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® Brand Check-up

Cracker Barrel

As of September 9, 2025

Status: Needs attention

Strong brand assets, weak execution: Cracker Barrel removed the
symbols guests valued most while its real problem, slow traffic,

stayed unsolved.

About this check-up

Brand Doctor reviews well-known brands the way we review a client’'s marketing: symptoms,
diagnosis, treatment. This check-up uses public information available on September 9, 2025.
It is brand and marketing analysis, not investment advice. Sources are listed at the end.



=wrBrand Doctor

Vital signs

Share price

s0  $178.01

Cracker Barrel Brand Check-up - September 9, 2025

USD, at the dates shown [2, 3, 1]

[ )
$133
$59.47 $54.80 $62.33 $50.36
$66 °® )
o

$0

2021 high close Logo launch day Backlash sell-off Day after logo reversal As-of close

2021-04-12 2025-08-19 2025-08-21 2025-08-27 2025-09-09

Share price Change since logo launch

$50.36

Close, September 9, 2025 (Nasdaqg: CBRL) [1]

Change from 2021 high

-71.7%

From $178.01 close on April 12, 2021, the highest
close of 2021 [2, 3]

Comparable restaurant sales

+1.0%

Q3 fiscal 2025 (to May 2, 2025), with 4.9%
menu pricing [4]

Public information as of September 9, 2025. Not investment advice.

-15.3%

From $59.47 close on August 19, 2025 [1]

Fiscal 2024 revenue

$3.47 billion

53 weeks to August 2, 2024, up 0.8% [5]

Cracker Barrel stores

658

Company-owned, as of May 2, 2025 [4]
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Timeline

2021-04-12 @ Shares close at $178.01, their highest close of 2021. [2, 3]

2023-11-01 @ Julie Felss Masino, formerly of Taco Bell and Starbucks, becomes president
and CEO, succeeding Sandra Cochran. [7]

2024-05-16 @ Strategic transformation plan: about $600 million to $700 million of capital
spending over fiscal 2025 to 2027, 25 to 30 remodels planned for fiscal 2025,
quarterly dividend cut to $0.25. [6]

2024-09-19 @ Fiscal 2024 results: revenue of $3.47 billion, up 0.8%; comparable restaurant
sales down 0.1%. [5]

2025-06-05 @ Third-quarter fiscal 2025 results: revenue of $821.1 million, up 0.5%;
comparable restaurant sales up 1.0%. [4]

2025-08-19 @ Allthe More campaign launches with a new logo that drops the Old Timer
figure leaning on the barrel and the words Old Country Store. [8, 9]

2025-08-21 ® Shares close at $54.80, down 7.2% on the day, as criticism of the logo spreads
online. [1, 9]

2025-08-25 @ Company says it could have done a better job sharing who it is. [10]
2025-08-26 @ The company says its new logo is going away and the Old Timer will remain.
Earlier that day, President Donald Trump had posted on Truth Social urging a

return to the old logo. [11,12]

2025-09-09 @ Company suspends remodels in the modern design; shares close at $50.36.
[13, 1]

Symptoms

e Shares fell 7.2% on August 21, 2025, two days after the new logo launched.
e The company restored its Old Timer logo one week after launch.

e Remodels in the modern design were suspended on September 9, 2025.
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e Comparable restaurant sales rose 1.0% in the third quarter of fiscal 2025 while menu pricing
rose 4.9%.

e Comparable retail sales fell 3.8% in the same quarter.
Diagnosis

a Removed its most distinctive assets at once

The August 19 logo dropped the man leaning on the barrel and the words Old Country
Store, keeping only the name. Two days later the shares closed down 7.2%, and the
company reversed the logo within a week. [8, 9,1, 11]

e Explained continuity only after the backlash

The company told AP on August 21 that Uncle Herschel remained on its menu and in its
restaurants. On August 25 it said it could have done a better job sharing who it is and who
it will always be. [9, 10]

e Visible changes ahead of a traffic fix

In May 2024 the company blamed weaker than anticipated traffic for results below
expectations. Comparable restaurant sales fell 0.1% in fiscal 2024 and rose 1.0% in the
third quarter of fiscal 2025, both against 4.9% menu pricing. [6, 5, 4]

° Modern design tested against a heritage promise

The CEO said the goal of the remodels was to "freshen things in such a way as to be
noticeable and attractive but still feel like Cracker Barrel." On September 9 the company
said the modern design does not reflect what guests love about Cracker Barrel and
suspended remodels. [13]
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Prognosis

As of September 9, 2025, Cracker Barrel has dropped the new logo and suspended the modern
remodels, the two most visible parts of its refresh. The brand assets survived intact, and the
episode showed how much guests care about them. The open questions are operational. Watch
the next quarterly report for restaurant traffic after August 19, any change to the plan for about
$600 million to $700 million of investment, and whether management names what will stay fixed
before it tests anything new. A credible plan for visit frequency, more than design, will decide how
lasting the damage is.

Treatment

e Treatthe Old Timer, the barrel and the porch as fixed assets, and modernize around them
through food, service speed, value and digital ordering.

e Testidentity changes with regular guests in a few restaurants before any national launch, and
announce what will not change ahead of what will.

e Put traffic recovery at the centre of the plan, with visit frequency and value perception tracked
as primary goals.

e Report brand health measures such as recognition, trust and intent to visit alongside sales, so
damage or repair shows up early.

Lessons for growing companies

List the assets customers would defend

Before any rebrand, map which logos, characters, colours and rituals carry recognition and
meaning. Keep those fixed unless research with core customers says otherwise.

Explain what stays before what changes

Cracker Barrel said Uncle Herschel was staying only after the backlash began. Lead with
continuity, then introduce the new.
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Match the fix to the symptom

A traffic problem needs reasons to visit more often. A new identity cannot supply those,
and it adds a second problem if it removes what regulars value.
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Cracker Barrel Old Country Store, Inc. (CBRL) historical prices, August 13 to September 9, 2025. Yahoo Finance,

2025-09-09.
https://finance.yahoo.com/quote/CBRL/history/?period1=1755043200&period2=1757462400

Cracker Barrel Old Country Store, Inc. (CBRL) historical prices, April 1to 30, 2021. Yahoo Finance, 2021-04-30.
https://finance.yahoo.com/quote/CBRL/history/?period1=1617235200&period2=1619827200

Cracker Barrel Old Country Store, Inc. (CBRL) monthly historical prices, January 2005 to September 2025. Yahoo

Finance, 2025-09-09.
https://finance.yahoo.com/quote/CBRL/history/?period1=1104537600&period2=1757462400&frequency=1mo

Cracker Barrel Reports Third Quarter Fiscal 2025 Results and Updates Outlook (Form 8-K, Exhibit 99.1). Cracker

Barrel Old Country Store, Inc. via SEC EDGAR, 2025-06-05.
https://www.sec.gov/Archives/edgar/data/1067294/000110465925056681/tm2517171d1_ex99-1.htm

Cracker Barrel Reports Fourth Quarter Fiscal 2024 Results (Form 8-K, Exhibit 99.1). Cracker Barrel Old Country

Store, Inc. via SEC EDGAR, 2024-09-19.
https://www.sec.gov/Archives/edgar/data/1067294/000110465924101208/tm2424318d1_ex99-1.htm

Cracker Barrel Provides Update on Strategic Transformation Plan (Form 8-K, Exhibit 99.1). Cracker Barrel Old

Country Store, Inc. via SEC EDGAR, 2024-05-16.
https://www.sec.gov/Archives/edgar/data/1067294/000110465924062546/tm2414611d1_ex99-1.htm

Cracker Barrel Names Julie Felss Masino as the Company's New President and Chief Executive Officer (Form

8-K, Exhibit 99.1). Cracker Barrel Old Country Store, Inc. via SEC EDGAR, 2023-07-18.
https://www.sec.gov/Archives/edgar/data/1067294/000110465923081830/tm2321483d1_ex99-1.htm

Cracker Barrel Teams up with Country Music Star Jordan Davis to Invite Guests to Discover “All the More" this

Fall. Cracker Barrel Old Country Store, Inc., 2025-08-19.
https://www.crackerbarrel.com/newsroom/news-releases/cracker-barrel-teams-up-with-country-music-star-jordan-davis

Cracker Barrel unveils a new logo as part of wider rebrand efforts, sparking ire among some online. Associated

Press via Boston.com, 2025-08-21.
https://www.boston.com/news/national-news/2025/08/21/cracker-barrel-unveils-a-new-logo-as-part-of-wider-rebrand-efforts

/

Cracker Barrel says it 'could've done a better job' with release of new logo that angered some fans. Associated

Press via Boston.com, 2025-08-25.
https://www.boston.com/news/business/2025/08/25/cracker-barrel-says-it-couldve-done-a-better-job-with-release-of-new-I
ogo-that-angered-some-fans/

Cracker Barrel revives old logo after backlash stoked by Trump. Al Jazeera, 2025-08-27.
https://www.aljazeera.com/economy/2025/8/27/cracker-barrel-revives-old-logo-after-backlash-stoked-by-trump

Cracker Barrel's stock soared after classic logo returned. Axios Nashville, 2025-08-28.
https://www.axios.com/local/nashville/2025/08/28/cracker-barrel-s-stock-soared-after-classic-logo-returned

Cracker Barrel suspends plans to remodel restaurants after logo blowup. Associated Press via KSAT,

2025-09-09.
https://www.ksat.com/business/2025/09/09/cracker-barrel-suspends-plans-to-remodel-restaurants-after-logo-blowup/
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About Brand Doctor

Brand Doctor is a marketing strategy consultancy founded by CIiff K. F. Lin. He has spent 17
years in marketing and managed more than $30 million in spend for SaaS, tech and
lead-generation companies.

A Brand Check-up applies the method we use with clients to a well-known brand: the symptoms
you can see from outside, the root causes behind them, and the treatment we would prescribe.
For your own company, we look at six areas (positioning, messaging, customer journey, channel
mix, budget and spend, and measurement) and rank what to fix first.

$30M+ 135+ 8 x 17

In marketing spend Campaigns treated Growth achieved Years in marketing
managed

Find out where your marketing is
bleeding.

Brand Doctor runs the same check-up on your marketing. Book a free
diagnosis at brandmd.ca/contact.

Book your free diagnosis
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