we've had. So, for us, it's really not about how quickly we can grow shipment count for the sake of shipment count. It's going to be about growing our share of wallet with customers that value the service they get from us.
 
So, I think there is an opportunity to grow that into next year. Now what the market makes available. I don't know yet. But I think our idiosyncratic story continues. And I think that opportunity certainly is right in front of us and we'll continue to work through that into next year.
 
Bascome Majors
And maybe expanding on that, it sounds like from your commentary on the fourth quarter, the margin pressure is really about volume, operating leverage and absorption on that than necessarily anything idiosyncratic to the wage increase timing or anything like that.
 
If we're in a more flattish tonnage environment next year, and kind of noticing that you have headcount down and you've done a very good job of controlling costs in the last couple of quarters here. Is there an opportunity to expand margin without growth in tonnage?
 
Fritz Holzgrefe
I think so. Not meaningful, like big growth in tonnage. I think we can continue to drive efficiencies and continue to focus on pricing, continue to make sure that we get paid for all the services we provide. That's certainly an opportunity.

 
Keep in mind, to the extent that we do get a little bit of growth, in a network that is underutilized because we invested for the long-term, the incrementals are going to be pretty good, right? So, it's not going to take a whole lot. So we'll continue to be focused on that. I think there are incremental returns that we'll get in the business, and I think we'll continue to drive that value into next year.
 
Bascome Majors
Thank you, Fritz.
 
Operator
The next question comes from Bruce Chan with Stifel. Please go ahead.
 
Bruce Chan
Good morning. Thanks for the question, guys. Maybe just a follow-up on the customer mix comments as you round out the network. You've talked about wallet share expansion with existing customers, which is certainly very encouraging to see. Maybe you can just talk about where else you're targeting growth and how that process is going?
 
I don't know if you can parse what field account penetration looks like versus enterprise, for example, and maybe whether there are any new end markets that you think are big opportunities. Some others have talked about, events business, grocery consolidation. So, any color there would be great.
 
Fritz Holzgrefe
You know, I think the growth opportunities are all the above for us, right? But I think that let's break those apart specifically. So, if you look at the facilities that have been opened since 2022, what we call the ramping facilities, the opportunities in those markets is, to date, one of the things we've been able to do is we've grown national account business into those markets, in part because we already had established relationships with those customers.
 
So, it was an opportunity for us to kind of leverage in those markets. And that was really part of the growth thesis. But the second part of that, that I think that is underappreciated is in some of these places, we haven't done business before. And so, getting that Saia brand name out there, the next legs of growth in those markets are going to probably come from the field accounts or the accounts that, who is this company with the red and white trucks? That remains to be a growth opportunity for us, right?
 
So, I think as you mature in markets, you start with the relationships you have, you grow that business. And then the secondary opportunities come from finding that customer that doesn't know us. And for people that have followed us, Bruce, like you have, you know that we know how to do this. So, if you go back to our Northeast expansion, that's exactly how we've grown that business to be a meaningful part of our total portfolio.
 
We started at those national accounts because they knew who we were, and we've done a great job of developing the local business, or field business as we call it, as those facilities mature. We like verticals and that particularly in spaces that value service, that value our on-time and value our investment in technology. Those are customers that are in business to deliver whatever product or service that they offer, they need a good LTL partner that can achieve at a very high level. That's where we come in.
 
And those markets that you described are all ones where we can win, be it trade show or grocery or whatever it might be. Those are markets that value our level of service. They're getting to know us in some cases and in some markets, because we're new, they're finding out about us in there. So, I think the growth is for us, and this is the really exciting part about the company is across all markets, all verticals because we're just now getting to maturity.
 
Bruce Chan
That's super helpful. Maybe just a quick follow-up. I imagine there is a margin uplift opportunity as that mix changes. Any thoughts on what that differential with those new field accounts looks like versus the legacy national?
 

Fritz Holzgrefe
Listen, the margin uplift, like if you just get the average sort of pick up market pricing opportunity, right? So, if we get the pricing, we come in and get the business at market. The first uplift is going to happen is you have a very underutilized facility be it a city driver, equipment line haul network that are already in place. And if you get market pricing on that new business, put it on that underutilized piece of equipment, that is a really interesting, compelling incremental margin opportunity. We know, despite our inefficiencies, we got a pretty good cost structure that we can leverage and scale from here. So, I think the opportunity comes in a couple of places, right? It comes with growth around good pricing, but then it's also scaling a very, very competitive cost structure.
 
Bruce Chan
Great. Super helpful. Thank you.
 
Operator
The next question comes from Brian Ossenbeck with JPMorgan. Please go ahead.
 
Brian Ossenbeck
Thanks. Good morning. So maybe Fritz, just to follow up on that line of question. When you get those new field accounts, is that incremental to the volume you have already there with the nationals and just drop straight in and help balance it out the mix or do you shift those ramping facilities to have more of a percentage mix of some of that national might churn and go away. Maybe you can help provide some thoughts around that and where that would show up if it's more on the rev per piece side or if it's more on the cost per shipment side rather?
 
Fritz Holzgrefe
It's going to end up in both places, Brian. So, if I just go back to our Northeast experience, right? So, look at as we expanded in that network, you find customers that are willing to pay for the value that you're providing, right? So that's the top line. And that may require that you find a piece of business that you picked up and you realize that, geez, the pricing is not right, or this isn't working, you exit that business and then you bring in something that's maybe a little bit more appropriately priced, you get all the accessorials and that's an incremental, right? In terms of the pricing line. And regardless, the volume is going to be incremental to leveraging the cost structure.
 
So, if I have a facility that is underutilized, that's an opportunity for us to win on both accounts. We're not necessarily targeting, hey, is it field? Is it national account? Is it different segments of the business? We're more focused on customers that say, let's look at the value that Saia provides, and we're willing to pay for it, right, and understand what that investment is. And those are customers that fit best for us. Sometimes that's a national account. Sometimes that's a field account. Sometimes it's a combination of both, and it could be across industries. So, it's more of that profile that we're pursuing that makes the most sense for us.
 
Brian Ossenbeck
All right, thanks, Fritz. And then a quick follow-up for Matt, can you just give us some more details around the CapEx continuing to come down, I think, for the third straight quarter here. Where is that trim coming from? And do you think that's at a good place as you exit the year? And maybe some early thoughts on next year as well? Thank you.
 
Matt Batteh
Sure, Brian. We have a pretty robust real estate pipeline that we look at. And from an equipment standpoint, pretty much all the equipment for this year has been delivered and in service. So that's more on the real estate front. When we go through and look at projects. We're going through diligence on these, having conversations about what the market opportunity is, going to be serviced by different locations. So that's just looking at projects that we've got in flight and being a little more discerning on those. And it's not that we're never going to do them. It may just be that we're delaying a little bit.
 
So you've seen us push a little bit of that out as we stand. I think that's probably in a good range for this year, depending on a couple of things that may flow through. But I think that's probably a pretty good range. And then it's still early. We're looking at next year. But I'd say early read is probably more in a $400 million to $500 million range from a CapEx standpoint. So obviously, way down from last year will be down again from this year.

 
And again, the network build out, we still have opportunities and dots that we need to put on the map. But we've made big strides in that, that shows in the CapEx line over the past couple of years. So still some finalization to be done for 2026, but I'd say probably a $400 million to $500 million number is probably a fair range.
 
Brian Ossenbeck
Okay, very good. Thank you.
 
Operator
The next question comes from Tyler Brown with Raymond James. Please go ahead.
 
Tyler Brown
Hi. Good morning, guys. 
 
Fritz Holzgrefe
Good morning.
 
Matt Batteh
Hi, Tyler.
 
Tyler Brown
Hi. I missed the first part of the call, so I apologize if you addressed it. But I think last quarter, we talked about peak touches in line haul maybe in Q1 or Q2. And I think Patrick's got a number of initiatives to kind of, let's call it, fundamentally redesign line haul, to basically take touches out regardless of volume. I think your cost per shipment fell sequentially for the second straight quarter. So, can you just kind of talk about where we're at on that touches or breaks per shipment journey? And do you feel at this point that you're basically past peak pain?
 
Fritz Holzgrefe
Yes, Tyler, I think we're past peak pain. I think we're continuing, as we pass into the next few months into next year, we continue to have steps around our network redesign, line haul optimization efforts, as we continue to refine and deploy our AI-based routing tools around that. I think there continues to be opportunity around that.
 
And I think what's really, really interesting is the value of that we haven't necessarily monetized yet, because I think there's still a lot of growth to come in facilities that are still immature. So, when I say that we have the opportunity to monetize that, I think the cost structure is very effective.
 
And as we continue to grow in markets that have been open less than three years, you're going to be doing that and further leveraging those sort of cost savings initiatives. So, I think that's going to help drive the incrementals into the future. So, it's early innings on what the opportunity is.
 
Now it's challenged into the fourth quarter, right? Because this is a notoriously inefficient time of the year. In the first quarter, I would tell you that I think that the scaling opportunity is really interesting. We haven't run through a full year of leveraging that redesigned network.
 
Tyler Brown
Yes, agreed. And so, what about balance as well because is the outbound-inbound mix starting to balance out? And I would assume that as you build that outbound side, particularly on the new terminals, that's going to help with this touch issue as well because you're going to be able to build more directs. Is that right?
 
Fritz Holzgrefe
Tyler, great point. I mean, we're early innings on that stuff, right? So, if you think about just in the simplest form, these are not huge markets. But if you just took the Great Plains states. So, the immediate value we can provide to a customer, we can go to those points now.

 
So, you have a customer say that's in Dallas that says, "Hey, I need to go to Montana." Well, Saia can now go to Montana. We solved the problem. So that's an opportunity. Now the challenge for us is that immediately makes us sort of out of balance, right? So, you have those Montana markets, we don't have the freight coming out of there yet. The opportunity for us is to grow out of those markets to the extent there's available freight, that's a balancing opportunity, right? So those are the smaller markets. 
 
Then you take a big market like a Trenton or a Laredo, we're early innings there too. So those facilities had just crossed over a year. The opportunity to grow both the inbound and outbound is very, very meaningful. And that is all a scaling, leverage the network, build directs, take touches out, and we've already got a good cost structure to start with. So, I think there's an opportunity to keep getting better from where we are.
 
Matt Batteh
That part doesn't even factor in the value that you get when a little bit of uplift from the environment. You're also getting the volume back from those dense legacy networks, right, the Newark, Dallas, Houston, all those. When you get that volume back too, it's an opportunity to continue to leverage that density that's been built over the years. So, it's going to be a combination of both and the opportunity to service customers. You're right, Tyler. It's the direction that really matters in this business too, where the freight is coming from. So, length of haul and weight per shipment are important metrics, but direction really matters too.
 
Fritz Holzgrefe
If you take a handle out, you have the opportunity to improve service for a customer. 
 
Operator
The next question comes from Eric Morgan with Barclays. Please go ahead.
 
Eric Morgan
Hi. Good morning. Thanks for taking my question. I guess just one for me. Could you give us an update on conversations with customers heading into '26? I know the real-time volume picture sounds pretty sluggish. But I guess just curious if you're getting any early reads on potential green shoots or just broadly how your customers are positioning into next year? Thanks.
 
Fritz Holzgrefe
So, I think right now, the way I would characterize this, people are, they're incrementally maybe a little bit more confident, positive than they were at the beginning of the year, right? So, you think through, we've kind of got a view of what the tariff landscape is. We've got a view of what tax policy is. We've got a view around interest rates. All that is incrementally positive, right? I'm waiting to see it in the numbers.
 
And I think we haven't seen that yet, but I think customers, we're kind of ticking off the uncertainties, which is good. Now we just need the next step, I think, is for customers to have the confidence to say, now is the time to launch the new product or build a new facility or whatever it might be, ramp up production, that sort of thing.
 
Eric Morgan
Appreciate it.
 
Operator
The next question comes from Richa Harnain with Deutsche Bank. Please go ahead.
 
Richa Harnain
Thank you. So just a few quick clarification ones for me. First, the 300 bps to 400 bps of OR deterioration, I know, Matt, you talked about how October being lower than you expect is contemplated in that outlook. But what are you assuming for November, December? Do we assume an in-line seasonality type results for those months or do we assume that things continue to be subnormal.

 
And then, Fritz, did you say when you were talking about margin expansion opportunity next year, I just want to clarify, that was a year-over-year comment, i.e., you can still maybe expand margins next year even if the environment remains lackluster? And then lastly, contract renewals. Can you remind us what those were in Q3? Thank you.
 
Matt Batteh
Yeah. I'll start and then hand it back over to Fritz. So, I'll hit the contractual renewals number one quickly. So, 5.1% for that piece. In terms of the margin progression, like you referenced, October, what we're seeing so far is contemplated. What we've got our thoughts around for November and December is that it gets back a little bit more towards seasonality. So, if that's a different plus or minus, it could impact where we land from what we're projecting and thinking through right now.
 
If there's a bounce back in November, could we do on the lower end of that? We certainly could, but I think a lot remains to be seen in those holiday periods. But our assumption is that we're getting sort of back towards what normal seasonality would be, which are usually declines from October. Usually what you'd see in October to November would be a decline in shipments, and then November to December would be another decline in shipments. So that's what we're forecasting now, but we'll see what we get from the October exit rate.
 
Fritz Holzgrefe
Yeah. And with respect to 2026, we haven't given you a number, but I think in a sort of steady state environment, I think we could be in a position where we could see some incremental improvement around OR and operating income. [audio drop]
 
Operator
Pardon me. Go ahead.
 
Fritz Holzgrefe
Okay. Sorry. I may have garbled there for a second. So, I'm not sure what you missed, but I think could we have operating income and OR improvement next year versus 2026 versus 2025 [audio drop] environment. So, we haven't quoted a number around that yet, but I think there's an opportunity for us to drive some performance in the next year which we're excited about.
 
I think the maturity in the facilities that have been open since ‘22 is going to be a key catalyst for that. And then I think that as we continue to develop that share of wallet with our customers, I think that'll continue to be a positive for us. And those will all be contributors for us next year.
 
Operator
Are we ready for the next question?
 
Fritz Holzgrefe
We are. Thank you.
 
Operator
Wonderful. The next question comes from Ari Rosa with Citigroup. Please go ahead.
 
Ari Rosa
Hey. Good morning. So, Fritz, you mentioned the cargo claims ratio, and with all due respect, I'm aware it's a little bit higher than kind of the best-in-class player. How do you think about your service kind of in context? And to what extent is that holding back some of the pricing opportunity or kind of the ability to realize better pricing?
 
Fritz Holzgrefe
So just to kind of level set a bit, so our cargo claims ratio is a GAAP [derived] number. So, I'm not exactly sure how everybody else calculates it. I think the best thing we can do to improve our cargo claims ratio is to get our pricing in line with market. So that's a way to drive improved cargo claim ratio right away.

 
I don't think that there is a situation where we lose business because of the cargo claims. I think that a customer looks holistically at doing business with us around everything from picking up on time, delivering on time, meeting the promises, being able to meet their expectations. So, there's not a singular limiter that says I'm not going to do business with you because you got a 0.54% cargo claims ratio.
 
We haven't lost business with that. We've had opportunities around that. I think it's not a discernible difference from other numbers. I think where we win though is that, alongside of all the other things our team does for customers, and that's where we win. And then we continue to focus on driving pricing and that obviously is in the denominator. So that would improve cargo claims ratio too.
 
Ari Rosa
Got it. That's helpful. And then I wanted to shift gears a little bit just on my follow-up. It sounds like potentially CapEx coming down a little bit. I got to say Fritz, I've heard you sound more confident I think this call in terms of the incremental opportunity from expanding the network and into 2026. And yet the stock is obviously down quite a lot. And it sounds like maybe the free cash flow is going to be pretty robust over the next couple of years. How are you thinking about the opportunity maybe to initiate a buyback here or get a little bit aggressive in terms of driving shareholder returns for kind of long-term holders? Thanks.
 
Fritz Holzgrefe
So, I'm excited about and have been incredibly excited about the Saia opportunity. And this is entirely why we invested in our network is to generate value not only for our customers, but for the shareholders of Saia. We did it on an organic basis. We did it with the idea of creating long-term value for our customers and for the shareholders.
 
I think that we are right on the cusp of really taking advantage of, when we have an improving market, better macro backdrop, I want to put to work 213 facilities and drive the incrementals out of that. Customers will see what service they get in a business that we know how to scale. We've got a record history of being able to do that and I think that gives us confidence.
 
I'm confident in it, because I watch every day to see what our team is doing for our customers, seeing the performance there, seeing what response we're getting in a lackluster market. So, I think about if there's a big market or a positive market, man, what the potential is. I've always known it's there. I'm just excited about it right now because I think that longer term people need to understand that.
 
Now, we are also and always have been stewards of the shareholders' capital. So, the opportunity to drive value is going to generate returns for Saia. They'll give us investment opportunities to further expand this network, because I think there are opportunities to do that. But at the same time, I think, there's going to be an opportunity, and I just don't know when, to return capital to our shareholders in any number of forms. But I think that those are things that are front and center for us. But the biggest thing, all that happens if we drive value out of the network we've invested in.
 
And so, as we look into next year, and frankly, the capital numbers even this year, we see slow growth. And as a steward of the shareholders' capital, we're slowing capital investment as it relates to that and making sure we're in a position, the company, to take advantage of the opportunities that will inevitably be there for us.
 
Ari Rosa
Helpful. Thank you for the time, Fritz.
 
Operator
This concludes our question-and-answer session. I would like to turn the conference back over to Fritz Holzgrefe, Saia's President and Chief Executive Officer. Please go ahead.
 
Fritz Holzgrefe

Thank you, everyone, for taking the time to listen and learn about Saia's results. We're very pleased with the outcome of Q3. Q4 in the current environment continues to present challenges. But I think what's critically important is the underlying value that Saia is creating for customers ultimately is underlying value for our shareholders and it's really about the story from here how we drive incremental improvements in margins in the business that we've invested in over the last number of years. The company is built for the long-term and long-term is long-term value-creating for the shareholder. So, thank you for your time.
 
Operator
The conference has now concluded. Thank you for attending today's presentation. You may now disconnect.
 
 

