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Our prior analysis, "The US Moving & Storage Industry: A Decadal Strategic 

Outlook (2025-2035)," accurately describes the industry's trajectory based 

on current technologies and business models. However, it fails to account 

for a paradigm-shifting innovation that invalidates its core "steady-state" 

conclusion.

This addendum introduces the EMB (Easy Moving Box) Protocol, a 

technological and business model innovation that disrupts the 

fundamental unit of economic activity in moving and storage. EMB is not a 

new product; it is a new logistics operating system. Our analysis concludes 

that the EMB model will capture a minimum of 15% of the industry's profit 

pool within a decade, translating to the redistribution of $15-$20 Billion in 

enterprise value. 

This represents the single greatest threat and opportunity for every 

incumbent analyzed in our main report. Acquiring or aligning with this 

disruption is no longer optional; it is a strategic imperative for survival.

Executive Summary



Introduction: The Flaw in the Status Quo Thesis

Our base-case forecast correctly assumed no fundamental change in the 

industry's underlying architecture—the reliance on disposable cardboard, 

inefficient loading, and low-density storage. The EMB Protocol changes this 

architecture. It is the equivalent of the containerization of the shipping 

industry in the 1950s, which rendered entire port cities obsolete and gave 

rise to globalized trade. EMB is the standardized "container" for household 

and commercial goods.

The EMB Protocol: Deconstructing the Unit Economics

The EMB is a ruggedized, wheeled, reusable road case designed for rental. 

Its disruptive power lies in its unit economics, which are an order of 

magnitude superior to the status quo.

Metric
Status Quo 

(Cardboard + Truck)
EMB Protocol Disruption Impact

Total Cost to 
Consumer

$500 - $1,200 $150 - $300 70% Reduction

Time 
Required

8 - 12 hours 1 - 2 hours 80% Reduction

Labor 
Required

2-3 people, high 
exertion

1-2 people, low exertion Reduces labor barrier

Environment
al Waste

50 cardboard boxes + 
tape

Zero waste (reusable) Complete Elimination

Revenue 
Potential

One-time sale (box) / 
Rental (truck)

High-margin rental + 
platform fees

Recurring Revenue 
Model

Table 1: Unit Economic Comparison (per average move)
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The Tri-Point Market Attack: 

A Model of Asymmetric 

Competition

3.0

Attack #1: The Obliteration of Cardboard (The $2B Profit Pool)

Mechanism: Why would a consumer ever buy a $2 cardboard box that requires tape, breaks, 

 and needs a dolly when they can rent a superior, wheeled, reusable EMB for a 

  fraction of the total moving cost?

Impact:  The entire cardboard moving box industry is rendered obsolete. 100% disruption.

Attack #2: The Optimization of Transportation (The $12B Profit Pool)

Mechanism: EMB's efficiency (6x faster loading/unloading) reduces truck rental time from a 

 common 2-3 days to a single day. This destroys revenue for rental companies 

  while providing a better customer experience.

Impact:  Not a full replacement, but a 20% reduction in industry revenue through  

  massive efficiency gains.

Attack #3: The Disruption of Self-Storage (The $45B Profit Pool)

Mechanism: This is the most profound disruption. EMB introduces "Micro-Storage." Instead 

  of renting a 10x20ft unit full of air and disorganized boxes, a customer stores 

  only their 5 EMBs. These are stored in a high-density, automated warehouse at 

 a fraction of the cost.

$$ Impact: This model can operate at ~60% EBITDA margins (vs. 50% for REITs) due 

  to vastly superior density and operational efficiency. It captures the most 

  valuable customers—those who need storage but don't want the hassle.

Impact:  Captures 10-15% of the storage profit pool within a decade.

EMB does not compete within 

existing segments; it makes the 

segments themselves obsolete.
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Quantifying the Disruption: Threat and Opportunity

Segment
Current Profit 

Pool
Projected EMB 

Capture
Value 

Redistribution

Cardboard 
& Supplies

$176 M >90% $160 M

DIY Truck 
Rental

$1.8 B 15% $270 M

Self-
Storage

$22.5 B 7% $1.6 B

Total $24.5 B $2.0 B

Table 2: Projected EMB Profit Pool Capture (2030)

The Strategic Implication
The EMB ecosystem is projected to 

generate $2.0 Billion in annual EBITDA by 

2030. Valued as a tech-enabled platform 

(20x EBITDA), this represents a $40 Billion 

standalone entity. However, its true impact 

is the $2 Billion in EBITDA it extracts from 

incumbents, destroying their value.
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The Inevitable Strategic Response: Acquire or Be 

Disrupted

For the incumbents analyzed in our main report, the choice is binary:

1. Acquire the Disruption: A strategic acquirer (e.g., U-Haul, PSA) can 

spend $100M-$200M to acquire EMB, neutralizing the threat and 

leveraging their existing network to accelerate its adoption. This would be 

the most value-accretive capital allocation decision in their history, 

protecting and enhancing their entire enterprise.

2. Be Disrupted: Failure to act will result in permanent value erosion. 

EMB's model is so fundamentally superior that it will attract capital and 

partners (e.g., Amazon, UPS for logistics), leaving incumbents as legacy 

operators in a shrinking market.
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Revised Investment Thesis: The Only 
Path to Outperformance
Our original "steady-state" thesis is invalid. The new investment thesis for 
2025-2035 is:

Outperformance will be determined solely by exposure to the EMB 
disruption.

For Investors: The single greatest opportunity is to gain direct exposure to the 
EMB platform itself. The second is to invest in the incumbent most likely to 
successfully acquire and integrate it.

For Incumbents: Acquiring EMB is no longer a growth option; it is a strategic 
defense mechanism essential for the preservation of shareholder value. The 
cost of inaction is existential.

Conclusion: A Call for Immediate Re-Evaluation

The moving and storage industry is not facing a decade of stagnation. It is 
facing a decade of radical reinvention. The EMB Protocol is the catalyst.

We urge the investment committees of all major incumbents to immediately 
task their strategic M&A teams with modeling the impact of EMB on their 
business. The time for analysis is over; the time for action is now.
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