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Preface:

This document is a comprehensive strategic blueprint prepared by Parker Collision

U

Intelligence (PCI). It is designed to be a "manual for the insurgent"—providing
independent collision repairers in the USA and Canada with the strategic and tactical
tools to dismantle the competitive advantages of Private Equity (PE) backed Multi-Shop
Operators (MSOs).

1. THE STRATEGIC CONTEXT: WHY DAVID WINS

The US collision landscape is currently undergoing a "Consolidation Trap." Massive PE-
backed MSOs are acquiring shops at record multiples, but their operational modelis
fundamentally flawed. Because their primary goal is an exit (the "Flip"), they focus on
EBITDA and top-line revenue. This leads to what we at PCl call "The Bloated Middle":
large organizations burdened by administrative overhead, disconnected corporate

culture, and—most importantly—stagnant operational velocity.

While the industry average Key-to-Key (K2K) time in the US hovers around 11 to 14 days,
a shop utilizing Theory of Constraints (TOC) and Systems Thinking can consistently
deliver a 3.5 to 5-day K2K.

This 7-day performance gap is your Guerilla weapon.
Guerilla marketing isn't about having a bigger billboard; it’s about using your
operational agility to make the "Giant" look obsolete. You are not selling a repair; you

are selling "Indemnity Mitigation" and "Customer Certainty."



2. DEFINING GUERILLA MARKETING FOR COLLISION
REPAIR

In the context of Parker Collision Intelligence, Guerilla Marketing is defined as:

“The unconventional use of high-velocity operational data and targeted local influence
to displace larger competitors by highlighting their hidden frictional costs to

stakeholders.”

The Three Pillars of Your Guerilla Mindset:

As an independent operator, you are fighting a war of asymmetric information. The PE-
backed MSO relies on the insurer's ignorance of operational friction. Your job is to

illuminate that friction and position your shop as the only logical solution.

Pillar 1: Intellectual Superiority (The Systems Thinking Edge)

In the collision industry, most owners think in terms of "fixing cars." The Guerilla thinks
in terms of "Managing a System." Intellectual superiority means you understand the
end-to-end claim journey better than the claims manager sitting in a corporate office

500 miles away.

A. Understanding the "Silent Tax" of Friction

The MSO model is built on "Labor Rate Arbitrage"—they win by squeezing a few dollars
out of the hourly rate through volume. However, their systems are inherently fragile.
Because they lack a true TOC (Theory of Constraints) flow, their shops are often

congested with "Work in Progress" (WIP) that isn't moving.



e The Systemic Reality: Every day a car sitsidle in a lot, it is accruing "Frictional
Costs"—rental fees, administrative "file touches," and customer dissatisfaction.

e Your Advantage: By applying Systems Thinking, you recognize that the cheapest
repair for an insurer is not the one with the lowest labor rate, but the one with the
lowest total indemnity spend. You must be able to articulate this "Total Cost of

Claim" (TCC) model better than any MSO salesperson.

B. Mastering "Indemnity Preservation"

You are not a "Body Shop Owner"; you are an "Indemnity Preservation Specialist." *
The Concept: When a car is in your shop for 4 days instead of 14, you have "preserved"

10 days of the insurer's capital.

¢ The Guerilla Move: Use this data to challenge the DRP (Direct Repair Program)
logic. If an MSO saves an insurer $5/hour on labor (approx. $100 on a 20-hour
job) but costs them an extra 10 days in rental ($500), the MSO has actually cost
the insurer $400. This is the "Intellectual Superiority" you must weaponize in

every conversation.

Pillar 2: Resourceful Agility (Operational Flexibility)

Agility is the ability to change direction and make decisions faster than the competitor
can even identify the problem. The PE-backed MSO is a "Super-Tanker"—it takes miles

to turn. You are a "Stealth Interceptor."

A. The OODA Loop in Collision Repair

In Guerilla warfare, we use the OODA Loop (Observe, Orient, Decide, Act).

1. Observe: You see a bottleneck in the local market (e.g., a major MSO is backed
up 3 weeks for estimates).

2. Orient: You recognize your TOC "Buffer" is healthy.



3. Decide: Youimmediately launch a local social media "Flash Campaign" for
"Same-Day Blueprinting."
4. Act: You capture 10 high-margin repairs before the MSO regional manager has

even received the weekly backlog report.

B. The "Drum-Buffer-Rope" (DBR) Marketing

Your marketing should be as synchronized as your production.

e The Drum: This is your shop's heartbeat (your output capacity).

e The Buffer: When your buffer is low, your marketing "Agility" kicks in to fill the
line.

e The Rope: This is the communication link to your referrers. Unlike an MSO that
takes everything and then lets it sit, you pull work into the shop only when the
system can maintain velocity. This "Honesty in Capacity" builds a level of trust

with local agents that a corporate entity can never replicate.

C. Elimination of the "Corporate Filter"

In an MSO, a decision to offer a new service or adjust a process must pass through a
Regional Manager, a VP of Operations, and perhaps a PE board member. You can
implement a "Zero-Day Blueprinting" protocol on a Monday morning and have it fully
operational by Monday afternoon. This speed of implementation is a form of

Operational Guerilla Warfare.

Pillar 3: The Flank Attack (Winning the Value War)

In warfare, a "Flank Attack" avoids the enemy’s strongest point (their size and price-
negotiating power) and strikes them where they are weak (their speed and customer

intimacy).



A. Abandoning the "Price War"

If you try to compete with an MSO on labor rates, you will lose. They have the "scale" to

survive on razor-thin margins. The Flank Attack dictates that you change the field of

battle.

The Strategy: Don't talk about price. Talk about Velocity and Certainty.
The Tactical Execution: When an insurer asks for a "rate match," your response
is: "We don't match rates; we match outcomes. Our 4-day cycle time saves you

$500 in rental. Would you rather save $100 on labor or $500 on the total claim?"

B. The "Un-Refusable Offer" (URO)

The MSOQO’s weakness is their inability to guarantee specific outcomes due to their

bureaucratic sprawl.

Your Guerilla URO: "If we don't provide a complete, supplement-free blueprint
within 24 hours of arrival, we will provide a free loaner vehicle for the duration of
the repair.” * Why this works: Your TOC process makes this a low-risk promise

foryou, but it’s a terrifying prospect for a slow MSO. It highlights your confidence

in your "Continuous Flow" model.

C. Hyper-Local Dominance

MSOs market at the "Brand" level. You market at the "Human" level.

The Tactic: Become a "Strategic Consultant" to the top five insurance agents in
your 10-mile radius. Provide them with "Value Reports" that they can show their
clients.

The Outcome: You aren't just "the guy who fixes cars"; you are the partner who
protects their "Retention Rate" (the most important metric for an agent). If a
customer gets their car back in 3 days, they stay with that agent. If it takes 21

days at the "preferred" MSO, they shop for a new insurer.




Summary: The Guerilla’s Strategic Edge

By combining Intellectual Superiority (knowing the math of the claim), Resourceful
Agility (fast decision-making), and The Flank Attack (competing on velocity instead of

price), you render the MSO’s size irrelevant.

In the eyes of Parker Collision Intelligence, the MSO is a "dinosaur in a tar pit"—massive
and powerful, but unable to adapt to the high-velocity environment you have created

through TOC.

"The goal is not to be bigger. The goal is to be faster, smarter, and more profitable

per square foot than the giant ever could be."



3. THE TOC MARKETING ENGINE: SELLING THE UNSEEN

Most shops market their "quality" or "equipment.” This is a mistake. Quality is a

prerequisite; equipment is a commodity. As a TOC-driven shop, your product is FLOW.

Understanding the Value of Throughput
In a PE-owned MSO, a car is a "unit of revenue." In a TOC shop, a car is a "constraint to
be managed." Because you have synchronized your "Drum-Buffer-Rope," your

marketing must communicate the result of that synchronization.

The Value Proposition: * To the Insurer: We eliminate the "Credit Hire/Rental

Leakage."

Rental leakage—often termed the "Credit Hire Leak"—represents the avoidable
indemnity spend incurred by insurers when a vehicle remains idle due to

operational bottlenecks in a repair network.

Every additional day of vehicle downtime beyond a high-velocity benchmark
(such as the 3.5-day K2K target) compounds this exposure, transforming
stagnant repair cycles into a significant, unmanaged drain on an insurer's
bottom line. By utilizing Theory of Constraints (TOC) to eliminate these
frictional delays, high-velocity independent shops effectively plug this leak,
returning the customer's vehicle faster and preserving thousands of dollars in

"Total Claim Cost" for the insurer.

e Tothe Customer: We return your life to normal 60% faster than the MSO.



4. TARGETING THE "WHALE": THE INSURER STRATEGY

Insurers in the US are hurting. With Net Combined Ratios (NCR) often exceeding 100%,
they are desperate for "Indemnity Spend" reduction. The MSOs provide them with

"Capacity," but you provide them with "Efficiency."

The "Frictional Cost" Audit (Guerilla Tactic #1)
You must educate local insurance agents and regional adjusters on the True Cost of a
Day.
e The Math: If a rental car costs $50/day and administrative "touch time" costs
$30/day, every day a car sits in an MSQO’s parking lot costs the insurer $80.
e The Attack: Create a "Comparative Performance Report." Show your 4-day K2K
vs. the regional 12-day average.
e The "Guerilla" Move: Send this report to the local agents of the very companies
the MSOs are DRP (Direct Repair Program) partners with. You are highlighting the

MSO's "hidden tax" on the insurer.

The "Closed-Loop" Guarantee

Offer a "No-Friction Intake." Because your TOC process includes "Zero-Day
Blueprinting," you can guarantee a supplement-free repair (or a 24-hour supplement
turnaround). This is a massive pain point for insurers that MSOs struggle to manage due

to their bureaucratic "centralized estimating" hubs.



5. THE SELF-PAY & RETAIL PLAYBOOK

Self-pay (out-of-pocket) and high-deductible customers are the highest margin. They

value time above all else.

The "Time-Back" Campaign (Guerilla Tactic #2)
e Strategy: "While they wait for parts, we’re already finishing the paint."
e Action: Use "In-Process Video Updates." Instead of a generic text, send a 15-

second clip of the car moving through the "Continuous Flow" line.

e Why it works: It proves velocity. It makes the MSQO’s "Your car is in the system’

message look like a lie.

Localized "Geofencing" via Education
Instead of expensive digital ads, place "Education Boards" at local high-traffic areas

(coffee shops near tech hubs or business districts).

e Headline: "Why is your car still at the shop? The 10-day myth of collision repair
e Content: A simple infographic showing the "Touch Time" vs. "Wait Time" in a

traditional shop vs. yours.
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6. LOW-COST STRATEGIES & IMPLEMENTATION

Tactic #3: The "Broken Process" Referral

Identify cars sitting in MSO lots (they are easy to spot—look for the dust and the 'work-

in-progress' markers that haven't moved).

o The Move: Offer a "Rescue Estimate." If a customer is frustrated with an MSQO's
delay, offer to pick up the car and putitinto your high-velocity stream.

e The Marketing: "Tired of the 2-week wait? We measure our repairs in hours, not

days."

Tactic #4: The Technical Excellence Seminar
Invite local insurance agents to a 30-minute "Pizza & Physics" session at your shop.
e The Content: Don't show them how you fix a dent. Show them how you manage
a Constraint.

¢ The Goal: Make them realize that when they send a car to a slow MSO, they are

actively hurting their own loss ratio.

Running your own “Pizza and Physics” Seminar

Here is the detailed 30-minute curriculum for "The Physics of Profit: Why Your Current

Repair Network is Leaking Indemnity Capital."
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Seminar Title: The Physics of Profit

Sub-title: How Throughput Science Eliminates the 8500 'Hidden Tax' on Every Claim.

Presenter: [ Your Name], High-Velocity Collision Specialist

00:00 — 05:00 | The Hook: The Crisis of the Combined Ratio

The Problem: Start with the "Boardroom Reality." Mention that the US/Canadian
motor market is facing a Net Combined Ratio (NCR) of up to 111%.

The Narrative: "Your companies are raising premiums, but they are losing the battle
against claims inflation. Why? Because they are focused on the wrong metric. They
are chasing $2/hour in labor savings while ignoring the $500 'Rental Leak' caused by
slow repairs."

The Goal: Today, we aren't talking about fixing dents. We are talking about the

Physics of Flow and how it dictates your loss ratio.

05:00 — 12:00 | The Physics of "Little’s Law" & The MSO Trap

The Concept: Introduce Little’s Law (Work-in-Progress = Throughput x Lead
Time).

The Explanation: Most MSOs operate on a "Batching" model. They pull in 50 cars
on a Monday because they want to maximize "Staff Utilization." In physics terms,
this creates High Friction.

The Visual: Show a jar of marbles (cars) being poured into a funnel (your paint
booth). If you pour them all at once, they jam. That jam is why a car sits in an MSO
lot for 11 days.

The Guerilla Edge: "The MSO model is built on 'Parking Lot Management.' Our
TOC model is built on 'Velocity Management.' We don't want the car on our property

any longer than necessary because, in our system, WIP is a liability, not an asset."

12:00 — 20:00 | The "Technical Excellence" Demo (The Physics of Speed)

The Gas Catalytic Miracle: If you use Symach or similar gas-catalytic technology,

this is where you "wow" them. Use other fast-track tools if you don’t use these.
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The Science: Explain the difference between Convection (heating air to dry paint—
slow, 40 mins) and Gas Catalytic Infrared (exciting molecules to dry paint from the
inside out—fast, 4 mins).

The Demonstration: Have a panel prepped. Run the arc over it. Hand it to an agent
60 seconds later and say, "That is fully cured. In a PE-backed MSO, this car would be
sitting in a 'flash-off' zone for two hours. We just saved you 116 minutes of indemnity
spend in one step."

Systems Thinking Link: "Speed in the booth is useless if the parts aren't there.
That’s why our 'Rope' (the T-minus scheduling) ensures the car only enters the shop

when the 'Constraint’' is clear."

20:00 — 25:00 | The Math of the "Indemnity Leak"

The Comparison: Display a side-by-side "Claim Anatomy" on a screen.
o MSO Repair: 12 Days K2K. Rental Cost: $600. Admin Touches: 8. Total
Frictional Cost: $850.
o TOC Repair: 3.5 Days K2K. Rental Cost: $175. Admin Touches: 2. Total
Frictional Cost: $250.
The Strategic Blow: "Even if the MSO is $10/hour cheaper on labor, they are still
$500 more expensive for the insurer. Why are you being told to send cars to the most

expensive option?"

25:00 — 30:00 | The "Zero-Day' Call to Action

The Offer: Introduce the ""Closed-Loop Referral."

The Tactic: "For the next 30 days, identify your 'High Rental Risk' customers—the
ones with low policy limits or high-end SUVs. Send them to our Technical
Excellence Centre. We will provide you with a "Velocity Audit' on every one of those
files that you can send to your regional manager to prove how much money you're
saving the company."

The Closing Remark: "Don't just be an agent who processes claims. Be the
consultant who helps your company reclaim its margin. We provide the physics; you

get the credit."

13



Why This Works for an Independent Collision Expert:

1. Professional Authority: You are using academic and engineering terms (Little’s
Law, Gas Catalytic, TOC) rather than "bodyshop talk."

2. Executive Tone: You are speaking to the agent's desire for status and corporate
recognition.

3. Efficiency: It’s 30 minutes. High impact, low time-drag.

4. Tangible Proof: The "Pizza" gets them in the door; the "Physics" (the cured panel)

keeps them there.
Documentation to Hand Out:

e A "Total Claim Cost" calculator (laminated card).
e A "Velocity vs. Volume" white paper (branded Parker Collision Intelligence).

e Your direct "Fast-Track" mobile number for "Indemnity Emergencies."
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7. DOCUMENTATION: THE PAPER TRAIL OF PROOF

To act like a professional consultant, not a bodyshop technician, your documentation

must be executive-level (we can help you with this).

The "Velocity Report" (Template Structure)
e Executive Summary: Total claims handled this month.
e The Metric: Your K2K vs. Regional Average (Source: CCC/Mitchell data).
e The Savings: Total "Rental Days Saved" for the insurer (calculated at $50/day).

e The Quality Audit: Zero-return rate/Rework percentage.

The "Guerilla Introduction” Letter to a New Fleet/Insurer

"We noticed your current repair cycle times in the [City Name] area are averaging 13.2
days. At [Your Shop Name], we have engineered our workflow using Systems Thinking to
reduce that to 4.1 days. This represents a direct $450 reduction in rental costs per
claim. We aren't looking to be another vendor; we are looking to be your indemnity

mitigation partner.”
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8. FOLLOW-UP: THE "CONTINUOUS FEEDBACK" LOOP

Guerilla marketing fails if it's "one and done." You must adopt the TOC principle of

"Continuous Improvement" (POOGI) in your marketing.

1. Post-Repair Audit: Every Friday, call the local insurance agents who sent you
work. Tell them exactly how much money you saved them that week in rental

costs.

3. The "Success Story" Social Proof: Take a photo of a complex repair finished in
3 days. Post it with the caption: "The MSO said 14 days. We said 4. The customer
said 'Thank You'."

9. MEASURING SUCCESS: THE KPIs OF THE
INSURGENT

How do you know if your Guerilla strategy is working? Look at these "PCI-Approved"

metrics:

e Capture Rate from MSO Estimates: How many customers "flipped" from an
MSO to you after seeing your velocity data?

e Agent Referral Frequency: The number of "off-DRP" referrals from insurance
agents.

e Throughput per Square Foot: As your marketing drives more volume, your TOC
process must handle it without the K2K increasing.

e The "Profit Multiple": The difference between your margin on a 4-day repair vs.

the industry average.
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10. THE OUTCOME: ARCHITECTING YOUR FUTURE

By implementing this strategy, you are not just "getting more work." You are

repositioning your business in the value chain.

e The PE-backed MSO is a Commodity Provider.

e You are a Strategic Velocity Partner.

When the next industry "inflection point" hits—whether it’s an economic downturn or a
shift in vehicle technology—the MSOs will be hampered by their debt and their slow,
rigid processes. You, the High-Velocity Independent, will have the cash flow, the
reputation, and the operational "moat" to not only survive but to acquire the very shops

the MSOs are forced to divest.

Speed is not just a metric. Speed is your strategy.

jon@parker-collision-intelligence.com

Parker Collision Intelligence (PCI)
Global Strategic Oversight for the Collision Industry
France | UK | USA

[www.parker-collision-intelligence.com]
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