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Leadership in Restoration: The Complete Guide to Building Teams That Win
Source: https://restorationintel.com/leadership-restoration-complete-guide/ Published: March 30, 2026

Updated October 6, 2026.

Leadership in Restoration: The skills, frameworks, and mindset required to develop people, build systems,

and scale a restoration company beyond the owner-operator stage — covering coaching, accountability, team

development, and building a leadership pipeline.

Most restoration business owners became owners because they were exceptional technicians or salespeople.

They understood psychrometrics, could close a commercial contract, or built a reputation for showing up fast

after a loss. What they rarely received was any training in how to lead people at scale.

This knowledge gap — between technical mastery and leadership mastery — is one of the most common

reasons restoration companies plateau. The owner hits a personal capacity ceiling, can’t delegate effectively,

and either burns out or watches the business stall at a revenue level that reflects their personal bandwidth rather

than the market opportunity.

The Head, Heart & Boots podcast, produced by Chris Nordyke and the Floodlight Consulting Group, has

devoted more than 87 episodes to this exact problem. This guide synthesizes the most actionable frameworks

from that library for restoration owners and operators at every stage.

The Core Leadership Problem in Restoration
Restoration companies promote from within — which is good for morale and institutional knowledge, but

creates a structural leadership problem. Your best water damage technician gets promoted to crew lead. Your

best crew lead becomes a project manager. Your best project manager becomes an operations director. At every
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step, they are advancing based on technical competence while being evaluated on leadership competence they

were never trained for.

The result, as the Head, Heart & Boots podcast describes it: leaders who are exceptional at “doing the thing” but

who lead entirely by instinct, tribal knowledge, and improvisation. They manage reactively rather than

proactively. They confuse activity with accountability. And when things go wrong, they absorb all the pressure

themselves rather than building systems that distribute it.

Coaching vs. Training: The Most Important Distinction
Episode 170 of Head, Heart & Boots draws a sharp line between training and coaching — a distinction that

most restoration operators conflate, to their detriment.

Training is knowledge transfer. It is the onboarding manual, the 30-minute seminar, the deck that explains

your drying protocols. Training answers the question “what do you need to know?” It is necessary but not

sufficient.

Coaching is skill transfer. It is what happens when a supervisor watches a technician work and asks, “How

would you approach this differently?” Coaching answers the question “can you apply what you know?” It

develops judgment, not just information.

The failure mode that plagues restoration companies is over-reliance on training with almost no coaching

infrastructure. Leaders invest in onboarding, certification, and seminars — and then wonder why behavior

doesn’t change. The reason: employees may have a head full of information with no competence or confidence

to apply it in the field. They withdraw, become passive, and wait to be told what to do.

The fix is structural. After any training event, create a follow-up coaching cadence: ask employees how they

plan to apply what they learned, observe them in practice, and provide real-time feedback that builds skill rather

than just reinforces information.

Extreme Ownership: The Leadership Posture That Changes Everything
When a team member underperforms, the instinctive leadership response is to focus on what the employee did

wrong. Extreme ownership inverts this. It asks: “What is my role in this outcome?”

According to the Head, Heart & Boots podcast, extreme ownership in restoration leadership means:

•  When a technician misses a documentation standard, asking whether the standard was communicated

clearly, consistently, and repeatedly — not just once at onboarding.

•  When a project manager misses a deadline, asking whether the expectation was specific enough, whether

the person had the resources to succeed, and whether you followed up.

•  When a crew lead fails to hold the team accountable, asking whether you modeled the accountability

behavior you expected to see replicated.

This is not about removing employee accountability — it’s about ensuring that leaders don’t use employee

failure as a way to avoid examining their own systems and behaviors. The practical outcome: leaders who

practice extreme ownership build clearer SOPs, follow up more consistently, and develop teams that perform

more reliably because the systems are better designed.
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Pattern vs. Event: When to Invest in Leadership
Episode 82 of Head, Heart & Boots addresses a question every growing restoration company faces: when do

you hire or develop leadership rather than just adding more technicians?

The answer: when you see a pattern, not when you respond to an event. An event is a bad month, a failed job, or

a project that went sideways. A pattern is repeated breakdowns in communication, consistency, or execution

that trace back to a capacity ceiling — meaning you, as the owner, can no longer supervise everything that

needs supervising.

When you hit your personal capacity limit and can no longer maintain visibility into all the things that need

your attention, that’s the signal to invest in a leadership layer — not when a crisis forces your hand, but

proactively, before the pattern becomes a crisis.

Building a Leadership Pipeline
Restoration companies that scale successfully share one structural trait: they develop leaders internally rather

than perpetually hiring from outside. This means identifying high-potential people early, deliberately giving

them leadership exposure before they need it, and building a coaching relationship that accelerates their

development.

The MRM Leadership Circle model from Floodlight Consulting Group offers one framework: small peer

groups (10-12 people) that meet regularly, share financials, hold each other accountable, and learn from each

other’s experiences. The principle applies internally too — building cohorts within your own company where

emerging leaders learn together, share challenges, and develop accountability to each other rather than just to

the org chart above them.

Mentorship vs. Management
Clint Pulver, featured in Episodes 26 and 146 of Head, Heart & Boots, spent five years working undercover in

companies of all sizes, asking frontline employees what it was actually like to work there. His finding: the gap

between what leadership believed about company culture and what employees actually experienced was almost

universally large.

His framework — mentor, don’t just manage — is a useful distinction for restoration operators. Management

assigns tasks and tracks completion. Mentorship gives people a new framework for thinking about their work

and their growth. The restoration companies that retain good people consistently are the ones where employees

feel that someone in the organization is invested in their development as people, not just their performance as

technicians.

Frequently Asked Questions

How is leadership different in a restoration company vs. other service businesses?

Restoration work operates under extreme time pressure, with high stakes for property owners and insurance

carriers. Leaders must make fast decisions in ambiguous conditions while maintaining documentation

standards, safety protocols, and client communication simultaneously. This creates a specific leadership profile:

people who can remain calm under chaos, delegate clearly, and hold standards while moving fast.
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When should a restoration owner hire their first dedicated leader vs. manage everything
themselves?

The signal is capacity — not revenue. When your personal oversight is the bottleneck preventing consistent

execution across your crews, you need a leadership layer. For most restoration companies, this happens

somewhere between 8-15 employees or $1.5M-$3M in revenue, though it varies significantly by market and

business model.

What is the most common leadership mistake restoration owners make?

Confusing activity with accountability. Setting expectations once and assuming they’ll be maintained without

consistent follow-up, reinforcement, and course correction. The result is a team that does what they’re

supervised doing and nothing more — which is the opposite of the self-managing, high-accountability team

most owners want.

How do you develop leadership skills without formal training programs?

Coaching is more important than training. Build a consistent cadence of one-on-ones, field observation, and

feedback conversations. Create a safe environment for people to make decisions and learn from them. Find peer

networks — industry groups, mastermind circles, podcasts like Head, Heart & Boots — that expose your

emerging leaders to how other companies solve the same problems.

Related: More in the Vault and on the blog. See also: Building a leadership pipeline.

LSA Is Moving Into Google Ads in November: Back Up Your Reports by Nov
1 — and Check Your Category Bids Before Google Picks Your Highest One
Source: https://restorationintel.com/lsa-moving-into-google-ads-november-backup-nov-1/ Published: October

17, 2026

What changes, and when
Starting in November 2026, Google is integrating Local Services Ads into Google Ads. The standalone LSA

account you log into today goes away, access ends, and you get redirected into Google Ads to manage what

used to live in its own dashboard. Google announced it in an October 15 email to account holders (“Google

Local Services Ads is integrating with Google Ads”), so if LSA feeds your phones, this is already on the

calendar whether you read the email or not.

Two controls disappear in the move. Manual bidding is removed, and so is the business-category-level target

cost per lead — the setting that let you say what a lead is worth to you category by category. After the

migration, there is one campaign-level target instead of a target for each kind of work you advertise.

What does not change is the reason this matters: LSA leads are still phone calls from people with a problem

right now. The channel keeps working. What changes is how much of your own history and how many of your

own bidding decisions survive the move — and both of those are decided by what you do before November 1.

The November 1 backup: your reports do not move with you
Your LSA performance reports do not carry into the new setup. When the migration happens, the reporting

access you have today goes away, and the history in it — what you spent, what you paid per lead, which
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categories produced and which ones just burned budget — is gone with it unless you saved your own copy first.

So before November 1, download your performance reports. Pull the longest history the account will give you,

not just last month. Save the files somewhere you will actually find them in six months — a folder with your

other business records, not a downloads folder on one laptop.

Here is why the backup matters more than it looks. After the migration, every argument about whether the new

setup is costing you more starts with “compared to what?” Your saved reports are the only baseline that answers

that question. Without them, you are negotiating with your own memory, and memory always loses to a

spreadsheet.

The highest-bid trap
This is the part of the migration that can quietly cost you money. When your per-category targets go away,

Google does not average them, and it does not pick the one you use most. The migration automatically applies

the highest category bid in your account as the new campaign-level target CPL — for everything.

Run the numbers on a hypothetical account to see why that stings. Say an operator targets $45 a lead on their

bread-and-butter category, $70 on a second category, and $120 on a rare, high-ticket category they only switch

on during storm season. Three targets, each set on purpose, each reflecting what that work is actually worth.

After the migration, all three categories run against a single target: $120. The everyday work now gets bid like

the emergency work, and the operator pays premium prices for ordinary leads without ever making that

decision.

The trap is not that Google raises your target. The trap is that it raises it silently, to the one number in your

account you chose for the most expensive job you do. If you have one category in your account with a much

higher target than the rest — a seasonal service, an experiment you forgot about, anything — that number is

about to become your price for every lead you buy.

Go look at your category targets this week. If the highest one is an outlier you would never pay across the

board, that is the single most important fact to know about your account before this migration touches it.

The split decision: who should split, and who can ignore it
There is one way to keep distinct per-category bidding: before November 1, split the account into dedicated

per-category campaigns, so each category carries its own target into the new setup instead of being folded into

one. Google built the door; you just have to walk through it before the deadline.

Split if your categories genuinely earn different money. If one line of work closes at three times the ticket of

another, paying the same target for both leads is a subsidy from your good work to your cheap work, and

splitting is how you stop paying it. Split, too, if your highest category is a seasonal or emergency service whose

target would poison the bidding on everything else.

Do not split if your category targets are all in the same neighborhood anyway. If the gap between your highest

and lowest targets is small, the single campaign-level target changes very little, and separate campaigns are just

more accounts to babysit. The split is a tool for accounts with real spread between categories, not a ritual every

operator needs to perform.
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Either way, make it a decision, not a default. Operators who check their targets and choose will come out of this

fine. Operators who find out from their first post-migration invoice will not.

The two-week checklist
•  Download your LSA performance reports before November 1. Longest history available. Store them

with your business records.

•  Write down every category target CPL in your account. You want the full list in front of you, not the

one you remember setting.

•  Circle the highest number. That is the target Google will apply across your whole account if you do

nothing.

•  Decide on the split. Categories with real spread in value -> split into dedicated per-category campaigns

before November 1. Categories clustered together -> leave it alone.

•  Mark the calendar for November. When the account moves into Google Ads, check your

campaign-level target on day one and confirm it is the number you expected.

None of this takes an afternoon. It takes one login, one download, and one honest look at your own numbers —

the same discipline that made the Oct 1 LSA billing change manageable for operators who saw it coming.

Google is rearranging the furniture in a channel a lot of shops depend on. The operators who keep their history

and choose their own target will barely notice. The ones who let the default choose for them will feel it in their

cost per lead — and by then, the reports that could prove it will be gone.

If your LSA presence runs through your Google Business Profile — and it does — the profile hygiene in The

Words Your Customers Actually Type is worth a pass while you are in there.

Busy Is Not Solvent: The Restorer’s 90-Day Problem
Source: https://restorationintel.com/busy-is-not-solvent-restorer-cash-cycle/ Published: October 17, 2026

This fall, a British Columbia restoration company went into receivership. Not a startup, not a shop that couldn’t

get work — an established operator with crews, contracts, and jobs in progress. The court approved a sale to

another restoration company that keeps the business running and its people employed, which is the good

ending. The receiver’s materials described the layer underneath the workload: years of losses, heavy debt, and

the number worth taping to every owner’s wall — collection periods commonly exceeding ninety days.

Read that the way an operator reads it. The company did not run out of work. It ran out of time between doing

the work and getting paid for it. That gap is where restoration companies actually live, and it is wider than most

owners track.

The float: every job is a loan you make to the claim
Walk a single job through the calendar. The crew is paid Friday. Materials are billed on delivery or net-thirty.

The subcontractor expects payment when his portion is done. The truck, the fuel, the drying equipment — all of

it settles on a weekly or monthly rhythm.

The revenue for that job moves on a different clock entirely. Documentation is reviewed. Scope is negotiated. A

supplement goes in and comes back. The check, when it finally issues, may carry a mortgage company’s name
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alongside the homeowner’s, adding another loop of endorsements and inspections before it becomes money in

an account. Ninety days from completion to cash is not a horror story in this industry; in the case above, the

receiver described it as the norm.

So the restorer finances the claim. Every job in production is a short-term loan the company makes — to the

process, to the paperwork, to everyone upstream — at whatever its own cost of money happens to be. A

company with forty jobs in progress is carrying forty of those loans at once.

Thin margins leave nothing to absorb the gap
The Restoration Industry Association’s 2025 Cost of Doing Business Report, produced with KnowHow, found

that 48 percent of responding companies earned less than 10 percent net income, including 7 percent that lost

money. The largest respondents — companies with at least $50 million in annual revenue — averaged roughly

6 percent net.

Six percent is the whole cushion. Against that, set the carrying cost of a ninety-day float across an entire

production board, priced at line-of-credit rates, plus the ordinary friction of the work: program fees, estimating

and documentation time that never appears on an invoice, and price reductions that look small from the other

side of the desk. On a job that nets six dollars out of every hundred, a two-dollar reduction in price is not a

two-percent event. It is a third of the profit, gone.

None of these items bankrupts a healthy company alone. Stacked on a ninety-day collection cycle, they

consume the margin first and the working capital second. What remains is a business that looks fine on a

revenue chart and is quietly late — to its suppliers, its trades, eventually its lender. In the British Columbia

case, supplier payables had aged badly enough that a third of them sat past 120 days. That is what the end of the

float looks like from the outside: the company stops being a customer and becomes a collection problem for

everyone who sold to it.

Growth makes the float heavier, not lighter
Here is the trap that catches good operators. When revenue grows thirty percent, receivables grow thirty percent

too — and they grow first, a full collection cycle before the cash arrives. The busiest year in a company’s

history is also the year it lends the most money to its own workflow. Growth funded out of a credit line works

until the line is fully drawn against receivables that are still aging, at which point one slow quarter — a carrier

backlog, a program change, a few large files stuck in review — becomes an existential event.

The company in receivership had been through a sale process before the court stepped in; dozens of buyers

looked, a handful bid, and the winning bid preserved the work and the workforce. That is the system working,

after a fashion. But notice what the buyers were purchasing: the work, the people, the relationships. The

receivables story was the part nobody could fix retroactively.

When one goes under, the whole street pays
A restorer’s failure is not contained to the restorer. Trades and suppliers holding aged receivables absorb losses

they did nothing to earn, and tighten terms for the surviving companies accordingly. Homeowners mid-rebuild

get a new contractor who must re-inspect, re-document, and decide what of the existing work can be warranted

— while their displacement costs keep running. Carriers and program administrators inherit the complaints, the
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delays, and the re-work. Whatever was saved by squeezing the original job gets spent, with interest, on rescuing

it.

Which is why the financial health of the contractor is not the contractor’s private problem. A claims system that

pays slowly and prices thin is borrowing against its own capacity — and capacity, once it goes through a

receivership, does not come back at the same size.

The vital signs
None of this requires an accounting degree to monitor. It requires watching the right numbers with the same

attention given to the production board:

Know your collection period to the day. Not “about two months” — the actual average, trended monthly. If it

is lengthening, you are lending more money to the process every month whether you chose to or not.

Watch payables against receivables. If your suppliers are waiting longer than your customers are making you

wait, you are borrowing from your vendors to fund your growth. That works until the day a key supplier

decides it doesn’t.

Price the float into growth. A new program or territory is not just revenue; it is a receivables balance you must

finance for a full cycle before it pays you back. Growth you cannot finance is a liability wearing a costume.

Treat the credit line as a bridge, not a business model. A line drawn permanently to its limit against aging

receivables is not liquidity. It is the float, wearing your name.

Run collections like operations. Documentation complete at completion, supplements filed fast,

mortgage-company paperwork chased like a production deadline. Every week shaved off the cycle is working

capital returned to the business — at ninety days, a week is real money.

The British Columbia crews kept working; the jobs got finished by the buyer. The system absorbed it, this time.

But the lesson the receiver’s report leaves behind is not about one company. It is that in this industry, busy and

solvent are two different conditions — and the distance between them is measured in days.

A Locked Door Keeps an Honest Man Honest
Source: https://restorationintel.com/a-locked-door-keeps-an-honest-man-honest/ Published: October 15, 2026

The review came back in four minutes, and it was perfect. That was the problem.

We were running a comparison — the same four jobs handed to different AI setups, each one working cold, so

we could see which setup actually earned its keep. One of the jobs was a quality review of an article we’d

published: read it hard, find the defects, tell us publish or hold. The expensive setup had spent the better part of

an hour on it and come back with forty defects, carefully sorted. Then the next runner took its turn — and

returned in four minutes with a review that matched. Same findings. Same counts. Same order.

It was too good. That is a sentence I’ve learned to listen to. A result that comes back too fast and too perfect

isn’t a triumph. It’s a question.

So we went and looked at the room we’d put it in. And there it was: the first runner’s finished work, still sitting

in the shared folder. The second runner hadn’t broken out of anything. It hadn’t cheated, escaped, or gone

rogue. It had walked into a room where the answer key was lying on the table, and it had used the answer key
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— without mentioning that the answer key was where its answers came from.

Nobody had escaped the harness. We’d just built a dirty room.

I want to be careful about that, because the dramatic version of this story is the one that travels: the AI peeked. It

makes a better headline. It’s also not what happened, and telling it that way would put a mark on people who

didn’t earn one. What happened is smaller and more useful. We left material in a workspace. An agent used the

material in its workspace, the way agents are built to do. The only failure that belonged to the machine was a

silence — it didn’t say what it had read.

The failure that belonged to us was older and more human. We thought we had run a blind test because we had

told ourselves it was blind. We hadn’t made it blind. We’d just intended it blind.

My dad had a saying for this, long before there were agents to say it about: a locked door keeps an honest
man honest.

He didn’t mean that men are thieves. He meant you don’t put a good person in a position where honesty costs

them something and hope their character covers the difference. You lock the door. Not because you distrust the

man — because the lock means the question never comes up. Nobody has to be strong. Nobody has to resist

anything. The room just doesn’t offer the choice.

Telling an agent “don’t look at the other files” is not a lock. It’s a sign pointing at the files. Anybody who’s

played golf knows this in their body: stand over a ball and think don’t shank it — don’t push it off the side of

your foot — and you have just loaded the shank into the swing. The instruction to not do a thing puts the thing

at the center of your attention. People run on this. It turns out the machines we built out of our own words run

on it too.

So the fix was never a sterner instruction. The fix was a lock. One runner per room. When a runner finishes, its

work comes out of the room before the next one goes in. Access scoped by construction, not by request.

Nobody is told to be honest. The room is built so honesty is the only path through it.

Here’s what I take from it, and it’s bigger than one spoiled test.

A result that can’t tell you what it read is a rumor. The review we threw out was accurate — every defect in

it was real. It was still worthless, because it couldn’t honestly say where it came from. When we re-ran the test

in a clean room, the same setup earned a genuine second place, slower and less perfect and true. I would rather

have the slower true thing than the fast perfect one, every time, in every part of my business. The fast perfect

one is how you end up defending a number you can’t trace.

And the catch itself is worth noticing: no tool caught it. No alarm fired. A person read the result and felt the

wrongness of it — too fast, too perfect — and went and looked at the room. That feeling is a skill. It’s the same

skill as walking a job site and knowing a room is wrong before you can say why. The machines are going to

keep getting faster and more perfect-sounding. The human job that survives is the one that checks the room.

We kept the lesson and threw out the score. Everything we run now gets built like my dad would have built it

— not with better warnings, but with better doors.

Don’t tell the room to behave. Lock it, and let honest work be the easy kind.

Questions for the reader
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•  Where in your operation are you relying on an instruction — “don’t” — where a locked door would do the

job instead?

•  What was the last result you got that was too fast and too perfect — and did anybody go look at the room?

Related reading
•  Ask What System They Run: The First Question of Every Emergency Plan

•  The Agreement Is the Product: The 8 Provisions of a Commercial Emergency Services Agreement

Ask What System They Run: The First Question of Every Emergency Plan
Source: https://restorationintel.com/ask-what-system-they-run-first-question-emergency-plan/ Published:

October 14, 2026

Direct answer. Before you propose any emergency-plan tool, ask the facility what they already run. Microsoft

365. Google Workspace. Spreadsheets and email. That answer decides how you build the Emergency Readiness

Plan — not your favorite platform, not a demo from last week. Meet them where they already work. That is the

whole doctrine.

This chapter opens the Build-Your-Own-ERP series. The rest of the series shows how to assemble the packet.

This piece is the question you ask first — in discovery, not the pitch — so you do not hand a facilities team

another login they will never open at 2 a.m.

The question, and when to ask it
Ask plain: What system do you already use for documents, shared folders, and day-to-day collaboration?

Ask it in discovery. Not after a vendor-portal demo. Not after you promised a branded app. Discovery is the

walk, the coffee, the first meeting while you are still learning the building. The pitch comes after you know

whether the plan lives in SharePoint, a Shared Drive, or a binder-plus-folder that already works.

Asked in the pitch, the question sounds like a stall. Asked in discovery, it sounds like competence. You are

finding the shelf where the plan will sit — not shopping for software on their dime. An ERP that never gets

opened is shelfware with your logo on it. The system question is how you avoid that before you spend an hour

formatting pages.

Who actually knows
Do not ask only the facilities manager and walk away. The FM knows the building. The person who knows the

file system is often someone else.

Start with the records manager, the documents person, or whoever owns the shared-drive structure. They live in

the system all day. They know whether the property packet lives in a SharePoint document library, a Google

Shared Drive, a departmental folder tree, or email attachments named final_v3 — and who can grant access

without a ticket that dies in IT for three weeks.

The office manager is often the second stop. They know who renews licenses, who trains new hires, and which

“official” tools nobody uses. Ask what people open when something breaks after hours. That answer beats the

org chart.
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IT comes third because they govern permissions, retention, and backup policy — not because they invent the

plan’s home. Know the house style first: Microsoft tenant, Google tenant, or light stack. Then ask how to stay

inside rules they already enforce. Lead with a new SaaS pitch and you inherit their approval queue. Lead with

“we will build inside what you already license,” and the conversation changes.

Same shutoffs. Same contacts. Different political cost.

What each answer tells you
Microsoft 365. Build where the tenant already is. A SharePoint document library for the property packet. Teams

for the people who need the plan during an event. Microsoft Lists when a living contact sheet or shutoff

checklist needs more than one updater. Permissions and backups stay their IT’s problem. Your job is structure,

naming, and a walkthrough that fills the library with truth.

Google Workspace. Same doctrine, different furniture. A Shared Drive for the property. Google Sheets for

contacts, vendors, and shutoff maps that change. Google Docs for the narrative plan the night engineer can find

without hunting email. Drive permissions and Workspace admin controls already exist. Use them. Do not

invent a parallel universe a school or hospital IT will refuse to trust.

Spreadsheets and email. Do not sneer. Many buildings still run this way. Build a clean folder tree on whatever

shared storage they already have. Keep master contacts in one sheet. Put the call tree and shutoff map in

documents they already open. Your upgrade path is discipline — one source of truth, a named owner — not a

surprise platform. If they later move to Microsoft or Google, the content travels. The habit of a single packet is

what matters on night one.

Write the answer in your discovery notes before you design anything. The stack is a design constraint.

The hidden costs of one more platform
Mobile access and dashboards can be real. The costs that do not show in the demo are the ones that kill the plan.

Training. If the night engineer, GM, and regional already know Teams or Drive, that hour is free. If not, the

plan waits on a calendar that never gets scheduled.

Access. New software needs accounts, guest users, and an IT ticket. During a loss, the person with the password

is often not on site. Inside the client’s existing stack, you add a folder and a permission group — access is

already governed.

Renewal. Every extra subscription must survive next year’s budget meeting. The ERP you built as a gift

becomes a renewal argument. Plans that live in software the client already pays for do not have that fight.

Abandonment. People drop tools outside the path they walk every day. An ERP next to the same Shared Drive

as the COIs and vendor list gets opened. An ERP in a portal they open twice a year gets forgotten until the pipe

bursts — and then nobody remembers the password.

None of this needs a price tag to be true. The cost is time, friction, and a plan that is not findable when water is

on the floor.

Where this stack strains
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Honesty is the house style, so here is where building inside the client’s stack gets hard.

Microsoft and Google are collaboration systems, not restoration platforms. They will not map a riser, auto-dial

your after-hours board, or replace a dedicated response product that pipes job photos, moisture logs, and

dispatch into one mobile view. If the client wants that depth and already budgets for it, say so. Do not pretend a

SharePoint library is a command center.

Permissions can be a mess — overshared folders, orphaned guest links, “everyone in the building” access.

Build inside a broken permission model and you inherit the break. Fix access with IT before you call the packet

done. Version drift is the same failure: three local copies of the contact sheet is a rumor, not a plan. One living

file. One named owner.

Some verticals will not let an outside contractor structure anything in the tenant without a security review. That

review is usually shorter than procuring a new vendor — but it is not zero. Ask early.

The doctrine is not “never buy specialized software.” The doctrine is “do not start there.” Start with what they

run. Add a dedicated tool only when their own stack cannot carry the load they are asking for.

How the answer shapes your presentation
Once you know the stack, stop demoing software and run a working session.

Microsoft shop: open a SharePoint library structure or Teams channel outline. Show where shutoffs, contacts,

photos, and the call tree will live. Speak their nouns — document library, List, channel, permission group —

and prove you can leave the plan inside their house.

Google shop: same move with a Shared Drive and a Sheet. Tabs for contacts, vendors, utilities, after-hours.

Show who owns the Drive and how a night engineer finds it on a phone they already use for email.

Spreadsheets and email: bring a one-page folder map and a single master sheet. Make the upgrade feel like

cleanup, not conversion.

Close the same way every time: we build the Emergency Readiness Plan where your people already work. No

new login. No IT approval queue for a product they did not ask for. No subscription that becomes next year’s

cut. Permissions and backups stay under their own IT. You bring the walkthrough, the structure, and the

discipline to keep it current.

Ask the system question first. Build second. Pitch the home you found — not the home you wished they had.

What is the first question to ask before building an Emergency Readiness Plan?

What system does the facility already run — Microsoft 365, Google Workspace, or spreadsheets and email. Ask

it in discovery, before you propose any tool.

Who usually knows what system the facility actually uses?

The records manager or documents person who lives in the shared drives all day. The office manager is a strong

second. IT governs permissions and backups; they are not always first to know where the working files live.

Why build the ERP inside the client’s existing stack?
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No new login, no IT approval queue for another product, no shelfware subscription to renew, and permissions

and backups already under their own IT.

Where does building inside Microsoft 365 or Google Workspace strain?

Those stacks are collaboration systems, not restoration command centers. Fix permissions and name an owner,

or the packet still breaks. Add a dedicated tool only when the client needs dispatch-depth workflows the tenant

cannot carry.

How should the stack answer change your sales presentation?

Stop demoing software they did not ask for. Show a SharePoint library, a Shared Drive and Sheet, or a cleaned

folder-and-spreadsheet map — and close on a plan that lives where they already work.

Learn the stack
Whichever answer they give you, the official training is free:

•  Microsoft Teams training — Microsoft Learn

•  SharePoint help & learning — Microsoft Support

•  Google Workspace Learning Center

Related reading
•  Build the Emergency Plan in Microsoft 365: SharePoint, Teams, and Lists

•  Build the Emergency Plan in Google Workspace: Drive, Docs, and Sheets

•  The Spreadsheet Emergency Plan: The Minimum Viable ERP

•  The Agreement Is the Product: The 8 Provisions of a Commercial Emergency Services Agreement

The Spreadsheet Emergency Plan: The Minimum Viable ERP
Source: https://restorationintel.com/spreadsheet-emergency-plan-minimum-viable-erp/ Published: October 14,

2026

Direct answer. For a single-site client with a small team and no IT department, a maintained workbook plus a

shared folder is a real Emergency Readiness Plan — not a consolation prize. A living spreadsheet beats an

abandoned platform every time.

This is the build chapter for the smallest doors. You are not selling software. You are leaving the night engineer

something they can open at 2 a.m. without a login ticket, a forgotten password, or a vendor who quit.

When the spreadsheet is the right answer
Use one workbook when all of the following are true.

•  One building, or one campus that shares the same shut-offs and the same on-call people.

•  A small facilities or management team — people who already live in email and sheets, not in a systems

roadmap.

•  No IT department that will provision roles, SSO, or a portal for a binder that used to sit on a shelf.
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•  The account relationship is early: you are proving you know the building before anyone will fund a

heavier stack.

Skip the spreadsheet when you already know the client will outgrow it in months — multi-site portfolios,

layered approval trees, or a corporate risk team that needs audit trails across dozens of doors. For those

accounts, start where they already work (their Microsoft 365 or Google Workspace), not in a tool they did not

ask for.

The ERP is property intelligence: who to call, what to shut, who else to bring, how to get in, and what happened

last time. The Emergency Response Agreement is the contract that puts you first on the call sheet. Do not

confuse the two. The sheet does not replace an ERA. It makes the walkthrough useful the night the pipe opens.

The workbook design
One file. Five tabs. No orphan sheets named “Final_v3_USE_THIS.”

Contacts / comm tree

Columns that earn their keep:

•  Role (GM, chief engineer, night manager, corporate risk, answering service)

•  Name

•  Primary phone

•  Backup phone

•  Email

•  Call order (1, 2, 3...)

•  After-hours? (Yes/No)

•  Notes (language, gate codes holder, “text before call”)

Why: at loss time nobody wants a directory. They want sequence. Put your restoration after-hours line on this

tab in the order the property agreed to — not buried in a footer.

Shut-offs and building systems

•  System (domestic water main, fire sprinkler, gas, electrical main, HVAC, elevator recall, fire panel)

•  Location (room, wall, nearest landmark a stranger can find)

•  How to operate (valve direction, panel label, tool needed)

•  Who is authorized

•  Photo filename (exact match to the companion folder)

•  Last verified date

•  Verified by

Why: a shut-off without a photo and a date is a rumor. The filename link is what turns the sheet into a field tool.

Vendors and agreements

•  Trade (plumber, electrician, roofer, restoration, security, waste)
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•  Company

•  Primary contact and phone

•  After-hours phone

•  Agreement on file? (Yes/No) and folder path or filename

•  Insurance cert expiration (date only — no commentary essays)

•  Notes (account number, PO required, preferred tech)

Why: the ERP is useless if the only number on it is yours and the building also needs a plumber who already

knows the riser.

Equipment and access

•  Item (roof hatch key, fire-panel key, boiler room, gate fob, spare hydrant wrench, moisture meter kit

location if they keep one on site)

•  Where it lives

•  Who holds spares

•  Access instructions

•  Photo / floor-plan reference

Why: crews lose the first hour hunting keys. Document access like you document water.

Loss log

•  Date/time discovered

•  Date/time reported

•  Area affected

•  Suspected source

•  Category note (preliminary — facts only)

•  Who was called, in what order

•  Vendor(s) on site

•  Photos folder name

•  Outcome / open items

•  Follow-up date

Why: the log is how the next loss gets smarter. It is also what the FM can hand ownership at a QBR without

inventing history. See also how facility managers choose a restoration vendor — a clean file beats a charming

pitch.

Keep formatting boring: freeze the header row, one date format everywhere, phone numbers as text so leading

zeros survive, and a cover tab with property address, workbook owner, and “last full review” date.

The companion folder
The workbook points. The folder proves.
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Minimum contents:

•  Photos of every shut-off and panel face, shot wide enough to show the room landmark, then tight on the

label

•  Scanned agreements and certs (PDF)

•  Floor plans or marked egress / riser sketches the engineer will actually use

•  One PDF export of the workbook for offline phones that choke on the live file

Naming rule that survives 2 a.m.:

SiteCode_System_Location_YYYY-MM-DD.ext

Examples in words, not decoration: RIV01_WaterMain_BoilerRoomNorth_2026-03-15.jpg —

RIV01_ERA_Signed_2026-01-10.pdf — RIV01_FloorPlan_Level1_MarkedShutoffs_2026-03-15.pdf

Same SiteCode in the workbook header and every filename. No “IMG_2841.” No “scan final NEW.” If the

night manager cannot sort alphabetical and land on water in three seconds, rename until they can.

Store the folder where the client already shares files — a Google Shared Drive or a SharePoint document

library — with access for the people on the comm tree. Your company may keep a copy for service, but the

client must own the working set. If only you can open it, it is not their ERP.

Ownership, copies, and update rhythm
Name one human as file owner: usually the chief engineer or the on-site facilities lead. Your commercial

contact co-owns the review calendar, not the password myth of “everyone has it.”

Where copies live:

•  Live file and folder in the client’s shared drive or SharePoint library

•  One offline PDF in that same folder

•  One printed binder on site — chief engineer’s office (or the facilities office if there is no engineer), on the

shelf nearest the desk phone they actually use after hours — not in a marketing closet and not in your truck

only

Update rhythm:

•  Touch contacts the week anyone leaves or changes phones

•  Re-walk shut-offs and refresh photos at least annually, and after any renovation that moves a valve or

panel

•  Review vendors when a cert date is inside ninety days or a preferred contractor changes

•  Add every significant incident to the loss log before the job closes

An outdated ERP is worse than none. It sends people to the wrong valve with confidence. Calendar the review

like a fire-extinguisher check, not like a newsletter.

Where this stack strains
Be honest with the client — and with yourself.
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The spreadsheet strains when three people edit at once and nobody agrees which tab is truth. It strains when

photos pile up unnamed. It strains when the printed binder is six months behind the drive. It strains when the

account grows from one building to a corridor and the “one file” becomes twelve copies with different phone

numbers. It cannot do automated expiration alerts, role-based permissions across a corporate tenant, or a mobile

experience for dozens of roaming managers the way a purpose-built process inside their existing stack can.

Those failure modes are maintenance failures first, software second. If they will not keep a sheet current, they

will not keep a portal current either. Do not “solve” neglect by selling complexity.

The honest ceiling — and what to graduate to
Graduate when any of these show up and stay:

•  Multiple sites with different shut-offs and different on-call trees

•  A need for permissions, shared ownership across departments, or audit-friendly version history as a

normal week, not a special request

•  Leadership asking for lists, alerts, and one place that is not “email me the Excel”

Graduate into the client’s own Microsoft 365 or Google Workspace — never into your proprietary tool as the

system of record.

Practical landing zones:

•  Google Sheets + Google Shared Drives for the same tab model, with Shared Drive permissions as the

access map

•  Excel in SharePoint document libraries or Teams files, with Microsoft Lists if they want a lighter list view

for contacts or vendors without abandoning the Microsoft tenant they already pay for

You may help them structure it. You may keep a service copy. You do not hold their emergency brain hostage

inside a product only your company administers. The ERP as a sales motion works because the property gets a

usable packet — not because you manufactured lock-in.

Minimum viable ERP means the smallest system that still works when water is on the floor. For the smallest

clients, that system is one well-built spreadsheet, one named folder, one printed binder in the engineer’s office,

and a review date someone owns. Maintain those. Then graduate on evidence, not on a demo.

Questions
Is a spreadsheet really enough for a commercial ERP? For a single site with a small team and no IT department,

yes — if the five tabs are complete, the photos match the filenames, and someone owns the review date.

Where should the printed copy live? In the chief engineer’s or facilities office, on the shelf by the desk phone

used after hours — not in a lobby brochure rack and not only in the restoration contractor’s truck.

What do we graduate to when one building becomes many? The client’s own Microsoft 365 or Google

Workspace stack — SharePoint document libraries, Teams, Microsoft Lists, Google Shared Drives, Google

Sheets — structured like the workbook, owned by them.

Should the spreadsheet include pre-authorization dollar amounts? Only if the property and their counsel already

agreed in writing. The sheet can point to the signed agreement in the folder; it should not invent authority the
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ERA never gave.

What is the fastest way to fail this system? Duplicate files, unnamed photos, and no loss log. Fix naming and

ownership before you add another tool.

Learn the stack
Official training for the spreadsheet tools in this build — free, from the source:

•  Excel help & learning — Microsoft Support

•  Google Sheets training (in Drive, Docs, Sheets, and Forms) — Google Workspace Learning Center

Related reading
•  Build the Emergency Plan in Google Workspace: Drive, Docs, and Sheets

•  Build the Emergency Plan in Microsoft 365: SharePoint, Teams, and Lists

•  The Agreement Is the Product: The 8 Provisions of a Commercial Emergency Services Agreement

•  What gets argued after a Flash Flood Emergency: Dodge City and San Antonio — October 1, 2026

The Estimator in a Storm Event
Source: https://restorationintel.com/the-estimator-in-a-storm-event/ Published: October 14, 2026

Direct answer. In the first 24–72 hours of a storm event, the estimator’s job is to triage which losses get scoped

first, capture the scene before mitigation changes it, and write a file that survives desk review while volume is

still rising. You are not the crew lead and you are not the GM. You sequence the board, lock facts while they

are still true, and hand production a scope that does not invent work under pressure.

Dispatchers fill the phone. Techs pull water. You decide which address gets a real estimate today — and which

facts leave the site with you.

First 4 hours — Triage, safety, and the scene that still exists
Decision point: Which properties get scoped first.

Do not run first-caller-wins. Sequence by active water still moving, authorized commercial doors you already

serve, occupied residential where dry-in and extraction can start without a mystery decision-maker, then vacant

or access-blocked files that wait for daylight and a key. Decline work that needs a crew class you lack, a hazard

you cannot clear, or an authorization path that leaves materials unpaid.

On every inbound before you drive: loss type, water active or stopped, power on or off, approximate affected

area, building type, who can authorize, carrier or TPA already on file. Put it in the shared log. If it is not in the

log, it did not happen.

Decision point: Enter or hold at the curb.

Safety and access come before the sketch. Confirm the road is open. Note downed lines, structural movement,

gas odor, and standing water at grade. Do not enter a building you cannot exit safely. Vacant sites need a key or

written property-manager authorization. Occupied sites need a walk with the contact and a note of what they
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will not release.

Capture the scene before mitigation changes it. Photograph approach, elevations, openings, water or debris

lines, point of entry, affected rooms, and contents in place. Take moisture readings with location, material,

instrument, and time. Identify the source in notes — wind-created opening, overland intrusion, backup —

before anyone moves finishes. A wet ceiling without the opening above it is half a story.

Do not open walls on the first visit unless the mitigation lead has a documented reason and you have already

photographed and metered the assembly. The first four hours belong to facts that disappear once extraction and

demo start.

Hours 4–24 — Scope discipline under surge volume
Decision point: Write what you measured, or wait.

Surge tempts phone-photo scopes. Resist that. Price rooms, slopes, openings, and wet assemblies you stood in

front of. Split wind-path notes from water-path notes. Do not fold a roof, a pack-out, or a category call into a

line item from a doorbell video.

Write Xactimate line-item justification notes while the facts are fresh. Each contested line needs location,

quantity basis, condition observed, and why the action is remove/replace or clean/dry — not adjectives from

memory later. F9 notes on site beat a clever email next week.

Say what is in today’s estimate and what is flagged for later. List known unknowns: cavities not opened,

finishes not lifted, attic or crawl not accessed, roof not walked in daylight. Flag what must move now for

mitigation. Document what production will confirm after dry-in and monitoring.

Decision point: Communicate now, or the file orphans.

Cadence in the first day:

•  GM / owner: tickets opened, deferred, or declined — and any job that burns cash or mutual-aid capacity if

accepted.

•  Mitigation lead: source, category/class rationale as written, moisture map status, what must not be

demolished until photographed, what already changed after your walk.

•  Adjuster: cause narrative, dry-in proof if any, category/class with rationale, moisture map, photo set.

Offer a phone window only after missing docs are in the thread. Storm desks are drowning; the easy file gets

attention.

•  Property owner / insured: arrival window kept or missed, what was documented, what is wet, dry-in

status, next on-site time. One voice when you can. Three people bouncing the customer burns trust fast.

Handoff to production is not “they’ll figure it out.” Leave a named file owner, authorization status, open

questions, and the photo/moisture package where the crew can find them.

Hours 24–72 — Desk-review file and honest supplements
Decision point: Supplement now versus document for later.
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Mitigation has moved the scene. Revisit with a purpose: confirm readings, photograph post-extraction

conditions, close known-unknowns, or write a supplement while the change is still visible. Do not rewrite the

sketch from memory because the drywall is gone.

Flag now: active leaks still admitting weather, category changes supported by new facts, additional wet rooms

after contents moved, structural or safety items that stop drying. Document for later: matching, code items

under debate, full roof pending test squares and daylight slopes, contents without inventory, rebuild assemblies

still drying.

Documentation that survives desk review is boring on purpose: date/time of loss vs discovery vs arrival; source

and peril split; before/during photos; moisture map with unaffected references; equipment tied to readings when

you speak to drying days; authorization and who walked the site. Build the file so an adjuster who never walked

the site can reconstruct cause and sequence without a phone call.

Handoff by hour 72: mitigation authorized and running; estimate version labeled; supplement log started; open

questions owned by a name; photo and moisture package complete enough that a new tech does not reinvent the

loss.

On the spot vs escalate
Decide on the spot when you have eyes on the loss and a clear authorization path: preliminary category/class

with written rationale, rooms in today’s mitigation scope, site safe to enter, what to photograph before demo,

and which known unknowns stay off the first estimate.

Escalate to the GM / owner when intake would break staffing, cash, or a key account promise; when mutual aid

or a specialty trade is the only safe path; or when the customer demands a coverage promise you cannot make.

Escalate to the mitigation lead before demo that destroys uncaptured evidence. Escalate to the adjuster — docs

first — when scope is blocked.

You can write the sketch. You cannot spend the company.

Common failure modes
These cost money or lose the account:

•  Scoping after mitigation. Estimate from post-demo rooms with no as-found photo set.

•  Thin photo sets. Wet floors without the opening, water line, or elevation that explains entry.

•  Notes from memory days later. Line-item justifications invented after the board moved on. Fresh F9

notes are part of the inspection, not homework.

•  One blended storm file. Wind and water mixed so neither peril has a clean cause path.

•  Phone-photo pricing under surge. Full roofs, pack-outs, and category calls from a text thread. Measure

or wait.

•  Silent handoff. Production arrives without the moisture map, authorization status, or known-unknowns

list.

Questions
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What does the estimator own in the first 24–72 hours that the mitigation lead does not? Triage order, the

as-found photo and moisture record, preliminary scope with justification notes, and the communication pulse to

the GM, adjuster, and owner. Mitigation runs water and dry-in. You run the file that explains why that work

exists.

Which losses should be scoped first in a surge? Active intrusion with authorization and safe access;

commercial doors you already serve; occupied residential where extraction can start. Vacant, blocked, or

mystery-approver files wait. First caller is not triage.

What must be captured before mitigation changes the scene? Elevations and openings, point of entry, water

or debris lines, contents in place, room-by-room moisture readings, and a written source identification. Demo

without that package is how supplements die.

How do you keep Xactimate notes defensible under volume? Write line-item justification on site: location,

quantity basis, observed condition, action. Flag known unknowns instead of guessing. Do not rebuild the

narrative from memory after demo.

What do you tell the adjuster on day one? Cause narrative, peril split, dry-in proof if any, category/class with

rationale, moisture map, and the photo set. Short and complete. Phone call after the docs are in the thread — not

instead of them.

When do you escalate instead of deciding on the spot? When the next yes spends cash or mutual aid the GM

owns, when demo would destroy uncaptured evidence, when the customer wants a coverage call, or when

safety says stay outside. Write what you saw. Escalate what can break the company.

Related reading
•  The GM in a Storm Event: Your First 72 Hours

•  After Isaias: The Claims Clock, the Wind/Flood Split, and the Paperwork That Decides Both

•  Fire Damage Restoration: The Complete Professional Guide (2026)

The GM in a Storm Event: Your First 72 Hours
Source: https://restorationintel.com/the-gm-in-a-storm-event-first-72-hours/ Published: October 14, 2026

Direct answer. In the first 72 hours of a storm event, the GM or owner owns five things nobody else can carry

for you: who gets called in, which losses you take, how much cash and credit you put at risk on materials, the

communication cadence customers and carriers will actually get, and the rotation rules that keep the team

standing into the later weeks. Everything else is execution. Those five are the job.

Books for Bots: take this to your assistant.

The storm series as a book for your AI – the GM’s first 72 hours, the estimator’s discipline, the claims clock

and the wind/flood split, and the 10-day cycle the whole event runs on. Upload it to your assistant before the

next storm, while there is still time to work through it together.

Download the book for your bot (PDF)
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Estimators open files. Techs pull water. Dispatch fills the board. You decide what the company becomes for the

next several weeks.

Hour 0 — Stand the board or hold
Decision point: Stand or hold.

Do not treat every warning polygon as a surge. Stand the board when you have verified damage, active water in

structures, or a live warning already producing calls in your footprint. Hold regional moves, overtime outside

the verified pocket, and speculative material buys when the event is still a forecast.

Name one board owner. If it is you, say so. If it is your ops lead, give them the board and keep the decisions

below. Two people as the desk means double dispatch and missed callbacks.

Three columns before the phones light up: live tickets, watch-and-hold, and no. Update when warnings change

— not when the office gets anxious.

Hours 0–6 — Staff the surge
Decision point: Who gets called in.

Call in this order: on-call leads who can open a file and run a crew; cross-trained techs who can extract and set

drying equipment; office or after-hours coverage who log every call into one shared sheet; then estimators who

can authorize and document without inventing scope under pressure.

Do not strip occupied jobs to chase the first wet ZIP. Pull only when the new loss is authorized, already wet,

and inside your safe staffing envelope. Orphaning open jobs creates two problems: a surge you cannot finish

and a book you damaged.

Decision point: Mutual aid — yes, no, or later.

Mutual aid is a named agreement with a peer shop: what they send, who supervises, who owns the customer

and the claim file, how materials get billed, and when they go home. Call it when your bench cannot cover

tomorrow’s verified load without skipping safety or documentation. Do not call it for a volume brag. A

borrowed crew with no file owner is unpaid work waiting to happen.

If terms were never written before the event, keep the ask narrow: one crew type, one supervisor rule, one

invoice path.

Hours 6–24 — Triage which losses you take
Decision point: Intake rules.

Triage is not “first caller wins.” It is a short script and a hard filter. On every inbound: loss type, water still

active or stopped, power on or off, approximate affected area, building type, who can authorize work, and

whether a carrier or TPA is already on the file.

Take losses you can staff safely with a lead who can document. Prioritize active intrusion, authorized

commercial doors you already serve, and residential losses where dry-in and extraction can start without a

mystery decision-maker. Decline work that needs a crew class you lack, a hazard you cannot clear, or an

authorization path that leaves you unpaid after materials go out.
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Say no early. A clean decline at hour twelve beats a half-staffed job sitting wet while your best lead explains an

empty moisture log.

One shared call log. If it is not in the log, it did not happen.

Hours 6–24 — Cash and credit on materials
Decision point: Exposure ceiling.

Storm work spends cash before it collects. Set a ceiling on materials, rentals, and vendor commits against

authorized, documented work — not hope.

Stage for the board you have: extraction, air movers, dehumidifiers, containment, tarp and dry-in for openings

you can reach. Hold speculative yard buys for damage types that have not verified. Rent for the peak; do not

finance a warehouse because Tuesday felt busy.

Require a named file, a signed authorization path, and a materials log before a truck becomes a rolling open

account. Match big vendor restocks to open tickets and the next day of verified demand. Credit bridges timing;

it should not underwrite bad intake.

Tighten the file standard now: photos, moisture map, equipment counts, dry-in proof. Clean files move. Messy

files sit on your cash.

Hours 24–48 — Communication cadence
Decision point: Who hears from you, and how often.

Customers and carriers need a predictable pulse, not a novel.

For the insured or property contact: arrival window, what was done today, what is wet, dry-in status, next

on-site time. Keep one voice or role when you can — bouncing the customer across three people burns trust

fast.

For adjusters: short, complete updates — cause narrative, dry-in proof, category and class with rationale,

moisture map, equipment by day, photo set. Offer a phone window only after missing docs are in the thread.

Storm desks are drowning; the easy-to-approve file gets attention.

For commercial doors: one point of contact each side, written change orders for scope moves. Verbal “go

ahead” on a wet building is how week-four disputes start.

Lock the cadence in the first two days: daily for active drying chambers, same-day return on adjuster questions,

one after-hours path that still hits the shared log.

Hours 48–72 — Protect the team across the weeks
Decision point: Rotation and stop rules.

Hour 72 is not the end of the event. The mistake is deciding everyone sprints until the phones quiet down. They

will not quiet down on your schedule.

Name stretch rules before people negotiate them from exhaustion: who sleeps, who is second shift, who is

off-call even if the board is ugly, who can pull a crew for safety. Cross-train so one hero lead is not the only



Restoration Intel — restorationintel.com Page 26

person who can read a meter and talk to an adjuster.

Watch skipped moisture readings, missing authorizations, short tempers, undocumented equipment. Those are

burnout signals. Rotate before file quality collapses. Feed people. Stagger starts. Do not turn occupied

non-storm work into the punishment detail.

Decisions that cannot be delegated
These stay with the GM or owner even with a strong ops lead on the board:

•  Stand or hold on regional mobilization and overtime posture.

•  Intake ceiling — which loss classes you accept while the surge is live.

•  Mutual aid and subcontract posture — who wears your name in the field.

•  Cash and credit ceiling on materials, rentals, and vendor commits.

•  Stop and rotation rules that protect documentation and people.

•  Exceptions — the ugly job you take for a key account, and the attractive job you refuse because it breaks

the company.

You can delegate the phone, the truck, the meters, and the supplement draft. You cannot delegate the shape of

the company during the event.

What hour 72 should look like
By the end of day three you should answer without hunting: live, deferred, and declined tickets — and why;

who works tonight and who is off; materials committed against which files; which customers and carriers got

today’s update; which of the six non-delegables you already decided.

If you cannot answer those, you have a busy office, not a storm operation. Fix the desk before you add ZIP

codes.

Storm season rewards the shop that decides early, documents clean, and still has a team standing when the next

band of calls arrives. That is the GM’s first 72 hours.

Questions
What should the GM personally do on hour one? Stand or hold the board, name the board owner, set who

gets called in, and state the intake and spend ceilings. Do not drive to the wettest address unless you are the only

lead left.

When do you call mutual aid? When tomorrow’s verified load exceeds the crews you can supervise and

document under your own name — not when the phone feels loud.

What is the fastest way to break a storm week? Taking every loss, buying materials against unverified

demand, and running the same leads until the moisture logs lie.

The books make your operation legible to AI. Being named is a separate measurement.

When a homeowner asks an AI who handles water damage in their city, it names one or two companies.

Whether yours is one of them is your citation rate — and it can be measured this week, with your actual
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competitor in the same report.

See if AI names your company — the $97 Quick-Scan ->

Related reading
•  The Estimator in a Storm Event

•  After Isaias: The Claims Clock, the Wind/Flood Split, and the Paperwork That Decides Both

•  Storm Damage Restoration: The Complete Professional Guide (2026)

•  Cash Flow Management in Restoration: Why Profitable Companies Still Run Out of Money

Your Paperwork Is About to Get Graded by AI
Source: https://restorationintel.com/your-paperwork-is-about-to-get-graded-by-ai/ Published: October 10,

2026

What happened: Cozmo AI launched a platform for restoration networks and third-party administrators that

puts AI employees inside the claims workflow — from first notice of loss all the way through invoice

settlement. It doesn’t replace your systems. It rides on top of them: your claims platform, your communications,

your CRM. (Carrier Management, October 9, 2026)

What it actually does, in plain English: These AI employees capture claim information, dispatch the work,

chase down missing documents, read your field documentation, build carrier-ready estimates, and follow up on

invoice payments until the loop closes.

What this means on a real job: The bottleneck is moving. It used to be the adjuster’s desk — your estimate sat

in a queue waiting for a human to get to it. Now the first reader is a machine, and machines don’t get tired,

don’t play favorites, and don’t fill in your blanks for you. If your field docs are clean and complete, you move

through faster and get paid faster. If they’re messy, incomplete, or late, the AI flags it before a human ever sees

your file — and now you’re explaining yourself to software.

This isn’t AI replacing your estimator. It’s AI grading your paperwork. The shops that treat documentation like

a craft are about to get a speed advantage. The shops that treat it like an afterthought are about to find out.

What to do Monday morning: Read your own FNOL packet the way the machine will read it. Every photo

labeled? Every moisture reading logged? Scope notes complete before the file moves? If the answer is

“mostly,” fix “mostly.” The bar didn’t get higher — it got less forgiving.

Source: Carrier Management, “The Latest Launches from Soteris, CLARA, Cozmo AI,” October 9, 2026 —

https://www.carriermanagement.com/news/2026/10/09/292638.htm

The 10-Day Disaster Cycle: What Sedgwick’s 2026 Numbers Mean for Your
Backlog
Source: https://restorationintel.com/10-day-disaster-cycle-sedgwick-2026/ Published: September 28, 2026

Updated October 6, 2026.
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The average gap between billion-dollar U.S. weather disasters fell to 10 days in 2025 — carriers and
restoration crews no longer get a reset between events.

The losses Sedgwick is counting are mostly storms without names: hail, wind, inland flooding, wildfire.

Restoration Intel. Operator brief.

Sedgwick’s 2026 Loss Adjusting Insights Report is out, and the headline number should change how you plan

the year: in 2025, the average gap between billion-dollar U.S. weather disasters fell to 10 days. In the 1980s, it

was 82.

Twenty-three billion-dollar events last year. Severe convective storms topped $50 billion in insured losses for

the third straight year. And the damage isn’t coming from the storms with names anymore. It’s hail,

straight-line wind, inland flooding, wildfire. Distributed and persistent, in Sedgwick EVP David Armstrong’s

words: risk “that doesn’t announce itself the way a major hurricane does.”

Here’s the part that matters for your operation: carriers can’t reset between events anymore. Neither can you.

Long cycle times aren’t a bad quarter. They’re structural now. For how carrier models price the year versus

your week on the street, see what the cat model prices.

The capacity crunch behind it:

•  Labor: the U.S. construction industry needs 349,000 additional workers in 2026 just to meet demand.

Your techs are being recruited right now.

•  Equipment: lead times for specialized equipment have more than doubled in the past five years.

Sedgwick’s warning is blunt. A single delayed replacement can stall an entire commercial recovery while

financing costs, professional fees, and soft costs keep accumulating.

What to do about it:

•  Plan like the backlog is permanent. Stop budgeting and staffing for the breather between events. The

breather isn’t coming.

•  Treat retention as procurement. In a 349,000-worker hole, the crew you keep is the capacity you have.

Every tech who walks is six months of recruiting.

•  Order equipment before you need it. The just-in-time habits that worked five years ago will strand a job

today.

•  Use the data in carrier conversations. When an adjuster squeezes you on cycle time, the 10-day number

is your evidence that delays are systemic, not sloppy. Document everything. The paper trail is the leverage.

•  Set customer expectations on day one. Tell property owners what the pipeline looks like before they’re

angry about it. An informed customer is a patient one.

The contractors who treat this as weather will keep getting surprised. The ones who treat it as the permanent

operating environment will own the next five years.

Source: Sedgwick 2026 Loss Adjusting Insights Report, via PR Newswire. Scott Richardson (Sedgwick):

“Extreme weather is intensifying just as industries and infrastructure are growing larger and it is increasing

the complexity for what it takes to successfully see a claim through from start to finish.”
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FAQ

What is Sedgwick’s 10-day disaster cycle number?

In 2025 the average gap between billion-dollar U.S. weather disasters fell to 10 days; in the 1980s it was 82,

with 23 billion-dollar events last year.

What perils drive the losses Sedgwick describes?

Mostly storms without names: hail, straight-line wind, inland flooding, and wildfire — distributed and

persistent rather than a single named hurricane.

Why do equipment lead times matter for restoration shops?

Sedgwick warns specialized equipment lead times have more than doubled in five years; a delayed replacement

can stall commercial recovery while soft costs keep running.

The Words Your Customers Actually Type: Fixing Your Google Business
Profile
Source: https://restorationintel.com/words-your-customers-actually-type/ Published: September 28, 2026

Updated October 6, 2026.

They search musty smell in basement. The profile should say that, not microbial remediation.

Credit where it’s due: local-SEO operator Matteo Barletta (@gmbcrush) laid out the foundation-repair version

of this playbook on September 13. It ports to restoration almost word for word.

Nobody has ever found your company by searching “psychrometry.” They found you, or your competitor, by

searching “musty smell in basement.”

That’s the whole insight. Homeowners search symptoms. Contractors write services. Every Google Business

Profile in this industry has the same gap, and closing it is free.

The translation
Barletta’s example: foundation repair customers search “doors that won’t latch” and “cracks in brick.” The

profiles say “piering” and “underpinning.” Same thing happens in restoration:

•  They search brown stain on ceiling. Your profile says “structural drying.”

•  They search musty basement smell. Your profile says “microbial remediation.”

•  They search floor feels spongy. Your profile says nothing, because “psychrometric science” isn’t a

service anyone clicks.

Your service descriptions are ranking assets sitting empty. Fill each one with the symptom phrases customers

actually type. “Ceiling stains, warped flooring, musty smells after leaks. We find the source, dry it out, and put

the room back together.”

The keyword list is the sentence the homeowner says at the kitchen table.

Three moves this week



Restoration Intel — restorationintel.com Page 30

1. Rewrite your business description in kitchen-table language. First sentence: the problems you solve, the

way customers describe them. Certifications go later in the paragraph, not first.

2. Set your primary category by revenue. Whichever service pays the bills most, that’s your primary

category. It carries the most ranking weight. Don’t spend it on a side service.

3. Post against water, not the calendar. When it rains for a week, post about basement seepage and ceiling

stains. When freeze season comes, post about burst pipes. A post matching what homeowners are seeing that

week beats a generic “call us” post every time.

When the phone rings, the homeowner is describing symptoms, not services — the same language that should

live on your profile. For the first-hour playbook on the job, see Emergency Restoration Response: First 24

Hours Protocol.

Why contractors win this one
No marketing agency knows what your customers say at the kitchen table. You do. You’ve heard it a thousand

times. “There’s this smell.” “There’s a stain.” “The floor feels funny.” Write it down exactly the way they said

it. That’s your keyword strategy, and no tool can generate it for you.

The shops that talk like their customers will take the calls. The shops that talk like their invoices won’t.

FAQ

Should my Google Business Profile use technical restoration terms?

No — homeowners search symptoms (musty basement, ceiling stain, spongy floor). Match those phrases in

services and description, not jargon like psychrometry or microbial remediation.

What primary category should a restoration company pick?

Whichever service drives most revenue — primary category carries the most local ranking weight; do not spend

it on a side trade.

How often should I post on Google Business Profile?

Post against weather and season: rain weeks get seepage and stain posts; freeze season gets burst-pipe language

— not generic call-us filler.

The Buyer Changed. Did You?
Source: https://restorationintel.com/the-buyer-changed-did-you/ Published: September 25, 2026

Updated October 6, 2026.

A friend of this industry, Scott Maysura, just wrote the companion piece to everything we’ve been saying about

the claims market. His article in C&R Magazine is called The Work Didn’t Disappear. The Buyer Changed. —

and he brought numbers.

The flip, in one company’s books
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Scott worked with a restoration company whose 2025 mix was roughly 70% insurance claims, 30% self-pay.

By the middle of 2026, those numbers had almost completely flipped.

Here’s the part that matters: their overall opportunity count stayed stable. Same market. Similar average job

size. They didn’t have an opportunity problem — they had a changing-customer problem. As Scott puts it, it’s

easy to blame marketing or push the business development team harder when the real shift is who’s standing in

front of you.

The close rate is the whole story
Historically, that company closed 60% to 70% of its opportunities. By mid-2026, the close rate had fallen into

the low 50s.

Scott ran the math: a company with 1,000 opportunities a year and a $4,500 average job generates $2.925

million at a 65% close rate. At 55%, that’s $2.475 million. Same opportunities, same market — $450,000 left

on the table, explained by ten points of close rate.

Before you spend another dollar chasing leads, figure out why you aren’t converting the ones you already have.

The question customers are actually asking
Scott says he’s hearing something from property owners he rarely heard a few years ago: “Can you tell me what

this is going to cost before I call my insurance company?”

That question is the whole market shift in one sentence. The GAO reported in 2026 that homeowner’s insurance

is getting less affordable and less available. Higher deductibles, rising premiums, coverage changes — the

customer is more cost-conscious, more selective, and more involved before they ever call their carrier. The

work hasn’t disappeared. Pipes still break. The buyer changed.

Order takers vs. sales organizations
Scott’s bluntest line: for years, insurance brought the customer to the table, and it let a lot of us become very

good order takers instead of intentional sales organizations. “We became experts at performing the work;

however, it didn’t require us to become experts at earning the work.”

A self-pay buyer asks different questions — do I really need all of this, what if I do nothing, is financing

available — and “sometimes they are not shopping for a contractor, they’re shopping for information.” His

prescription: sell to the customer’s why, get estimates out within 24 hours, build a real follow-up process (hope

is not a sales strategy), and offer financing — ServiceTitan’s 2026 analysis found contractors with integrated

financing saw roughly 15% higher close rates among customers who used it.

Read the whole thing
Scott’s full article has seven starting priorities, from knowing your numbers to the after-action review on every

lost job. It’s worth your twenty minutes:

•  The article: The Work Didn’t Disappear. The Buyer Changed. (C&R Magazine)

•  Scott’s firm: Clarity Business Solutions on LinkedIn

•  His site: 4yourbusinessclarity.com
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Scott is a business advisor and fractional executive — 25+ years across restoration, construction, plumbing and

HVAC, IICRC Triple Master Restorer — and through Clarity Business Solutions he works with owners and

leadership teams on exactly this stuff: financial visibility, operations, and the systems that turn opportunities

into revenue.

We’ll close with his question, because it’s the right one: the question isn’t “How do we get more work?” It’s

“Are we building an organization that’s prepared to win the work already in front of us?”

FAQ

Did restoration work disappear when insurance claims slowed?

Occurrences did not disappear — the buyer mix shifted toward self-pay and cost-conscious homeowners asking

for price before calling the carrier.

Why would close rate drop when lead volume stays flat?

Same opportunities with a worse mix (more self-pay shoppers) and slower follow-up can cost six figures at

typical job sizes — Scott Maysura’s example used a ten-point close-rate swing on 1,000 jobs.

What should owners fix before buying more leads?

24-hour estimates, financing options, disciplined follow-up, and messaging that answers self-pay questions —

not more insurance-centric order-taking.

Claims Are Down 24%. The Best Restorers Don’t Care.
Source: https://restorationintel.com/claims-down-24-best-restorers-dont-care/ Published: September 25, 2026

Updated October 6, 2026.

Claims are down nearly 24%. So why are some restoration shops having their best stretches while others wait

for the phone to ring?

That was the question on stage in Las Vegas, at The Experience, where Albi's Alex Duta sat down with

restoration coach Nate Cisney — 20-plus years as an owner, exited via buyout, now coaching small-to-mid

shops through Restoration Made Simple. The 36-minute conversation is the clearest operator-side answer to the

down market we've heard. We've embedded the key moments so you can hear it straight from them.

The identity crisis
Cisney's diagnosis starts here, and he doesn't soften it:

Nate Cisney: restoration's identity crisis

Watch at 0:00 ->

“It's an identity crisis that our industry is going through. We have for the longest time ever attached ourselves to

this identity of insurance and now we're running into headwinds in the claim space. I think those that are going

to succeed can first and foremost identify themselves as a home service contractor with a specialty of damage

restoration versus an insurance restoration contractor.”
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His challenge to the room: “Claims might be down but I promise you the hustlers are still out there and they're

killing it even in down markets. Some of the best companies actually do better in the down market while

everybody else is complaining. Do you want to complain or do you want to go hustle?”

Everything downstream — marketing, sales process, who you think your customer is — follows the identity.

Keep reading with that lens.

Claims are down. Occurrences aren't.
Cisney doesn't dispute the LexisNexis numbers. He disputes what they mean:

Nate Cisney: claims vs. occurrences

Watch at 22:25 ->

“You can't tell me that ice maker lines have stopped breaking. You can't tell me that bathtubs have stopped

overflowing. I don't buy it. So what I do buy is that insurance will never lose. We've learned that they are never,

ever, ever going to lose.”

His read: carriers are raising deductibles, denying more, pulling out of markets. The water is still flowing; the

claims just aren't being filed. “Most people that I've talked to, their close ratio is getting worse. And the reason

why is because the homeowner says, 'Well, my deductible is too high' or 'the insurance says sprinklers are no

longer covered.' They've chosen not to go through insurance whether it's denied or not. Well, that's still an

opportunity. Something still happened to these people. Their house is still wet.”

The work exists. The claim doesn't. That's the opening — if you know how to sell it.

What actually kills you: cash flow
Before the playbook, the warning. Asked what kills a restoration business, Cisney doesn't say sales:

“I know lots of companies that we work with that have had their best sales year ever, and it's been their worst

financial year ever because they don't know how to manage it. They're doing very large projects that are fire

losses, all their cash is tied up on those jobs, and in two weeks they've got payroll and they're asking me, how

do I make payroll? That's not the definition of success to me.”

Duta adds his own scar tissue from the $7M–$10M stretch: “The 7 to 10 million for our company was the

worst. I remember telling my partner, I was doing the 50, 60 hour weeks and I'm like, I don't want to work more

to make less.”

Cisney's number-one advice, all of it in six words: “Chase profit. Chase cash in the bank.” If the owner wouldn't

show the real numbers to their spouse, the company is being run wrong.

The playbook: sell it, finance it, own the relationship
Here's where the identity shift turns into operations. Cisney's plumber test: “If you call a plumber and a plumber

shows up and says, 'Ma'am, all you got to do is replace the washer, you can do all this for like 50 bucks at Home

Depot' — the homeowner's going to look at you and go, 'Dude, just fix my stupid faucet.' We're no different

than a plumber. You walk into that door and you should assume that you're going to get that job just like the

plumber does. They called you because they have a problem. Fix their problem.”



Restoration Intel — restorationintel.com Page 34

And the move most restorers haven't made — financing:

The $15,000 financing pitch

Watch at 32:03 ->

Duta walks the exact pitch his company uses on a $15,000 job: “Mrs. Jones, it's $15,000. We're going to unlock

a line of credit for you — $5,000 upfront, the rest financed at $400 a month, 0% interest. You do have

insurance, and some or all of this might be covered. But if it's not, don't worry. When you do get that insurance

money, you can take it and go to Disneyland.”

The structural win: “If I tell you upfront the price is 15 grand and insurance comes in at 12 because they want to

screw you over — we're not fighting on the back end. Your bill was 15 grand. You paid for it. Insurance

underpaid you, but it's only a $3,000 shortage, you got it financed, you're fine anyway, and we could truly be

there to service the customer and finish the job.”

No more stalling mid-job when the carrier comes in short. No more begging the adjuster. The job gets finished

because the homeowner — the actual customer — is financed.

Which brings the closer:

Own the homeowner relationship

Watch at 33:48 ->

“Why are we talking to adjusters when the person that signed the paperwork was the homeowner? The fiduciary

duty is with the homeowner. They are the centerpiece of everything. So it's one thing to talk — it's another thing

to bow down.”

The 12-to-24-month warning
Cisney closes the loop on timing: “There's going to come a time here in the next 12 to 24 months where carriers

are just going to keep moving up deductibles, and there's going to be all this white space. That's going to hurt —

especially those that are very carrier-centric. I'm not saying I'm against insurance. I'm saying we have to evolve.

I promise they're going to squeeze till you bleed to death.”

His final frame, borrowed from a conference stage: “Success is if you could build a company that could outlive

you. So many restorers don't think of it that way. They buy themselves a job.”

Claims down 24%. Occurrences not down. The shops that get this are home-service contractors who finance the

work and own the homeowner. The ones that don't are insurance contractors waiting for a phone that isn't

ringing.

Operator context: when the buyer on the job is the homeowner — not only the carrier — see The Buyer

Changed. Did You? and what claims advocates now tell homeowners.

Source: “Claims Are Down, So Why Are Some Restorers Still Crushing?” — Albi After Hours, recorded live at

The Experience, Las Vegas. Alex Duta with Nate Cisney, Restoration Made Simple. Full episode:

https://www.youtube.com/watch?v=mD7lJ3dHLaY

Zero Atlantic Hurricanes by Sept 21: What ACE 6.3 Does to the CAT Desk
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Source: https://restorationintel.com/zero-atlantic-hurricanes-by-sept-21-what-ace-6-3-does-to-the-cat-desk/

Published: September 24, 2026

Updated October 6, 2026.

Through Sept. 21, 2026, the number that mattered was not a named landfall. It is the hole where the landfall

should already be.

NOAA’s National Hurricane Center season summary, as reported Sept. 22, 2026 by Southern Living from NHC

data and independently by India Today, put the 2026 Atlantic through September 21 at six named storms, zero

hurricanes, and zero major hurricanes. Accumulated cyclone energy sat at 6.3 units — 92 percent below the

1991–2020 normal for that date. Wikipedia’s live season table, updated Sept. 24 from NHC ACE, had the index

at about 6.6. Fay came in at about 69 mph and never crossed 74. The last time the basin reached September 21

without a hurricane was 1914.

Climatology is not a rumor. Average first hurricane: August 11. Average second: August 26. By September 16

an average season already has four hurricanes. This year the count is still zero. NOAA’s August outlook had

already cut the range to 7–13 named storms and 2–6 hurricanes. El Nino shear is doing what the outlook said it

would do.

ACE is the utilization metric
Named-storm count lies. ACE does not. ACE squares maximum sustained winds (in knots) while a system is at

least tropical-storm strength and sums those squares. A two-day 40-knot storm barely moves the index. A

week-long Category 3 is the thing that fills CAT trailers, burns overtime, and forces TPA panels to call every

vendor on the list.

6.3 ACE through peak week is not “a quiet couple of days.” It is a season that has not produced the multi-state

wind-and-surge jobs shops staffed for in June. Q1 2026 Verisk commentary in Restoration & Remediation

already flagged the same shape on the claims side: U.S. property claim volume down in part because 2025 put

no U.S. hurricane landfall on the board, while severity stayed high and water stayed the largest loss driver. 2026

is rhyming.

Shop owners who built the summer forecast on “peak weeks pay for April hiring” now have a utilization gap,

not a marketing gap. The gap shows up as techs on the clock with no CAT ticket, generators still on the trailer,

and a contents room that should have been packing smoke jobs from a coastal surge that never arrived.

What the board should look like on the next advisory
Do not fund a national CAT off Fay. As of the Sept. 24 1215 UTC NHC Tropical Weather Discussion, Fay was

near 29.8N 40.5W — 830 nautical miles west-southwest of the Azores — 35-knot winds, moving west, forecast

to stay a minimal tropical storm then weaken. That is not a Gulf crew order.

Edouard is the exception that proves the mix. It made landfall near the Texas–Louisiana line as a tropical storm,

with reported damage above $10 million and no fatalities in the season table. That is water, wind-driven rain,

and localized commercial interruption — not a CAT base camp. IICRC S500 still governs the category call.

Wind-driven rain is not automatically Category 3. The S500 consensus-body position statement dated Feb. 10,

2026 said so in writing. Estimators who default every tropical-rain job to Cat 3 will lose the argument on the
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desk.

The live CONUS work that week (late September 2026) was inland water, not a named Atlantic hurricane.

Restoration Intel’s own Sept. 22–23 storm pulses stayed on WPC Moderate rain over New Mexico burn-scar

drainages and isolated Dakotas/Southeast marginals. That is extraction, drying, and contents — not surge.

Staffing math when ACE is 92 percent light
Shops that hired a CAT bench in April are now carrying idle techs through the climatological peak. The wrong

move is a layoff that you reverse in 21 days if a late Gulf system organizes. The right move is three columns on

one whiteboard:

•  Column A — occupied residential and commercial water that is already on the board. This is the cash

week.

•  Column B — pre-loss commercial doors. Emergency Response Agreements do not care that ACE is 6.3.

Facilities still flood from domestic lines.

•  Column C — a dated re-check on NHC, not a standing “hurricane watch” social post. Season ends Nov.

30. CBC quoted NOAA CPC meteorologist Lindsey Long on Sept. 22: shear is high in the Caribbean; the

Gulf is the remaining place with less shear. That is a Friday briefing item, not a hiring freeze.

Overtime policy should follow the column, not the season name. Pay the New Mexico water desk. Do not pay a

standby roster “because it is September.” If you have traveling techs sitting in a hotel waiting for a cone that is

2,400 miles from West Palm Beach, send them home or put them on a local water ticket. Hotel burn with no

ticket is how a quiet ACE season becomes a bad month, not a historic footnote.

Claims and TPA behavior in a no-hurricane September
Carriers did not staff 2026 around a 1914-class quiet stretch. They staffed around the last five active years.

When ACE is this low, independent adjuster surge never starts. That means more staff-adjuster time per file,

more questions on documented dry-out, and less patience for CAT-style production estimates on a two-room

supply-line loss.

Percentage wind deductibles that only trigger on a named hurricane never come off the shelf. That is good for

the insured on a tropical-storm rain job and bad for shops that built the week’s forecast around hurricane

deductibles pushing people into mitigation-only work. Price the job that exists.

Document like the file will be reviewed in January, not like it will be lost in a CAT pile. Moisture maps,

equipment logs, and daily readings are the difference between getting paid on a quiet-year water job and

arguing about “why so many dehus on a non-event.” There was an event. It just was not a hurricane.

October is not closed
A record late first hurricane is a statement about what has already failed to form. It is not a guarantee about

what cannot form in the Gulf in October. Keep one person on the 5 a.m. NHC advisory. Keep contents SOP

comments on IICRC S320 (public review Sept. 11–Oct. 26) moving in the background — that book will outlast

this season. Do not write Fay, Polo, or Odalys onto a CONUS work order.

Desk framing: what the CAT model prices and the 10-day disaster cycle.
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So what: ACE 6.3 through Sept. 21 is a utilization problem, not a marketing problem. Run water. Hold the CAT

bench on a dated re-check. Do not invent a landfall because the calendar says peak.

When the Insured Goes Dark
Source: https://restorationintel.com/when-the-insured-goes-dark/ Published: September 20, 2026

Updated October 6, 2026.

Two carriers just asked a federal court to void coverage for a bankrupt property manager — because nobody’s

left to cooperate. If you take work orders from managers instead of owners, read this twice.

On September 11, 2026, Argonaut and AXIS filed in the Southern District of New York asking a judge to

declare their coverage obligations to bankrupt property manager Common Living extinguished. Their

argument, in plain English: the policy’s cooperation clause requires the insured to help defend the claim (see

how insureds and contractors navigate the claim process), and there is nobody left at Common Living to

cooperate with.

The backstory matters. Property-owning LLCs demanded arbitration in January 2023 — breach of contract plus

what the complaint calls “fraudulent concealment” and “constructive fraud” — seeking $9,355,935.15 over five

workforce-housing properties (Common’s Noah brand, reported in the Hampton Roads and Winchester,

Virginia area). A notice at one point floated an $8 million settlement figure.

Then the manager collapsed. Common Living filed Chapter 7 on May 31, 2024, in Delaware, listing up to $10

million in assets against $10–50 million in liabilities. In August 2025 the bankruptcy court lifted the automatic

stay so the owners could press the arbitration — enforceable solely against the insurance policies. Then, in

November 2025, defense counsel moved to withdraw, telling the arbitrator no employees or personnel remained

and counsel couldn’t reach anyone. The withdrawal was granted in March 2026.

What followed reads like a ghost story. Between January and March 2026, the carriers wrote to the company’s

former in-house counsel, its founder, the general counsel of its European parent, and the bankruptcy trustees.

One former contact asked to be taken off the mailing list — it had been almost two years since they’d worked

there. Another pointed to a colleague who never answered. A third bounced back an auto-reply: left the

company.

Nobody has ruled on the merits. The fraud allegations are untested. But the carriers’ position is straightforward:

a policy is a two-way bargain, and when one side stops existing, the bargain breaks.

Here’s why a restoration contractor should care. You routinely take direction — and purchase orders — from

property managers who are not the named insured and not the policyholder. If the manager goes dark

mid-claim:

•  The cooperation duty belongs to the insured, not to you. You cannot cooperate on their behalf — a gap

claims advocates warn owners about when vendors get stuck in the middle.

•  If coverage is voided for non-cooperation, there is no policy to collect against. Your receivable dies with

the coverage.

•  Bankruptcy courts can let claims proceed “solely against the insurance policies,” as happened here in

August 2025. That’s cold comfort if the policies get voided next.
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The operator checklist
•  Know who the named insured is before you mobilize. Manager = owner = insured. Get it in writing — and

document the chain early per emergency documentation and notification timelines.

•  Get loss-payee or additional-insured status on the job’s policy where you can. It’s the closest thing to a

seat at the table.

•  Bill progress, not completion. Deposits and progress draws are your real insurance.

•  Watch for distress signals: unanswered emails from the manager, counsel changes, ownership shuffles,

“we’re restructuring.”

•  Put stop-work triggers in your contract tied to payment dates, not to promises.

That’s operator practice, not legal advice — your attorney owns the contract language.

None of this would have saved a contractor already mid-job when Common filed. But it decides whether you’re

an unsecured creditor hoping for scraps or a vendor who got paid along the way.

Sources: Insurance Business (Sept. 11 SDNY filing report); Commercial Observer and Bloomberg Law (June

2024 Chapter 7 filing); company background via public reporting on Common/Noah. Allegations described are

the carriers’ and owners’ claims as reported — no court has ruled on the merits.

Deposits Are a Contract Problem, Not a Trust Problem
Source: https://restorationintel.com/the-deposit-playbook-restoration-operators/ Published: September 19,

2026

Updated October 6, 2026.

It started in a Facebook group in Anderson, Indiana: homeowners trading notes on 25–50% deposits,

contractors answering that $12–15K in rental gear has to sit on site before the drying starts. Read it as an

operator, not a spectator, and the thread isn’t a debate. It’s a spec sheet. Every angry comment is telling you

exactly which clause your contract is missing.

Your deposit policy isn’t a vibe. It’s a business system — and the same specificity that wins deposits also wins

estimates (words that get paid, not flagged). Here’s what the internet’s angriest threads say that system should

look like.

Start with the contractor camp — they’re your people
John at Bluestone Construction wrote the thesis statement for every legitimate operator: asking for a deposit

isn’t a confession of weak cash flow, it’s how the work gets mobilized. “You pay 100% for any item at

Canadian Tire... Yet in home renos where he locks the door and has complete control, he thinks he doesn’t have

to pay!!”

“A deposit is not a picture of my financial failure as a contractor.” — John at Bluestone Construction,

Canadian Contractor

Entrepreneur Nick Ayala’s reel (13K likes, 250 comments) makes the economics explicit: starting work without

a deposit “makes the freelancer the client’s bank — fronting labor, materials, calendar time, and 100% of the

risk for free.” And the contractor behind ProWall Paints & Plaster admits he “used to think asking for 50%
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upfront was ‘crazy,’ but now understands it is necessary” — materials, labor, scheduling, mobilization.

These are your people making your argument for you. Quote them in your sales process.

Now read the homeowner camp as objection-handling
The other side isn’t wrong — they’re unprotected. A Facebook thread with 500 comments is a screenshot titled

“No Deposit = No Work”: contractor demands 50% by Zelle, customer refuses. One homeowner’s Instagram

rant — “a fool, and his money will soon be parted” — won’t pay half before work starts, period.

Every objection in these threads is a clause your contract should already contain.

And the fear has a source: a Moreno Valley community post with 810 comments documents a painter who took

50% cash upfront, missed days, asked for rent money, and quit. That painter isn’t your competitor — he’s your

tax. Every deposit you ask for gets filtered through what he did. Your paperwork has to answer him before the

homeowner ever mentions him.

Know the legal ceiling in every state you touch
Multiple states cap deposits by statute — California at 10% or $1,000, Tennessee at 33% for jobs over $500.

Andy Burnham’s LinkedIn post backing escrow-style release (“Do the work, get paid. It’s as simple as that”)

shows which way the regulatory wind blows: staged, verifiable, releasable.

If your standard deposit exceeds a state cap where you work, your contract has a problem before the job starts.

The operator’s playbook
Assembled from the sanest voices in the threads, translated into systems:

1. Map the deposit to mobilization, not a percentage. A DIYnot commenter nailed the formula: “a reasonable

deposit is the cost of the equipment to be installed plus the sundry materials.” In restoration, that’s gear on site

— dehumidifiers, air movers, HEPA scrubbers, containment. Put the equipment list in the contract next to the

deposit line. When the homeowner can see what the money already bought, the objection dies.

“A reasonable deposit is the cost of the equipment to be installed plus the sundry materials.” — via

DIYnot

This is what $12–15K of mobilization looks like on day one. Itemize it, and the deposit explains itself.

2. Structure deposits around the claim, not against the homeowner. On an insured loss, the carrier pays —

eventually. The deposit fight is really about the gap: the deductible, the first invoice, the three weeks between

“work starts today” and “the check arrives.” Write the deposit schedule against claim milestones (how insured

losses move through the claim), and say so in plain language on page one.

3. Write the exit terms before you need them. Kevin Page on LinkedIn: “Spell out plainly whether the

deposit is non-refundable, or exactly how it gets prorated if things end early.” The threads are full of fights that

only exist because nobody wrote this sentence.

“Spell out plainly whether the deposit is non-refundable, or exactly how it gets prorated if things end

early.” — Kevin Page, LinkedIn
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4. Invoice by phase, collect by phase. A BiggerPockets investor who’s been burned: “You give some

unscrupulous Contrs 1/3 up front and they’ll just take off.” His fix is your system: invoice per phase, each phase

paid in full when complete and inspected. Money follows work — on both sides of the table.

5. Documentation is the deposit’s bodyguard. Daily moisture readings, psychrometric logs, photos at every

stage — the same chain laid out in emergency documentation and notification timelines. A contractor who

documents is a contractor who finishes — and those are the same records the adjuster needs. The deposit isn’t

the problem. The missing paperwork is.

The operators who systematize this don’t win the deposit argument. They never have it.

The AI wording just added to cyber does not cover your own AI
Source: https://restorationintel.com/ai-cyber-wording-own-ai-gap/ Published: September 18, 2026

Updated October 6, 2026.

CFC and Beazley both wrote AI into cyber wording this month — affirmative cover for AI-driven attacks

against the policyholder. CFC’s change is in its financial institutions suite; Beazley’s is an endorsement on its

cyber product (see also Beazley’s AI shutdown cover context for carriers writing AI into cyber). Neither

rewrites a restoration contractor’s form by default.

Restoration contractors run AI on client work: voice bots taking the 2 AM water call, photo-estimating tools,

chatbots answering homeowner coverage questions. The new wording covers AI used against you. It says

nothing about your own AI giving a homeowner bad advice, misquoting a job, or mishandling a claim detail.

Owner: if your cyber form now names AI, it answers AI-driven attacks against you. It does not answer what

happens when your AI caused the loss — that may sit under E&O, professional liability, or between them.

Ops: map every point where AI touches a client or claim file. Each touchpoint is an E&O question your current

policy may never have been asked.

General liability is being handed the opposite tool — new ISO AI exclusions on CGL effective this January let

carriers strip AI-related losses out of standard GL. Don’t assume the GL backstops what cyber doesn’t.

Three questions for your broker this month (expand with AI coverage FAQ prompts):

•  Does my E&O respond when an AI tool I run gives a client wrong advice?

•  If my AI intake tool is the attack vector, does cyber still respond?

•  Where do the new ISO AI exclusions leave my GL on AI-assisted work?

Restoration Intel is operational intelligence for restoration operators, not legal or insurance advice. Confirm

coverage questions with your broker.

The straight news version is on Tygart Media.

How Copilot decides what to cite
Source: https://restorationintel.com/how-copilot-decides-what-to-cite/ Published: September 13, 2026
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Direct answer. Microsoft Copilot cites pages Bing can find and rank; if your restoration site is thin or invisible

in Bing, Copilot will not cite you. Win citations with question-shaped H2s, a first-sentence answer, schema, and

HTTPS — then verify in Bing’s AI Performance report.

Updated October 6, 2026.

The machine is simple once you see it: a Copilot prompt that needs current information becomes search queries,

which go to Bing (Microsoft calls the step web grounding). Copilot pulls candidates from the Bing index and

the live web, ranks them for relevance and credibility, and the model writes its answer with footnote-style

citations to the pages it used. That chain is the buying decision: Bing is the foundation, so its top results get

cited, its rankings differ from Google’s, and a contractor site invisible in Bing is invisible in Copilot (see why

process beats another AI tool).

What wins the citation is extractability: H2s phrased as real questions, the direct answer in the first sentence,

schema markup, credentialed bylines, HTTPS (and governance guardrails when you publish operator

guidance). The proof of work is free: Bing’s AI Performance report, in public preview since February 10, 2026,

tracks citations and the Grounding Queries Copilot derives from long prompts; Microsoft 365 Copilot instead

grounds on company data via Microsoft Graph and Work IQ. Microsoft keeps making those citations more

prominent, with a consolidated "Show all" sources list and navigational links up top, and that is the machinery

your citation service sells against — the same extractability playbook as documenting what crews already

know.

Link
AI Citation Service

AI Won’t Fix a Broken Process. Tactics Will.
Source: https://restorationintel.com/ai-wont-fix-broken-restoration-process/ Published: September 11, 2026

Updated October 6, 2026.

Direct answer. AI will not fix a broken restoration process. A new platform, chatbot, or automation cannot

replace the drying tactic you already know, the channel that already produces work, or a three-minute job

debrief written down while it is still true. Use the software you already pay for. Get what is in people’s heads

into that system. Then the tool has something to pull from.

That is the argument I sat down with Phillip Rosebrook to make on Restoration Edge, the Business Mentors

show for restoration owners. The episode title is the kit’s, and I am not rewriting it: AI Won’t Fix a Broken
Process: Back to Basics for Restorers | Restoration Edge Ep. 8.

This piece is the operator version. Not a recap desk. The show is Phil’s. The claim is mine. If you want the

conversation, watch it on the official player. If you want the move for Monday, stay here.

Key takeaways

•  Tools do not dry buildings. Tactics do. An LGR, a desiccant, or a heater is equipment. Drying is the job.

•  If a channel has worked for twenty-five years, do not kill it to “get on Facebook.” Dig the hole that already

works.
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•  AI sitting in Encircle, Xactimate, HubSpot, or the Microsoft / Google stack you already pay for will beat a

new bot with an empty brain.

•  A job is a learning loop only if somebody records the debrief. Three minutes. Everybody talks. Do not

bury the file.

•  Scaling still starts with systems, not headcount — the same point as our scaling piece.

Watch the episode
Official video. Embedded from YouTube. Not downloaded, not re-uploaded.

Phillip Rosebrook hosts Will Tygart on Restoration Edge Episode 8. Watch on YouTube. Listen on Spotify.

Accessible summary of the full episode (25:59). Phil asks how restorers should think about AI and new

software. Will’s through-line: do not lose the basics. Mindset, then tactics over tools, then keep what already

works, then find the clients you can actually serve, then build systems before you add a model, then treat every

job as a learning loop and run a real debrief.

What I told Phil about the next tool
Phil asked what a restorer should actually use if they are not building their own agent.

Not another platform. Whatever is already in the truck. Copilot if you are Microsoft. Gemini if you are Google.

The model sitting in the CRM, the documentation tool, or the estimating software you already pay for.

The work is getting what is in your head into whatever that thing pulls from. Winter inventory. The client who

never pays. The thing that always happens in January. It is not going to be you on every ticket. It is going to be

the best version of you that shows up — if you wrote it down.

Will Tygart on Restoration Edge with Phillip Rosebrook / Business Mentors — use the stack you already pay

for. 81 seconds. Kit clip, not a YouTube rip.

Accessible text. Phil frames the “what should I buy” question. Will’s answer is the opposite of a shopping list:

pick the AI already sitting in Microsoft, Google, or the CRM, then feed it the knowledge that currently lives in

one person’s head.

Tactics beat tools
LGR, desiccant-style unit, heater. The tactic is drying.

It is almost never the tool. It is the tactic.

If all I have in the back of the truck is an LGR, or a desiccant, or just a heater, we still know how to dry. Fancy

equipment is not the tactic. The tactic is drying. Same sentence in AR. Same sentence in AP. Same sentence in

ops and sales. When you focus on the tool, you pigeonhole yourself.

Restorers should not lose the basics. A voice layer on documentation is an input, not the first purchase. IICRC

protocols live in the workflow, not in the logo on the dehumidifier.

“It is almost never the tool. It is the tactic.” — Will Tygart, Restoration Edge Ep. 8. 58 seconds.
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Start with what already works
Twenty-five years. It works. Dig down.

I asked a shop what they were doing before they jumped on Facebook. Newspaper ads. Twenty-five years. Does

it work? Yes. Then do not stop to go dig somewhere else.

Same rule on software. If Xactimate is how you get paid, the AI that matters is the one that helps that file

survive the profitability dashboard. An estimate is what you ask to be paid. Job costing is what it cost you.

Mixing those two up is a process failure. No model fixes that.

Find the one that works. Dig down. 34 seconds.

Stronger systems before AI
Tony Dungy won Super Bowls on blocking and tackling. One apostrophe in the wrong place and the bot sends

you chasing the wrong thing. Slow down. Get the boring stuff. It probably starts with the owner. What are you

doing?

Owners stuck at “me plus a van” usually do not have a lead problem. They have a them problem. That is the

opening of Scaling a Restoration Company. Hire after the process is written. AI without a documented

estimating process invents one faster, and with more confidence. AI governance is the same idea with a claim

number attached.

Treat the bot like you would treat a human. Context. Tools. End result. I have had people tell me they spend

eight hours a day in Claude. I do not have a measured sample size for that. If your stack is the product, that is a

claim to test, not a badge.

“AI will not fix a broken process.” Blocking and tackling first. 56 seconds.

Turn the job into a learning loop
Three minutes. Everybody talks. Do not bury the file.

Phil asked about job debriefs. I said we do not do them enough. That is the receipt.

Do it on Zoom if you have to. Record it. Give everybody three minutes. The PM. The tech. Contents. Good

client or bad client. Good job or bad job. What we could have done better. Then do not bury the file.

Next time a salesperson brings an opportunity, somebody can say they do not pay for 120 days and that will

break us. That knowledge lives in people’s heads right now. This is the same failure mode as The trucks leave.

The record doesn’t. Bring the judgment and the packet to the QBR, or you are asking to be rebid.

I do not have a measured before-and-after on shops that started recording these. Until a shop shares a change in

collection days, rework, or bid margin, the honest line is I do not have a number for this yet.

This week
•  Name the tactic on one live file before you name a tool.

•  Use the AI already inside software you pay for. Do not buy a second brain this week.

•  If a channel still works, dig. Do not pause it for a new surface.
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•  Run one three-minute debrief on the next closed job. Record it. Store it.

•  If you cannot brief a model the way you brief a person — context, tools, end result — you do not have a

tactic yet.

Questions

Will AI fix a broken restoration process?

No. AI amplifies whatever you feed it. If estimating, debriefs, and collections are not written down, a model

will guess — confidently. Fix the process, then let the software you already pay for pull from it.

What should a restoration company buy first for AI?

Nothing new, if the current stack already has a model. Copilot, Gemini, Encircle, Xactimate, or the CRM you

already license. The first job is getting owner and crew knowledge into that system.

Why do tactics matter more than tools in water damage restoration?

Because drying is the tactic. An LGR, a desiccant, or a heater is a means. A crew that understands drying can

still complete the job when the favorite machine is not on the truck.

How long should a restoration job debrief take?

Three minutes per person is enough if you do it while the job is still true. Record it. Store it. Use it the next time

the same buyer or the same loss type shows up.

Who are Will Tygart, Tygart Media, and Restoration Intel?

Will Tygart is the founder of Tygart Media. Restoration Intel is Tygart Media’s publication for

property-damage restoration professionals. This article is Tygart-owned reporting from his appearance on

Restoration Edge.

Who is Phillip Rosebrook and what is Restoration Edge?

Phillip Rosebrook hosts Restoration Edge for Business Mentors. Episode 8 is the conversation this article is

built from. Watch on YouTube or listen on Spotify.

Get the commercial system
The Vault has the QBR template and the ERA kit this debrief plugs into. One email. No sales call.

The Hands Were Always the Bottleneck
Source: https://restorationintel.com/the-hands-were-always-the-bottleneck-2/ Published: September 8, 2026

Updated October 6, 2026.

Series: The Hands Were Always the Bottleneck — Part 2 of 3. Part 1 · Part 3.

Direct answer. Voice AI closes the gap between wet-field work and the job record by letting crews narrate

walkthroughs in real time instead of typing notes after the fact.

The restoration industry spent a decade perfecting the drying equipment. Extractors got stronger, air movers got

quieter, dehumidifiers got smarter. And still, the slowest part of every job is the same thing it was in 1998: a
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technician standing in a wet basement, both hands full, trying to type a note into a phone.

That hasn’t changed because nobody built for it. Until now.

The chaos of a water event — and the documentation still has to happen while the hands are full.

Voice AI is the first interface that actually fits the work. A tech narrates what he sees while he’s doing it —

moisture readings, material conditions, what the wall looks like behind the drywall — and the system captures

it, structures it, and files it. No screen. No keyboard. No stopping the job to document the job.

Encircle already proved the demand. Their video summaries let crews narrate a room walkthrough in their

native language and get a structured note back in English. Scope turns that documentation into IICRC-aligned

mitigation plans in minutes. The missing piece is the live layer — a voice that answers back in real time, pulls

from the live job data, and escalates to a human when the situation needs one.

The scale of the loss is visible from the street. The bottleneck is inside.

That’s the macro shift. It’s not about a better chatbot. It’s about closing the gap between the work and the

record of the work.

The same pattern shows up everywhere: a repository of information that captures knowledge once and reuses it

everywhere, connected by a voice layer that finally matches how people actually think on a job site.

The companies that win the next cycle won’t be the ones with the best equipment. They’ll be the ones whose

techs never have to put the work down to write about it.

Related: The record that leaves with the crew · AI will not fix a broken process.

The Hands Were Always the Bottleneck
Source: https://restorationintel.com/the-hands-were-always-the-bottleneck/ Published: September 8, 2026

Updated October 6, 2026.

Series: The Hands Were Always the Bottleneck — Part 1 of 3. Part 2 · Part 3.

Direct answer. Restoration’s bottleneck was never the drying gear — it was the technician’s hands. Voice AI is

the first field interface that captures moisture readings and scope notes while the crew keeps working.

The restoration industry spent a decade perfecting the drying equipment. Extractors got stronger, air movers got

quieter, dehumidifiers got smarter. And still, the slowest part of every job is the same thing it was in 1998: a

technician standing in a wet basement, both hands full, trying to type a note into a phone.

The conditions haven't changed. The interface has to.

That hasn’t changed because nobody built for it. Until now.

Voice AI is the first interface that actually fits the work. A tech narrates what he sees while he’s doing it —

moisture readings, material conditions, what the wall looks like behind the drywall — and the system captures

it, structures it, and files it. No screen. No keyboard. No stopping the job to document the job.

Both hands full. That's the whole problem.
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Encircle already proved the demand. Their video summaries let crews narrate a room walkthrough in their

native language and get a structured note back in English. Scope turns that documentation into IICRC-aligned

mitigation plans in minutes. The missing piece is the live layer — a voice that answers back in real time, pulls

from the live job data, and escalates to a human when the situation needs one.

That’s the macro shift. It’s not about a better chatbot. It’s about closing the gap between the work and the

record of the work.

The next layer isn't better gear. It's a voice that keeps up.

The same pattern shows up everywhere: a living repository of knowledge that captures what a crew learns on

one job and makes it available on the next, so the next tech doesn’t have to reinvent the wheel. Voice is the

input layer that finally matches how people actually think on a job site.

The companies that win the next cycle won’t be the ones with the best equipment. They’ll be the ones whose

techs never have to put the work down to write about it.

Related: The record that leaves with the crew · AI will not fix a broken process.

Commercial Restoration Job Costing: Why Busy Shops Lose Money
Source: https://restorationintel.com/commercial-restoration-job-costing-why-busy-shops-lose-money/

Published: September 7, 2026

Updated October 6, 2026.

Commercial restoration job costing is the practice of putting a fully loaded cost on a water, fire, or storm file

before you accept the work and again before you send the invoice. Revenue is not the scoreboard. Contribution

margin after labor, materials, equipment days, program fees, and overhead is.

Direct answer. Commercial restoration job costing is fully loaded margin — invoice minus labor, materials,

equipment days, TPA fees, and overhead — run at authorization and again at close, not revenue on the dispatch

board.

Busy shops go broke on commercial work that looked large on the dispatch board. A $42,000 mitigation that ate

four extra dry-out days, a 10 percent TPA fee, and unbilled after-hours labor is not a win. It is a donation with a

claim number.

The only formula that matters
Net = invoice labor materials equipment TPA / program fee allocated overhead. Margin = net / invoice. Run it

twice: once on the first authorization, once on the closed file.

The Field App uses that same equation. It is a planning card, not a replacement for your job-costing system.

What fully loaded includes
•  Labor — burden, overtime, drive time, and the PM hour that never hits the ticket.

•  Materials — consumables, containment, dump fees.

•  Equipment — days on site after the last reading, not days you intended.



Restoration Intel — restorationintel.com Page 47

•  Program fee — TPA percent plus mandatory discounts. See the TPA playbook.

•  Overhead — office, insurance, software, idle trucks. Allocate a percent.

A commercial floor
A common independent target is 15 to 25 percent fully loaded margin on mitigation after fees. Below about 12

percent on a commercial file, decline or renegotiate. Do not use the national rate sheet as your floor.

Where margin dies
•  No not-to-exceed, so you argue price after demolition.

•  Class 2 scoped as Class 1 because someone wanted the job.

•  Equipment left “one more day” with no grain-depression story.

•  After-hours cascade labor billed like a single residential unit. See the multifamily playbook.

•  TPA fee modeled at zero because “we will make it up on rebuild.”

Cost it before you accept the ticket. If margin is under the floor, call the FM before you set equipment. Close

the file with a one-page recap and write actual margin next to the estimate. That pair feeds the QBR.

Questions
Is job costing the same as an Xactimate estimate? No. An estimate is what you ask to be paid. Job costing is

what it cost you to produce that file.

Should TPA work use a different floor? Yes. Price the fee in on the first pass. If the program cannot clear

your floor on a normal water file, it is overflow.

Get the commercial system
The Vault includes the pricing and retention tools behind this math, plus the ERA kit. One email. No sales call.

The Vault · Field App · TPA playbook

The Commercial QBR That Keeps Restoration Accounts from Going Back
Out to Bid
Source:

https://restorationintel.com/the-commercial-qbr-that-keeps-restoration-accounts-from-going-back-out-to-bid/

Published: September 7, 2026

Updated October 6, 2026.

Direct answer. A commercial restoration QBR is a scheduled review with the facility manager on SLA hits,

occupancy impact, documentation turnaround, and invoice surprises — the retention habit that keeps the

account off a rebid list.

A commercial restoration QBR is a scheduled review with the facility manager that shows how you

performed against the agreement — response time, occupancy impact, documentation turnaround, open items,

and invoice surprises — whether or not there was a loss that quarter. It is not a lunch. It is the reason the
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account does not go back out to bid.

Most independents disappear after the dry-out. Nationals stay on the paper because they send a report. You stay

on the building if you send a better one. That scorecard lives in the Vault. The packet itself is the job record that

has to leave with the crew — see The trucks leave. The record doesn’t.

What the FM is scoring when you are not in the room
•  Did they hit the SLA? Callback time and on-site time vs the ERA, every loss.

•  Did occupants stay open? Floors or units affected, downtime hours.

•  Did the file come back as a problem? Documentation turnaround and supplement count.

•  Were there invoice surprises? Emergency threshold vs actual, change-order log.

•  Do I still know who to call? Named account contact, after-hours path, next walk date.

See how facility managers actually choose a vendor. Put the QBR on the calendar when you sign the

Emergency Response Agreement.

The agenda
•  SLA card — losses this quarter, hit or miss.

•  Building intel updates — new shutoff, new night engineer.

•  Open items — invoices, COIs, additional-insured certs.

•  Look-ahead — storm season, freeze season, planned shutdowns.

•  Ask — the next door in the portfolio.

A dated one-page PDF beats a portal nobody logs into. Run margin first on the Field App. A retained account

that loses money after fees is not retention. If the street internet is out, the photos still have to leave the truck —

Starlink on a water job.

This quarter
•  List every commercial account with a job in 18 months and no scheduled review.

•  Send a one-page closeout even if it is late.

•  Book the next 30-minute slot before you hang up.

•  Put auto-renew and a QBR date into the next ERA you draft.

Get the Retention Scorecard
The Vault includes the Retention Scorecard, the ERA kit, and the AI Visibility Audit. One email. No sales call.

The Vault · The record · Cintas model

What Restoration Companies Should Steal from Cintas, ABM, Ecolab, and
Grainger
Source: https://restorationintel.com/recurring-revenue-restoration-cintas-abm-ecolab-grainger/ Published:

September 7, 2026
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Updated October 6, 2026.

Direct answer. Recurring revenue in restoration is contracted, pre-authorized work from relationships you

already own — copy the Cintas/ABM cadence with ERAs and QBRs, not the national laundry footprint.

Recurring revenue in restoration is contracted, pre-authorized work that arrives because you already own the

relationship — not because you won a 2 a.m. Google search. Cintas, ABM, Ecolab, and Grainger built that

machine in adjacent facility trades. Independents can copy the logic without copying the headcount.

Most restoration companies still sell the loss. A pipe bursts, three trucks show up, and the relationship resets to

zero. The companies that dominate commercial facilities sell the route, the contract, and the first-call position

before anything breaks. That translation is the Cross-Industry Playbook inside the Vault.

What those four companies actually sell
Cintas looks like uniforms. It is a weekly stop plus a multi-year auto-renew agreement. The restoration

equivalent is an ERA, scheduled walkthroughs, and a QBR.

ABM looks like janitorial labor. It is an outsourced operations layer on a campus. The restoration equivalent is

preferred-vendor status across a portfolio.

Ecolab looks like chemicals. It is a compliance program the kitchen cannot drop. The restoration equivalent is

documented protocols the FM can show ownership.

Grainger looks like parts. It is the default procurement path so nobody opens a new vendor file. The restoration

equivalent is being the name already in the CMMS.

Restoration does not need a weekly mat delivery. It needs a reason to be in the building on purpose, on a

contract, before the pipe bursts. That reason is the emergency readiness plan and the emergency response

agreement.

Four mechanics independents can copy
1. Sell the stop, not the emergency. Offer a walkthrough, a living ERP, and a quarterly review. If the only time

you see the FM is after a loss, you have one-off jobs, not a book.

2. Put auto-renew in the paper. A one-year handshake that expires lapses the week of the storm. Three-year

terms with automatic renewal unless someone gives notice is how facility vendors stay first-call. Have counsel

write the words.

3. Build density on purpose. Stack accounts on the same corridor so one crew can hit three buildings after

hours. A single hotel across town is a job. Six multifamily properties on one loop is a book.

4. Review the account before it goes to bid. Downtime hours, callback rate, documentation turnaround. Give

the FM a reason not to shop you.

What not to copy
•  Do not copy Cintas plants or a national route network.

•  Do not copy national RFP packets as your only motion. Independents win the building with a

property-specific packet.
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•  Do not copy “free” if free means no rate schedule. Predictable rates are part of the product.

This week
•  Pick ten buildings on one corridor.

•  Offer the walkthrough as a service, not a pitch.

•  Deliver an ERP with shutoffs, after-hours contacts, and a rate exhibit.

•  Convert the ERP into an ERA with a term and auto-renew.

•  Put the first QBR 90 days out, even if there has been no loss.

Questions
Can a 15-person company run a Cintas-style model? Yes. Copy the contract and the cadence, not the

laundry plants. Ten ERAs on one corridor beat one CAT deployment you cannot staff.

Is this the same as a TPA panel? No. TPA work is carrier-dispatched and fee-dragged. Recurring commercial

work is owner- or FM-dispatched under your agreement. See the TPA playbook.

What if the FM will not sign an ERA? Leave the ERP anyway. Update it on a calendar. Many accounts start

as a document in a shared drive and become a contract after the first loss you handled cleanly.

Get the Cross-Industry Playbook
The Vault includes the Cintas / ABM / Ecolab / Grainger translation, the ERA kit, and the AI Visibility Audit.

One email. No sales call.

The Vault · ERA system · How FMs choose

How Independent Restoration Contractors Win Storm Work Without a
Franchise
Source: https://restorationintel.com/win-storm-work-without-franchise/ Published: August 30, 2026

Updated October 6, 2026.

Direct answer. Independent contractors win storm and commercial work by building intake, dispatch,

documentation, and first-call agreements themselves — infrastructure that survives the third simultaneous loss,

not a franchise royalty line.

Water damage does not wait for a franchise playbook — it waits for whoever shows up first.

Winning commercial and storm work without a franchise means building the intake, dispatch,

documentation, and first-call stack yourself so you can take volume without paying a brand that also competes

with you for the same buildings.

Franchises look like they own CAT season because the 800 number and the playbook already exist.

Independents already win the first hour on a local commercial building. The gap is what happens after the third

call lands while two crews are still extracting. That gap is infrastructure, not heart.
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What the franchise fee actually buys
•  Brand recognition on a residential search

•  A dispatch script and a call center

•  Program access some carriers already mapped to the logo

•  A playbook you could write yourself and then actually follow

What it does not buy: the night engineer’s cell phone, the riser map, or an Emergency Response Agreement on a

specific property. Those are how independents take commercial storm work from under the logo. See the ERA

system and how facility managers choose a vendor.

Three tiers of independent infrastructure
Tier 1 — call truth. Shared after-hours number plus a sheet every call hits. If it is not in the sheet, it did not

happen. Missed storm calls are not a marketing problem.

Tier 2 — file and money truth. Track every TPA, supplement, and payment in one place so storm work does

not die in portal logins. Cap program work using the TPA playbook. Run margin on the Field App before you

accept the logo’s terms.

Tier 3 — a desk that survives the season. Named estimator, named PM, after-hours path, and a commercial

packet you can hand an FM before the next cell hits. AI dispatch is optional. A second person who can open a

file is not.

From first ring to paid file — without rebuilding the desk every season.

How an independent wins a 12-building portfolio
Win building one with a walkthrough and a first-call agreement. Perform so the invoice matches the

authorization. Send the regional a one-page closeout. Ask for buildings two through four on the same terms.

The regional is loyal to not getting surprised. Recurring-revenue mechanics are in the Cintas model. Pre-sign

commercial doors on one corridor using the multifamily playbook.

Storm work is surge. Program work is the building that calls you every time a supply line fails. Build the

program first. Use storm capacity only when it does not break the SLA you sold at home.

When the franchise should win
Say no, or partner, when the account requires bonding, multi-state mobilization, or a rate sheet you cannot hit

without losing money. Do not try to out-advertise SERVPRO on residential Google during a named storm.

Questions
Do facility managers refuse independents on principle? Some procurement teams do. Most on-site FMs do

not, if the packet is complete and the response is real.

What should I put in front of an FM this week? A walkthrough date, a one-page SLA, proof of insurance,

and an emergency readiness packet for one building.

Get the independent stack
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The Vault is the recurring-revenue system rebuilt for independents: ERA kit, TPA fast-track, sales sequence,

and the AI Visibility Audit for your city. One email. No sales call.

The Vault · AI visibility · Field App · QBR

Regulatory Convergence and the Restoration Industry in 2026: IICRC,
Insurance, Licensing, and the Compliance Burden
Source: https://restorationintel.com/restoration-industry-regulatory-convergence-2026-iicrc-compliance/

Published: April 3, 2026

Updated October 6, 2026.

Direct answer. Restoration contractors in 2026 face simultaneous tightening across IICRC standards, state

licensing, carrier compliance, and environmental rules — integrated documentation and training are the

practical response, not one-off checklists.

Restoration contractors in 2026 face something unprecedented: simultaneous regulatory tightening across three

independent tracks. IICRC standard updates. State contractor licensing requirements. Insurance carrier

compliance mandates. And underlying it all, environmental regulations that touch every project.

For decades, these operated as separate domains. A contractor got IICRC certified, maintained state licensing,

satisfied insurance carriers’ requirements, and stayed compliant with environmental regs. No overlap, no

integration. In 2026, that’s no longer possible.

IICRC Standards Evolution: S500, S520, S700
The IICRC standards (S500: Professional Water Restoration, S520: Professional Mold Remediation, S700:

Professional Structure Drying) are under periodic review. The updates target:

•  Climate resilience: Updated guidance for water restoration in extreme weather scenarios (aligned with

ISO 22301 climate amendment)

•  Documentation and traceability: Enhanced record-keeping requirements for project tracking and

forensic verification

•  Third-party oversight: More explicit requirements for independent inspection and remediation

verification (aligned with insurance carrier demands)

•  Contractor qualification: Stepped certification levels with mandatory continuing education (aligned with

state licensing harmonization)

These aren’t minor tweaks. They represent a shift from craft-based standard-setting to regulatory

harmonization.

State Contractor Licensing: The Layered Requirement
On top of IICRC certification, state licensing requirements are intensifying. Most states require restoration

contractors to hold:

•  General contractor license (or specialty restoration license)

•  Mold remediation license (many states)
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•  Asbestos contractor license (some states)

•  Hazmat certification (increasingly required for lead/asbestos projects)

•  Business liability and workers’ compensation insurance (state-mandated minimums)

In 2026, states are synchronizing these requirements with IICRC standards. What was a “nice to have” (IICRC

cert) is becoming a state-mandated minimum. Some states now require IICRC certification as a prerequisite for

licensure renewal.

This creates a three-layer compliance stack:

•  National: IICRC S500/S520/S700 standards

•  State: Contractor licensing tied to IICRC compliance

•  Project: Insurance carrier compliance audits (increasingly requiring IICRC cert as verification)

Insurance Carrier Compliance Mandates: The Real Pressure Point
Insurance carriers are tightening the screws. No longer do they simply require proof of licensing. They’re

auditing:

•  IICRC certification status: Is the crew currently certified? Proof of continuing education?

•  Project documentation: Does the restoration work follow IICRC protocols? Can the carrier verify

remediation success?

•  Environmental compliance: Are asbestos, lead, mold removal handled per regulatory standards?

Documentation?

•  Third-party verification: Is independent inspection performed per carrier standards? Post-remediation

clearance testing?

•  Claim frequency and resolution: Are callbacks, failures, or customer disputes tracked? Pattern analysis?

Carriers are simultaneously updating their own underwriting models, using climate risk data (aligned with

NAIC guidance on climate disclosure). A contractor’s project history is now correlated with climate event

frequency and property risk profiles.

Environmental Regulations: The Baseline
Underneath all this sits environmental regulation:

•  Asbestos abatement: EPA renovation rules, state asbestos contractor licensing, NESHAP reporting. See

Asbestos Abatement: Complete Guide 2026.

•  Mold remediation: EPA guidance, state-specific mold codes, no federal standard but increasing

state/local specificity.

•  Lead remediation: EPA Lead Renovation, Repair, and Painting (RRP) rule, state-specific requirements,

increasingly tied to occupational health standards.

•  Hazardous materials: RCRA, state hazmat transportation, disposal documentation.

These aren’t new, but in 2026, they’re being harmonized with IICRC standards. An IICRC-certified mold

remediation project now triggers explicit environmental documentation requirements that carriers audit.
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The Convergence Impact: What Contractors Face
Cost of Compliance:

•  IICRC initial certification: $2,000-$5,000 per crew member (tuition, travel, exam)

•  IICRC continuing education: $500-$1,500 per crew per year (mandatory renewal)

•  State licensing: $1,000-$3,000 initial, $500-$1,500 renewal (varies by state)

•  Project documentation systems: $5,000-$20,000 initial setup, $2,000-$5,000 annually (software, training,

audit prep)

•  Third-party verification and testing: $1,000-$5,000 per project (post-remediation clearance, independent

inspection)

•  Insurance carrier audits and compliance reporting: $500-$3,000 per carrier annually

A small restoration company (5-15 crews) might spend $100,000-$300,000 annually just on compliance

infrastructure.

Operational Complexity:

•  Crew scheduling must account for certification status (only IICRC-certified crews can touch certain

projects)

•  Project scoping requires environmental pre-assessment (asbestos, lead survey) to determine regulatory

triggers

•  Documentation burden: each project now generates 50-200 pages of compliance records (IICRC scope,

environmental findings, remediation protocols, carrier audit checklists)

•  Continuing education is mandatory and ongoing (no “once certified, forever certified”)

Competitive Advantage:

The contractors who win in 2026 are those who:

•  Invest early in integrated compliance systems (data management, documentation workflow, carrier

reporting)

•  Align IICRC training with state licensing requirements (some states offer fast-track if IICRC certification

is demonstrated)

•  Partner with insurance carriers on pre-project compliance audits (reduces post-project friction)

•  Use project documentation as a marketing tool (proof of compliance, quality assurance, risk mitigation)

•  Expand service scope to include regulatory consulting (asbestos assessment, lead survey, environmental

compliance planning)

Sector-Specific Opportunities
Read Restoration Business Operations: Complete Guide for deeper guidance on building operations that satisfy

all three compliance tracks simultaneously.

Explore IICRC Standards Evolution for the latest updates to S500/S520/S700 and how they’re being integrated

into state licensing and carrier requirements.
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Cross-Sector Learning
The restoration industry is experiencing what insurance carriers, healthcare facilities, and business continuity

teams have known for years: regulatory convergence is real, and the compliance burden is centralized on

organizations that must satisfy multiple frameworks simultaneously.

For broader context on regulatory convergence across sectors, see The 2026 Regulatory Convergence: ESG,

Climate, AI, and Operational Standards.

The restoration industry’s response to IICRC/state/carrier/environmental convergence is a template for how

other sectors are adapting.

Conclusion
In 2026, restoration contractors can’t treat IICRC certification, state licensing, insurance compliance, and

environmental regulation as separate programs. They’re converged. The contractors who invest in integrated

compliance systems, continuous crew training, and documentation infrastructure will capture market share,

reduce project friction, and emerge as industry leaders. Those who don’t will face growing carrier rejections,

project delays, and competitive pressure.

The convergence is here. The only question is whether you’re leading it or chasing it.

Related: More in the Vault and on the blog.

AI Governance in Property Restoration: Accountability, Liability, and the
2026 Contractor Playbook
Source: https://restorationintel.com/ai-governance-restoration-2026-drone-liability-accountability/ Published:

April 3, 2026

Updated October 6, 2026.

A drone captures 2,000 images of a water-damaged commercial building. An AI system processes the imagery,

identifies structural damage, estimates repair costs: $280,000. The insurer, trusting the assessment, authorizes

restoration at that level. Six weeks later, remediation specialists discover extensive hidden mold and structural

compromise the AI missed. Actual repair cost: $720,000. The insurer denies the additional claim. The

contractor is stuck.

This scenario isn’t hypothetical. It’s playing out in CAT claims across North America in 2026. The property

restoration industry adopted AI-powered damage assessment tools faster than governance and liability

frameworks kept pace. Now restoration contractors, carriers, and insureds are colliding over a question that

doesn’t yet have a clear answer: when an AI assessment is wrong, who is liable?

The AI Assessment Adoption Surge
Property damage assessment using drone imagery and computer vision AI has become standard in large

catastrophe claims. Carriers estimate that AI-powered assessment tools are now used in approximately 35% of

large CAT claims as of 2026. The value proposition is compelling: faster assessment, reduced adjuster travel,

consistent methodology, faster claim closure.
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The problem: the technology is moving faster than the governance frameworks, liability clarification, and

contractor accountability protocols.

Here’s what’s happening on the ground. After a hurricane, hail event, or major loss, the carrier deploys drone

imagery and feeds it into an AI system. The AI identifies damage, maps affected areas, calculates repair scope

and cost. The adjuster reviews the output (or doesn’t-time pressure is intense in CAT response) and authorizes

restoration based on the AI assessment.

Restoration contractors are then hired to work to that scope and budget. If the AI assessment was incomplete or

inaccurate, contractors discover it during remediation. But by then, they’re working under contracts negotiated

based on the AI estimate. Scope creep, budget overruns, and dispute resolution become inevitable.

The Accuracy and Liability Problem
AI damage assessment systems are good-but they’re not perfect. The AI can identify visible structural damage

from drone imagery. It struggles with:

Hidden damage: Water intrusion behind walls, mold colonization in cavities, structural compromise not

visible from external imagery. Drones see the roof; they don’t see the interior water paths.

Assessment methodology drift: Different AI systems use different training datasets and decision logic. One AI

system flags a roof as 40% damaged; another flags it as 60%. There’s no industry standard for what “damaged”

means in machine vision terms.

Bias in training data: If the AI system was trained primarily on single-story residential properties and is now

applied to multi-story commercial buildings, accuracy degrades. The system doesn’t “know” what it doesn’t

know.

Material identification errors: The AI misidentifies roofing material, wall composition, or structural framing.

A modern architectural sheathing system gets classified as an older material type, changing repair methodology

and cost.

Carriers are beginning to address this by implementing “AI-assisted, human-validated” assessment protocols:

the AI generates the estimate; the adjuster spot-checks the imagery, reviews the AI’s damage classification, and

certifies (or modifies) the scope before authorizing work. But many carriers still deploy AI estimates with

minimal human review, especially in high-volume CAT situations.

Contractors, meanwhile, are learning a hard lesson: if you bid and execute work based on an AI-generated

scope, and the actual damage exceeds that scope, the carrier may hold the contractor responsible for the AI’s

error. Insurance defense coverage for “AI assessment accuracy disputes” doesn’t exist yet. Contractors are left

arguing with carriers about whose liability this is.

The Governance Framework Restoration Contractors Need
Here’s what smart restoration contractors are doing in 2026 to protect themselves in an AI-assessment world:

Scope Documentation Protocol: When you arrive on-site for remediation, document the AI-generated scope in

writing. Photograph or video the damage, the AI assessment map (if provided), and any discrepancies you

identify immediately. If the AI missed damage, document it with date-stamped evidence. This becomes critical
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if scope disputes arise.

Pre-Work Variance Report: Before beginning work, issue a formal variance report to the adjuster: “AI

assessment indicated X; visual inspection indicates Y. Here are the discrepancies.” Get written

acknowledgment from the adjuster about what scope you’re actually authorized to perform. This shifts

accountability: if the adjuster approves a scope knowing about discrepancies, they can’t later claim you

over-scoped work.

AI Transparency Demands: Ask the carrier for basic information about the AI assessment: What system was

used? What imagery date? What training data was the model built on? Was it visually validated by a human?

Carriers don’t like providing this level of transparency, but contractors have a right to understand what their

scope is based on. If the carrier won’t provide it, note that in writing. It becomes evidence if disputes escalate.

Staged Remediation for Complex Loss: For large or complex losses, propose staged work: immediate

remediation to address visible damage (per AI assessment), then a secondary assessment after initial

remediation to identify secondary damage (hidden water, mold, etc.). This approach manages scope creep and

creates documentation gates where the adjuster has multiple opportunities to adjust scope rather than

discovering surprises at the end.

Insurance and Indemnification Clarity: Review your contractor liability insurance to understand coverage

for “AI assessment accuracy disputes.” Most E&O policies won’t cover this-it’s not negligence on your part;

it’s the insurer’s negligence in AI assessment. Understand what you’re actually insured for and what gaps exist.

What Carriers Need to Communicate
The liability exposure for carriers is real. If an AI assessment misses material damage, the insured can argue the

carrier underpaid the claim. If contractors rely on inaccurate AI scopes and then discover underestimation, they

have recourse arguments. Carriers deploying AI assessments in 2026 need governance protocols:

Human Validation Threshold: Define what gets human validation. Best practice: all assessments above a

damage severity threshold (e.g., “moderate” or higher) should be spot-checked by a human adjuster. For large

or complex claims, require full human validation, AI-assist.

AI Assessment Transparency to Contractors: Disclose to contractors which assessments are AI-generated

vs. human-validated. Disclose the AI system used and basic accuracy metrics. This doesn’t require detailed

proprietary disclosure; it requires honesty about methodology.

Scope Warranty Language: In work authorizations, clarify: “This scope is based on . Scope adjustments may

be necessary upon remediation. Contractor is authorized to work only to documented scope; additional scope

requires written adjustment.” This creates a clear gate for scope changes.

Secondary Assessment Protocols: For large claims, build in a secondary assessment step. After initial

remediation, a secondary inspection identifies hidden damage. This is better risk management than leaving

contractors to discover underestimation mid-project.

The Insured’s Position
Insureds are caught in the middle. If the carrier uses an AI assessment that underestimates damage, the insured

is undercompensated. If the restoration contractor discovers the underestimation and requests additional scope,
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disputes arise. Insureds should:

Require independent assessment: If you’ve suffered a significant loss and the carrier proposes to scope work

based on AI assessment alone, request an independent adjuster or engineer to validate the scope. You have that

right. Don’t accept AI-only assessment for complex losses.

Document everything: Photograph all damage immediately. If the AI assessment omits visible damage,

document the discrepancy. This becomes evidence if the carrier later disputes additional scope or denies claims

for secondary damage.

Demand adjuster oversight: Request a human adjuster to review and validate the scope. Carriers may say

“this increases costs”; push back. Accurate scoping is cheaper than disputes and underpayment litigation.

The 2026 Reality Check
AI damage assessment is here to stay. It’s faster, more consistent, and cheaper than pure human assessment.

The issue isn’t whether to use it; it’s how to use it responsibly.

Restoration contractors who move fast in 2026 will establish documented protocols for AI-based scopes:

variance reporting, pre-work documentation, scope transparency demands, and staged remediation strategies.

Carriers will build validation thresholds and secondary assessment protocols. Insureds will demand independent

validation for complex losses.

The liability question-who pays when AI assessment is wrong-will eventually get resolved through case law

and insurance clarification. Until then, contractors, carriers, and insureds all benefit from moving toward AI

transparency, human validation, and documented scope accountability.

The contractor who can say “here’s my protocol for working with AI-generated scopes, and here’s my

documentation from that project” will have competitive advantage and liability protection. The carrier who can

demonstrate human validation and scope transparency will have defense against underpayment claims. The

insured who insists on validated scoping will have fewer disputes and better outcomes.

Related Reading:

•  AI and Drone Technology in Property Damage Restoration

•  Restoration Business Operations: Complete Guide 2026

•  Property Insurance Claims for Restoration Contractors

•  AI Governance as an ESG Imperative

Related: AI and drone technology in restoration A· Emergency response: the first 24 hours A· IICRC standards

evolution.

How Physical Climate Risk Is Rewriting Restoration Business Strategy in
2026
Source: https://restorationintel.com/physical-climate-risk-restoration-business-strategy-2026/ Published: April

3, 2026

Updated October 6, 2026.
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Climate risk is not abstract for property restoration and remediation contractors. It is the force multiplier behind

every catastrophic event deployment, every insurance claim cycle, every labor constraint, and every pricing

negotiation in 2026. While C-suite executives at insurance companies and healthcare systems write climate risk

disclosures and build scenario models, restoration companies are living the physical reality every day: higher

frequency of major events, higher intensity of damage, longer claim processing windows, tighter insurance

capacity, and accelerating demand for restoration services.

The numbers are stark. Swiss Re reported that natural catastrophes caused economic losses exceeding $280

billion in 2024, with climate change amplifying both frequency and severity. In the U.S., catastrophic events are

driving property insurance market hardening-carriers are narrowing coverage, raising premiums, and exiting

high-risk zones entirely. This market disruption is reshaping how restoration contractors price services, manage

labor and equipment capacity, negotiate with insurance companies, and plan capital investment.

The Demand Amplifier: Why Restoration Services Are Growing Faster Than
Capacity
Restoration contractors face a structural demand shift. Climate-driven hazards-severe flooding, wildfire

damage, hail storms, hurricane wind and water damage-are creating higher frequency and higher severity loss

events across North America. Data from industry sources show 15-20% annual growth in restoration demand in

climate-exposed geographies (coastal zones, wildland-urban interface regions, flood-prone areas).

This growth appears beneficial on the surface-higher demand should mean higher revenue. In practice, it is

creating operational strain. Catastrophic events are inherently geographic-a major hurricane, flood, or wildfire

affects hundreds or thousands of properties simultaneously in the same region. Restoration contractors in

affected areas face explosive demand spikes followed by periods of underutilization. Managing this

boom-and-bust cycle is harder than steady-state growth.

During a major event, contractors face cascading constraints: labor availability (crews are working 12-14-hour

days, local workforce is finite, bringing in crews from outside the region adds cost), equipment availability

(water extraction equipment, drying units, generators are rented from a limited regional pool and prices spike

during CAT events), material availability (gypsum board, insulation, roofing materials become scarce and

expensive when large areas are damaged simultaneously), and permitting delays (local building departments are

overwhelmed with inspections and permit applications).

CAT Deployment: The mobilization of restoration and remediation resources, crews, and equipment in

response to a catastrophic weather event. CAT deployments are geographically concentrated, time-limited, and

require coordination with insurance adjusters and property owners across multiple simultaneous sites.

Insurance Market Hardening: The Claim Flow Squeeze
The insurance market’s response to climate risk is reshaping the entire claims and restoration pipeline. Major

carriers are reducing capacity in high-risk zones, exiting certain markets entirely, raising premiums

substantially, and implementing stricter underwriting standards. Secondary and excess carriers are following

the same path, creating a capacity gap in the middle market.

For restoration contractors, this manifests as delayed claim processing, stricter claim adjudication, and lower

settlement values for some claim categories. Insurance adjusters in 2026 are working through larger backlogs,
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taking longer to inspect properties, and more frequently asking for second opinions or contested repairs. This

slows the claims cycle-the time from loss event to claim payment-and forces restoration contractors to finance

more work-in-progress inventory while awaiting insurance payment.

Some contractors report claim approval timelines extending from 30-45 days (pre-2020 norm) to 60-90+ days.

Longer claim cycles mean contractors need larger working capital reserves, more credit line capacity, or higher

payment terms from suppliers. For smaller restoration companies without robust credit access, this creates

financial stress.

The pricing dynamic is also shifting. Where contractors once negotiated price with adjusters based on standard

repair rates, they now face tighter scrutiny on scope, methodologies, and material specifications. Some adjusters

are pushing for “cash settlement” (pay the policyholder a lump sum and let them hire contractors) rather than

directing repair, reducing contractor negotiating power. Other adjusters are requiring competitive bids, eroding

margin.

Claims Cycle: The timeline from initial loss report through claim adjudication, property inspection, approval,

and payment. Lengthening claim cycles increase contractor working capital needs and delay revenue

realization.

Labor and Capacity Planning in a Climate-Stressed Market
Restoration contractors in 2026 are struggling to balance base operations with burst capacity needs. A regional

restoration company typically operates 30-50 crews year-round handling routine water damage, mold

remediation, fire loss, and other non-catastrophic work. When a major hurricane or flood event hits, demand

can spike 200-300%, requiring contractors to rapidly hire temporary crews, negotiate equipment rentals at peak

pricing, and extend operations into extended hours.

However, labor availability is constrained. Skilled restoration technicians are trained to specific certifications

(IICRC water restoration, fire restoration, mold remediation), and the supply of trained labor is not scaling fast

enough to meet demand. Contractors report difficulty finding qualified crews during CAT events, leading to

reliance on less-experienced contractors or subcontractors, which introduces quality risk and potential liability

exposure.

Wage inflation is accelerating. Base crew wages have increased 15-25% over the past 3 years as contractors

compete for talent. During CAT events, contractors pay premium wages (time-and-a-half or more) to attract

crews from surrounding areas. This squeezes margins on CAT work unless contractors can offset higher labor

costs with higher pricing to insurance companies-which is becoming harder as insurance companies narrow

settlements.

Many contractors are investing in equipment to increase labor productivity (high-capacity water extraction,

advanced drying systems, thermal imaging), but equipment capital cost is significant and requires higher

utilization to achieve ROI. Equipment financing cost adds to operational overhead, making it critical to achieve

consistent utilization across year-round and CAT operations.

Pricing Strategy Under Climate Uncertainty
Restoration contractors are fundamentally rethinking pricing strategy. Traditional models assumed relatively

stable claim frequency and severity from year to year. Climate-driven changes have invalidated that
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assumption. Contractors now face choices:

Opportunistic CAT Pricing: Increase rates during CAT events when demand far exceeds local capacity. This

maximizes short-term revenue during peak demand, but can damage relationships with insurance companies

and is ethically fraught-raising prices when customers are in crisis.

Risk-Adjusted Base Pricing: Incorporate expected future climate risk into year-round pricing. If a contractor

expects increasing frequency of major events, higher labor costs, and tighter insurance negotiations, they can

raise base rates to fund capacity investments and build reserves for periods of underutilization between events.

This spreads cost across all customers and is more sustainable long-term.

Capacity-Constrained Pricing: Recognize that existing equipment and labor capacity is limited and charge

higher rates to manage demand to sustainable levels. This is price signaling-high rates during periods of high

demand naturally reduce volume, preventing overcommitment. It also maximizes margin per job when demand

is strongest.

Leading restoration contractors are moving toward risk-adjusted base pricing combined with

capacity-constrained pricing. This approach funds continuous investment in capacity, does not exploit

customers in crisis, and creates more predictable margins across economic cycles.

Supply Chain Resilience and Vendor Relationships
Restoration work requires consistent supply of materials-drywall, insulation, flooring, roofing, paint, hardware,

appliances, and dozens of other components. Climate disruption is affecting material supply in two ways: direct

disruption (manufacturing facilities or distribution centers affected by flooding, fire, or other CAT events) and

indirect disruption (demand spikes during major events exhaust local inventory).

Contractors report difficulty sourcing materials during large-scale CAT events. A major hurricane affecting

Louisiana might damage gypsum plants or distribution centers, constraining supply across multiple states for

weeks. A wildfire affecting California construction material distribution might raise prices and extend delivery

timelines. During these windows, contractors face choices: delay jobs (losing customer satisfaction and

insurance adjuster relationships), pay premium prices for expedited delivery, or substitute materials (changing

job specifications mid-project).

Smart contractors are building vendor relationships that include CAT event supply contingencies. Some are

negotiating inventory reservation agreements with material suppliers-paying for committed inventory that

remains available during high-demand periods. Others are diversifying suppliers geographically to avoid

concentration risk. A few are investing in material inventory (carrying costs are high, but inventory availability

during CAT events is a competitive advantage).

Insurance and Liability Coverage Under Climate Risk
Restoration contractors carry multiple insurance products: general liability (covers bodily injury and property

damage to third parties), professional liability (covers errors and omissions in restoration work), workers

compensation (required in all states), and commercial auto insurance (for fleet vehicles). Climate change is

affecting all of these lines.
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General liability and professional liability carriers are increasing premiums and reducing capacity in high-risk

geographies. Some carriers are exiting the restoration segment entirely, reducing competition and pushing rates

higher. Contractors in coastal zones or wildfire-adjacent regions report 25-40% increases in liability insurance

cost over 2-3 years. This cost is built into project pricing but also reduces net margin if customers are

price-sensitive.

Workers compensation insurers are becoming more stringent about workplace safety and hazard reporting,

particularly for crews working in contaminated water (flood damage) or heat-stressed environments

(wildfire-adjacent regions). Contractors must invest in safety training, PPE (personal protective equipment),

and incident documentation to maintain reasonable rates and coverage. Non-compliance can result in coverage

denial or policy cancellation.

Professional Liability Insurance: Coverage for financial losses arising from errors, omissions, or failures in

professional services. For restoration contractors, this covers claims that restored property was damaged due to

poor workmanship or inadequate remediation, and the contractor is liable for repair costs.

Building Climate Resilience Into Restoration Operations
The contractors best positioned for 2026 and beyond are those building climate resilience into operations. This

includes:

Capacity Investment Aligned with Climate Scenarios: Investing in equipment, facilities, and personnel with

understanding that future demand will likely be higher and more volatile than historical baselines. This might

mean larger equipment fleet, regional staging facilities, or permanent staff sufficient to handle baseline demand

plus 50% surge capacity.

Vendor Diversification and Supply Chain Mapping: Understanding which suppliers are critical, which are

concentrated in climate-vulnerable regions, and which can be substituted or sourced from multiple vendors.

Building relationships with vendors outside primary climate risk zones as backup sources.

Data-Driven CAT Forecasting: Using climate hazard mapping and historical loss data to anticipate where and

when CAT events are likely to occur, allowing contractors to pre-position equipment and crews in advance of

major events rather than scrambling reactively.

Workforce Development and Retention: Investing in training programs, competitive wages, career pathways,

and workplace safety to reduce turnover and build a skilled labor base that can scale with demand. Contractors

who treat labor as a commodity will struggle; those who build culture and invest in people will retain

institutional knowledge and capacity.

Financial Planning for Longer Claim Cycles: Ensuring adequate working capital, credit lines, and financial

reserves to fund work-in-progress for 60-90 day claim cycles. This might mean lines of credit, project

financing, or factoring arrangements that provide cash flow while awaiting insurance payment.

Regulatory and Disclosure Risk
As organizations across sectors-insurers, healthcare systems, corporations-implement climate risk disclosure

under ISSB, TNFD, California SB 2331, SB 253, and other frameworks, restoration contractors are beginning

to appear in those disclosures. A healthcare system disclosing physical climate risk must identify which
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facilities face flood risk, how that affects emergency preparedness, and what remediation or insurance

arrangements are in place. That disclosure naming a restoration contractor as a key vendor/partner introduces

reputational and regulatory exposure if that contractor is undercapacity or unreliable.

This creates indirect regulatory pressure on restoration contractors to demonstrate operational resilience,

financial stability, and climate preparedness. Leading contractors should begin documenting capacity, financial

health, and climate risk mitigation plans for the benefit of insurance company and corporate customers who are

undergoing climate risk disclosure.

For broader context on climate risk and cross-sector implications, see Physical and Financial Climate Risk in

2026: The Cross-Sector ESG Disclosure Framework Every Organization Needs. For property damage and

insurance-specific topics, refer to Climate-Driven Restoration Demand and Property Insurance Claims for

Restoration. For insight into how insurance companies are repricing risk, read Climate Risk and Insurance

Pricing in 2026: How Physical Hazards Are Repricing Every Line of Coverage.

Conclusion
Physical climate risk is no longer a peripheral concern for restoration contractors-it is the central force

reshaping demand, capacity, labor, supply chains, and profitability. Contractors treating climate risk as a

temporary volatility problem are at disadvantage. Those building permanent capacity expansion, vendor

diversification, workforce stability, and financial resilience into strategy are positioning themselves for

sustainable growth in a climate-stressed market. The competitive advantage in restoration goes to operators

who can reliably scale to meet surging demand, maintain quality under pressure, and navigate tightening

insurance relationships while building profitable, sustainable businesses.

Related: Climate-driven restoration demand · Sustainable restoration practices · Social inflation and restoration

litigation.

Mentorship in Restoration: How the Employee-of-the-Month Killer Builds
Loyal Teams
Source: https://restorationintel.com/mentorship-restoration-team-building/ Published: March 30, 2026

Updated October 6, 2026.

Mentorship in Restoration: The deliberate investment in an employee’s development as a person and a

professional — beyond task assignment and performance management — that creates loyalty, accelerates

capability, and builds the kind of culture that self-selects for people who want to grow.

Clint Pulver spent five years working undercover in organizations of all sizes, asking frontline employees what

it was actually like to work there. He shared his findings across two episodes of the Head, Heart & Boots

podcast (Episodes 26 and 146). His conclusion: the single most consistent predictor of whether employees stay

or leave is whether they have a mentor at work — someone who is genuinely invested in their development, not

just their output.

The restoration shops that keep people don’t treat mentorship as a poster in the break room. They treat it as a

weekly habit — the same thing Jon Isaacson has been drilling on The DYOJO Podcast as shortening the

learning curve on purpose.
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The Mentor vs. Manager Distinction
Management is about getting work done. It assigns tasks, tracks performance, and corrects deviation from

standard. It is necessary. Mentorship is about developing a person. It invests in what someone is becoming, not

just what they’re currently producing. It provides a new framework — new language — for how someone

thinks about their work and their potential. In restoration, most leaders are exclusively in manager mode. The

companies that retain best are the ones where at least some leaders operate in both.

What Mentorship Looks Like in Practice
Mentorship in a restoration company doesn’t require formal programs. It requires consistent behaviors: asking

employees what they’re trying to develop toward (not just how they performed last week), sharing why

decisions are made rather than just issuing instructions, connecting good performance explicitly to career

advancement rather than leaving the link implicit, and being willing to invest in someone’s growth even when it

creates short-term inconvenience (training time, covering their absence at conferences, etc.).

Building a Mentoring Culture
Culture is modeled from the top. If the owner mentors their direct reports, those direct reports are more likely to

mentor their crews. If the owner manages exclusively without developing, that behavior propagates down the

organization. The restoration companies where field technicians describe feeling invested in are almost always

the ones where the owner or senior leadership visibly develops the layer below them — and that behavior is

visible to the entire organization.

Frequently Asked Questions

How do you mentor employees when you’re extremely busy?

By treating mentoring as embedded in the work rather than separate from it. A five-minute post-job debrief, a

question asked in the truck, a brief conversation at the end of a shift — these are mentoring moments that don’t

require dedicated time blocks. The consistency matters more than the duration.

What’s the difference between mentoring and doing an employee’s job for them?

Mentoring develops judgment; doing the job for them prevents it. When an employee brings a problem, a

mentor asks “what do you think the options are?” before offering a solution. This is slower in the moment but

dramatically faster over time — the employee who develops judgment solves their own problems; the one

whose problems always get solved for them never does.

Can peer mentoring work in restoration, or does it need to be hierarchical?

Peer mentoring is highly effective in restoration, particularly for technical development and navigating specific

customer situations. A crew lead who talks through challenging jobs with a peer learns differently than one who

only receives instruction from above. Both channels — peer and hierarchical — contribute to development in

different ways.

How do you formalize mentorship without making it feel bureaucratic?

By keeping it light and consistent. A monthly 30-minute conversation with each direct report focused on their

development rather than job performance is all the formalization needed. The agenda: what’s going well, what
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challenge are you working on, what do you need from me? This simple format, held consistently, constitutes

mentorship that most employees will describe as the best leadership they’ve experienced.

Related: Hiring for restoration A· Employee retention in restoration A· Leadership in restoration.

Hiring for Restoration: The Framework That Finds People Who Thrive in
Chaos
Source: https://restorationintel.com/hiring-restoration-company/ Published: March 30, 2026

Updated October 6, 2026.

Hiring for Restoration: The process of recruiting, evaluating, and selecting technicians, project managers, and

office staff who have both the technical competence and the character to represent a restoration company under

pressure — with customers, carriers, and in the field.

Restoration hiring has a specific challenge: the work requires technical skill, physical capability, and

customer-facing maturity simultaneously. A technician who can run a perfect drying system but panics when a

homeowner is emotional, or who can document meticulously but can’t work under time pressure — creates

liability at the job level, not just inconvenience.

The Tim Fitzpatrick Hiring Framework
Tim Fitzpatrick, featured on Episode 139 of Head, Heart & Boots, built a 30-year contracting business on hiring

systems that prioritize character alongside skill. His framework applies directly to restoration: hire for attitude

and work ethic first, technical competence second. Technical skills can be trained in 3-6 months. Attitude —

ownership mindset, customer empathy, willingness to do unglamorous work well — is extraordinarily difficult

to change in adults.

Behavioral Interview Techniques
The most predictive hiring interviews for restoration use behavioral questions: “Tell me about a time when a

job went sideways. What happened and what did you do?” “Describe a situation where a customer was upset.

How did you handle it?” “Give me an example of a mistake you made at work and how you addressed it.” The

answers reveal ownership posture, customer orientation, and willingness to be accountable — the traits most

predictive of performance in restoration environments.

Building a Talent Pipeline
The restoration companies with the least hiring stress are the ones that have built ongoing talent pipelines rather

than reacting to openings. This means: maintaining relationships with vocational programs and trade schools,

keeping a candidate pool warm through periodic outreach, and building an employer brand through employee

testimonials and reputation that makes the company a preferred employer in its market.

Frequently Asked Questions

Should restoration companies hire experienced technicians or train from scratch?

Both strategies work; the right choice depends on urgency and culture fit. Experienced technicians onboard

faster but bring habits — good and bad — from previous employers. Training from scratch takes longer but
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allows the company to instill its specific protocols and culture without deconstructing prior learning.

How do you assess customer-facing skills in a restoration interview?

Role-play scenarios are the most effective assessment: “I’m a homeowner who just came home to find 6 inches

of water in my basement. I’m panicking. How do you respond to me?” The candidate’s response reveals

empathy, calm under pressure, and communication skills more accurately than any resume credential.

What compensation package is competitive for restoration technicians in 2026?

Varies significantly by market, but competitive packages typically include: hourly base rate ($18-28 depending

on experience and market), overtime opportunity in peak seasons, full health benefits (increasingly a

differentiator), clear PTO policy, and a defined path to crew lead with a specific wage increase attached.

How do you reduce time-to-hire without sacrificing candidate quality?

By having a standing recruitment process — always sourcing, not just when you need someone. Companies that

post jobs only when they have an opening are perpetually behind. Companies that maintain a warm candidate

pipeline can hire in days rather than weeks when an opening occurs.

Related: Employee retention in restoration A· Mentorship in restoration A· Leadership in restoration.

Employee Retention in Restoration: Why Your Best Technicians Leave and
How to Keep Them
Source: https://restorationintel.com/employee-retention-restoration/ Published: March 30, 2026

Updated October 6, 2026.

Employee Retention in Restoration: The systems, relationships, and environment that keep field technicians,

project managers, and office staff at a restoration company long enough to develop full competence, contribute

to culture, and generate return on the training investment.

Restoration has a turnover problem. Field technician turnover rates at many companies run 40-80% annually.

The industry is physically demanding, the hours are irregular, and the work can be emotionally taxing. But the

restoration companies with low turnover aren’t just paying more — they’re building environments where

people stay for reasons beyond the paycheck.

Why People Leave Restoration Companies
The Head, Heart & Boots podcast, drawing on Clint Pulver’s research, identifies the primary driver of

employee departure: they don’t feel seen or invested in. Not always pay. Not always conditions. The technician

who leaves after 8 months for a $1.50/hour raise is usually telling you something about what they weren’t

getting — development, recognition, a sense that their work mattered beyond the job count.

The Retention Investment Calculation
Most restoration owners think about turnover as an HR inconvenience. The financial reality is different:

replacing a field technician costs 50-150% of their annual salary when you account for recruiting time, lost

productivity during the 3-6 month ramp period, and the jobs that either don’t get taken or get done below

standard. A company with 20 technicians and 60% annual turnover is burning $300K-$700K per year in
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turnover cost alone.

The Retention Levers That Actually Work
From the Floodlight knowledge base: the most effective retention levers are a visible career path (technician ->

crew lead -> project manager -> operations role), consistent mentorship from direct supervisors, recognition

that is specific rather than generic (“you handled that customer situation exceptionally” rather than “great job”),

and a culture of connection — regular interaction among team members that creates belonging beyond the

transactional work relationship.

Frequently Asked Questions

How do you retain technicians when competitors are paying more?

By making total compensation — including the non-monetary elements — better than the alternative. Career

development, schedule reliability, management quality, and culture are all forms of compensation. The

companies that lose people to $1-2/hour raises are usually the ones where nothing else compensates for the

premium.

At what point does a restoration company need an HR function?

When you have 15+ employees, consistent onboarding and documentation become necessary for risk

management as much as culture. An HR function — even a part-time one — at this stage pays for itself in

reduced compliance risk and better onboarding quality.

How do you create a career path at a small restoration company with limited advancement
opportunities?

By being explicit about what the path looks like and what it takes to advance along it. A five-person company

can still have a clear progression from apprentice to lead technician to project lead. The path doesn’t need to be

long — it needs to be visible and real.

How important is pay transparency for retention?

Increasingly important for younger workers. The restoration companies that are most successful in retention are

moving toward clear, documented pay bands rather than individually negotiated wages. Pay bands reduce the

perception of favoritism and give employees a clear target to work toward.

Related: Mentorship in restoration · Hiring for restoration · Company culture in restoration.

Company Culture in Restoration: Building a Team People Do Not Want to
Leave
Source: https://restorationintel.com/company-culture-restoration-guide/ Published: March 30, 2026

Updated October 6, 2026.

Company Culture in Restoration: The systems, behaviors, and environment that determine whether a

restoration company retains good people, attracts talent, and builds a team capable of performing consistently

without the owner’s constant supervision.
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Company culture is not a recruiting slogan or a values statement on the wall. In restoration, it is the daily lived

experience of your field technicians, project managers, and office staff — and it is either an asset that retains

good people and drives performance, or a liability that perpetuates turnover, inconsistency, and the “I have to

do everything myself” ownership trap.

The Head, Heart & Boots podcast, produced by Chris Nordyke and the Floodlight Consulting Group, has

addressed culture, retention, and team development extensively. The episodes featuring Clint Pulver (Episodes

26 and 146) and Tim Fitzpatrick (Episode 139) offer some of the most actionable frameworks specifically for

restoration operators.

The Opportunity Cost of a Disconnected Workforce
Episode 24 of Head, Heart & Boots describes a pattern common in restoration companies that optimize for

efficiency at the expense of connection: technicians dispatched directly from home to jobsites, minimal crew

overlap, no shared workspace or start-of-day gathering. The short-term math works — less drive time, lower

payroll cost per job. The long-term cost is significant.

When a workforce has no regular face-to-face interaction, work becomes transactional. Employees complete

tasks, go home, and have no investment in the company beyond the paycheck. They don’t look out for each

other. They don’t build relationships with clients beyond the bare minimum. They don’t solve problems

creatively because they have no context for why the problems matter.

The result: silos, turnover, and a company that can only perform at the level of the individual on the job — not

the collective capability of a team. Investing in culture isn’t a “nice to have.” It is a straight-up return on

investment that shows up in retention rates, job quality, and the referral networks that good employees build

over time.

Mentorship: The Retention Strategy That Actually Works
Clint Pulver’s research, shared on Head, Heart & Boots, identified mentorship as the single most powerful

driver of employee retention across industries and company sizes. His finding: people don’t leave companies,

they leave managers — and the managers they stay for are the ones who invest in them as people, not just

employees.

In restoration, mentorship looks like: a crew lead who takes time to explain the reasoning behind protocols

rather than just issuing instructions; a project manager who asks field techs what they’re learning and what they

want to develop toward; an owner who creates a visible path from technician to crew lead to project manager to

operations director, and actively moves people along it.

The restoration companies that retain their best people are almost always the ones where those people believe

someone in the organization is genuinely invested in their development — not just their output.

Hiring for Culture: The Tim Fitzpatrick Framework
Tim Fitzpatrick, featured in Episode 139, built a 30-year painting and construction business on a foundation of

hiring systems that prioritize cultural fit alongside technical competence. His core insight: technical skills can

be trained, but attitude and work ethic are much harder to change.
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For restoration companies, this means hiring processes that assess: how a candidate treats other people under

pressure (not just how they perform tasks), whether they take ownership of mistakes or deflect blame, and

whether they can communicate clearly with customers — not just follow protocols. A technically perfect water

mitigation technician who can’t communicate clearly with a panicked homeowner is a liability, not an asset.

Frequently Asked Questions

How do you build culture in a company where employees rarely see each other?

Intentionally create touchpoints. Weekly crew meetings, even brief ones, where people share wins and

challenges. A shared communication channel where field observations get shared. Monthly company-wide

recognition of good work. The specific format matters less than the consistency and the signal it sends: this

company values connection, not just efficiency.

What is the actual cost of employee turnover in restoration?

Estimates vary, but most HR research puts the cost of replacing a single employee at 50-200% of their annual

salary when you account for recruiting time, onboarding, reduced productivity during ramp-up, and the

institutional knowledge lost. In restoration, where field competence takes 6-18 months to develop fully, the cost

is at the higher end.

How do you identify future leaders within your restoration team?

Look for people who take ownership rather than assigning blame, who help teammates voluntarily, who ask

questions about how and why rather than just executing instructions, and who show up consistently regardless

of supervision. These behavioral signals are more predictive of leadership potential than technical performance

alone.

Should small restoration companies invest in formal culture programs?

The word “formal” is the wrong frame. Small companies don’t need culture programs — they need consistent

behaviors from the owner that model the culture they want to build. How you treat your first five employees

determines the culture of your 50-person company. Formalization comes later; intention comes first.

Related: Mentorship in restoration · Hiring for restoration · Employee retention in restoration.

Customer Experience in Restoration: The People-First Framework That
Generates Referrals
Source: https://restorationintel.com/customer-experience-restoration-referrals/ Published: March 30, 2026

Updated October 6, 2026.

Customer Experience in Restoration: The totality of how a property owner, facility manager, or insurance

professional experiences working with a restoration company — from first contact through job completion —

and its impact on referrals, repeat business, and reputation.

In restoration, technical competence is the entry price. Water extraction, structural drying, and scope

development are table stakes. The companies that build lasting businesses do so on customer experience — the

communication, the empathy, the reliability, and the ability to bring genuine order to chaos for people in

genuinely difficult moments.
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The People-First Framework
Tom Gissler, President of Restoration One, shared his people-first leadership philosophy on Episode 22 of

Head, Heart & Boots. His core principle: if you want better business from people, make their business better.

For commercial accounts, this meant investing in partners’ success — generating leads for them, organizing

events in their verticals, being useful in ways that went beyond restoration services. The result: partners who

wanted to reciprocate by sending business, rather than vendors who were managed on price.

Communication as a Competitive Differentiator
The most consistent complaint about restoration companies — from property owners, insurance adjusters, and

commercial clients — is communication failure. Jobs start and then go quiet. Supplements sit without

follow-up. Status updates require chasing. In an industry where the customer is already stressed and the

insurance process is already opaque, proactive communication is a genuine differentiator.

The standard to aim for: customers should never have to call you to find out what’s happening on their job. You

call them first, before they have a reason to worry. This requires discipline and systems, not just good

intentions.

The Referral Architecture
The most durable restoration businesses generate significant revenue from referrals — from adjusters who trust

the company’s documentation, from commercial accounts who recommend to peer properties, and from

residential customers who tell neighbors. Referrals are the output of consistent customer experience delivered at

scale. They cannot be purchased; they can only be earned.

Frequently Asked Questions

What customer experience metric matters most in restoration?

Net Promoter Score (NPS) — specifically, the percentage of customers who would recommend your company

without being asked. In restoration, this is heavily driven by communication quality and how well the company

managed the insurance process on the customer’s behalf.

How do you create a consistent customer experience across multiple crews?

Through documented communication protocols (who calls the customer, when, with what information), training

that emphasizes the customer experience as a core competency — not just technical performance — and

post-job follow-up that captures feedback before it becomes a negative review.

How important are online reviews for restoration companies?

Increasingly important. Insurance adjusters and commercial property managers research restoration companies

online before making referral decisions. A strong review profile (quantity and recency) is a competitive asset. A

poor or thin review profile is a liability that affects referrals from people who never contact the company

directly.

How do you build a customer experience system without a large team?

Start with communication protocols: a defined touchpoint schedule (daily updates during active drying,

twice-weekly during reconstruction), a template for carrier communication, and a post-job review request.
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These three systems, consistently applied, produce a customer experience that is dramatically above the

industry average without requiring significant overhead.

Related: Networking with adjusters and partners · Sales and marketing guide · Company culture in restoration.

Restoration Sales and Marketing: The Commercial Sales Consulting
Playbook
Source: https://restorationintel.com/restoration-sales-marketing-guide/ Published: March 30, 2026

Updated October 6, 2026.

Commercial Sales in Restoration: The systematic process of identifying, developing, and winning

commercial property accounts — covering route mapping, vertical-specific value propositions, emergency

readiness plans, and the relationship architecture that generates consistent referral revenue.

Residential restoration is largely reactive — the phone rings when something goes wrong. Commercial

restoration is proactive — the relationships and trust are built before the loss, and the company that wins the

work is usually the one that was in the room first.

This distinction changes everything about how sales works. The Floodlight Consulting Group’s Commercial

Sales MasterCourse, developed by Chris Nordyke, is one of the most comprehensive commercial restoration

sales frameworks in the industry. This guide synthesizes the core methodology.

Route Mapping: The Foundation of Commercial Sales
Commercial sales in restoration starts with geography and density, not cold calling. Route mapping is the

process of identifying the specific properties, facilities, and decision-makers in a defined territory and building

a systematic coverage plan for that territory.

A well-built route has three elements: target property types matched to your company’s strongest verticals

(hospitality, healthcare, education, multi-family), decision-maker identification by property type (the GM at a

hotel, the Director of Facilities at a healthcare system, the property manager at a multi-family portfolio), and a

call frequency that matches relationship development cycles — typically monthly touchpoints for warm

accounts, quarterly for cold ones.

Vertical-Specific Value Propositions
The mistake most restoration sales teams make in commercial: leading with what they do rather than what the

client needs. Every commercial vertical has a different loss management profile, a different decision-making

structure, and a different definition of “bringing order to chaos.”

For hospitality: the GM cares about minimizing room downtime and protecting brand standards. The Chief

Engineer cares about IICRC compliance and documentation. The Portfolio Manager cares about cost control

and consistency across properties. Your value proposition must speak to all three — and it must change

depending on who you’re in the room with.

For healthcare: compliance, infection control documentation, and minimizing disruption to patient care. For

education: working within school calendar constraints and managing public accountability. For multi-family:

fast response, minimal displacement, and portfolio-wide consistency.
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The Emergency Readiness Plan (ERP)
The ERP is the most effective commercial sales tool in restoration. It is a pre-loss document that maps the

property’s utilities, documents contacts, establishes communication protocols, and pre-authorizes the

restoration company to begin work without waiting for adjuster approval.

ERPs are valuable to the property owner (faster response, lower total loss cost) and to the restoration company

(preferential position when a loss occurs). The sales motion is simple: offer to build the ERP for free as a

service, conduct the walkthrough, document the property, and deliver a professional document. You’ve now

created a relationship and a pre-authorization that competitors don’t have.

Pain-Solution Selling and the Silent Phase
The most effective commercial restoration salespeople lead with questions, not presentations. Pain-solution

selling means identifying the specific operational pain that your prospect experiences around property loss —

and then demonstrating that you have a solution to that specific pain.

The silent phase technique: after asking a discovery question, stop talking. Let the prospect fill the silence. The

information they volunteer in those moments is almost always more valuable than anything you could have

scripted. Most salespeople are uncomfortable with silence; the ones who master it learn what the prospect

actually cares about rather than what they assumed the prospect cared about.

Frequently Asked Questions

How do you get the first commercial account when you have no track record?

Start with a vertical where you have a personal connection, a referral, or demonstrated expertise. Build one

excellent relationship in that vertical — serve them exceptionally, document the results, and use that case study

to enter adjacent accounts. Commercial restoration runs on reputation and trust; the first account is always the

hardest.

What is the typical sales cycle for a commercial restoration account?

For smaller commercial accounts (retail, small office): 2-4 months of relationship development before a first

job. For mid-market commercial (hospitality, multi-family): 6-12 months. For large commercial or institutional

accounts: 12-24 months. The relationship investment is proportional to the account value.

How do you differentiate from competitors in commercial restoration sales?

Through consistency, proactive communication, and the ERP program. Most restoration companies

differentiate on price or response time — both are table stakes and easily matched. The companies that win

long-term commercial accounts differentiate on the depth of the relationship, the quality of documentation, and

the reliability of experience across multiple losses.

Should restoration companies focus on commercial or residential sales?

Both, but with different strategies and different salespeople. Commercial requires patience, relationship

building, and a professional sales process. Residential is largely inbound and referral-based. The margin

profiles differ — commercial tends toward larger jobs with more complexity, residential toward higher volume

with faster cycle times. Companies that build both channels are most resilient.
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Scaling a Restoration Company: When to Add People Equipment and
Markets
Source: https://restorationintel.com/scaling-restoration-company/ Published: March 30, 2026

Updated October 6, 2026.

Scaling a Restoration Company: The deliberate expansion of a restoration business beyond the

owner-operator model — through systems, delegation, geographic expansion, or vertical diversification —

while maintaining or improving profitability and quality.

Scaling a restoration company is not the same as growing revenue. Revenue can grow while profitability

erodes, while quality drops, and while the owner works more hours than before. True scaling means building a

company that generates more value with proportionally less owner involvement — which requires systems,

leadership, and financial discipline in equal measure.

Owners who get stuck at “me plus a van” usually don’t have a lead problem. They have a them problem — the

same gap Phillip Rosebrook Jr. works on at Business Mentors and on Restoration Edge: a company that still

needs the owner in every room cannot scale.

The Systems-First Approach
The most common scaling failure in restoration: hiring before building the systems those new hires will operate

within. A new project manager without a documented estimating process invents their own. A new crew lead

without clear protocols creates their own standards. The result is inconsistency that compounds as the company

grows — and an owner who spends more time correcting deviation than managing growth.

The systems-first approach inverts this: document your best processes before scaling, then hire people to

operate those documented processes. The documentation phase is uncomfortable for action-oriented owners —

it feels like delay. In practice, it is the fastest path to scale.

Geographic Expansion vs. Vertical Deepening
Restoration companies face a fundamental strategic choice in scaling: expand geographically (new markets,

new offices) or deepen vertically (add commercial to a residential operation, add contents to a mitigation-only

operation). Geographic expansion multiplies complexity; vertical deepening leverages existing relationships

and market position. For most companies below $10M revenue, vertical deepening generates better returns than

geographic expansion.

The Private Equity Landscape
PE investment in restoration has accelerated significantly over the past decade. Understanding what PE buyers

value — EBITDA, documentation, management depth, customer diversification — is valuable for owners who

intend to sell, but also for owners who don’t. The discipline required to be an attractive acquisition target is

identical to the discipline required to be a well-run business.

Frequently Asked Questions

At what revenue level does a restoration company need a dedicated operations manager?
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The threshold varies, but most restoration companies need an operations layer — someone other than the owner

overseeing daily field execution — somewhere between $1.5M-$3M revenue or 8-15 employees. The signal is

when the owner cannot maintain visibility into all active jobs while also doing business development and

financial management.

How do you maintain quality when scaling rapidly?

Through documented protocols enforced consistently, QC processes (job site audits, documentation reviews)

that scale with production volume, and a culture where quality standards are non-negotiable regardless of job

volume pressure.

Is franchising a viable scaling strategy for restoration?

It is a viable strategy but a different business model. Franchising generates royalty revenue rather than job

margin, requires significant infrastructure to support franchisees, and creates reputational exposure across

locations you don’t directly control. The restoration companies that franchise successfully do so from a

foundation of documented systems that can be replicated reliably.

How does scaling change the owner’s day-to-day role?

In a well-scaled restoration company, the owner transitions from doing work to designing systems, from

managing projects to managing leaders, and from selling jobs to building relationships and strategy. This

transition is uncomfortable for owners who derive satisfaction from the technical and operational work — but it

is the necessary path to a business that doesn’t require their daily presence.

Related: Cash flow management · Leadership pipeline · Exit planning.

Cash Flow Management in Restoration: Why Profitable Companies Still Run
Out of Money
Source: https://restorationintel.com/cash-flow-management-restoration/ Published: March 30, 2026

Updated October 6, 2026.

Cash Flow Management in Restoration: The discipline of managing the timing, collection, and deployment

of cash in a restoration business — ensuring that a profitable company on paper is also solvent and liquid in

practice.

Restoration is a cash-intensive business with a timing mismatch built into its model: work gets done

immediately after a loss, but payment often comes 60-120 days later from insurance carriers. Managing this gap

is one of the most important operational skills a restoration owner can develop.

The Three Cash Flow Killers
The Floodlight Consulting Group identifies three structural cash flow problems that affect the majority of

restoration companies: slow receivables, equipment debt, and line of credit dependency. Slow receivables —

money trapped in AR aging because collections aren’t being driven actively — is the most common. Many

restoration companies have $500K-$1.5M in outstanding receivables at any given time while paying payroll

weekly. The gap is covered by a revolving line of credit, which creates debt that compresses real profitability.
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Receivables Management
Active receivables management means having a dedicated process — and ideally a dedicated person — for

following up on outstanding invoices. Segmenting AR by age (current, 30-60, 60-90, 90+) and having

escalating follow-up protocols for each tier. Understanding which insurance carriers pay on what schedule and

building cash flow projections around those cycles rather than being surprised by them.

CapEx Decisions and Equipment Debt
Restoration requires significant capital equipment — drying equipment, dehumidifiers, vehicles, extraction

units. The decision to buy vs. lease vs. rent on a per-job basis is one of the most consequential financial

decisions restoration owners make. Equipment bought on notes creates fixed obligations that reduce net income

regardless of revenue. For growing companies, the general principle is: buy equipment for your steady-state

utilization and rent for peaks.

Frequently Asked Questions

What is a healthy receivables turnover rate for a restoration company?

Most well-run restoration companies target 45-60 days average collection. Anything above 75 days indicates a

collections process problem. Companies that manage carrier relationships proactively — providing

supplementals promptly, responding to requests quickly — typically collect faster.

How do you handle cash flow gaps between job completion and insurance payment?

A revolving line of credit is the standard tool — but it should bridge gaps, not fund operations chronically. If

your line is consistently drawn because revenue doesn’t cover operating expenses until carrier payment arrives,

the business has a collections problem, a pricing problem, or both.

Should restoration companies invoice immediately upon job completion?

Yes, with complete and accurate documentation. Incomplete or inaccurate invoices are the most common

reason for delayed payment from insurance carriers. The cost of getting the documentation right at job close is

small compared to the cash flow impact of 30-60 additional days on the AR.

What financial reports should a restoration owner review monthly?

P&L by job type, AR aging report, cash flow statement, overhead as a percentage of revenue, and gross margin

by job type. These five reports, reviewed consistently, give a clear picture of financial health and flag problems

before they become crises.

Related: Scaling a restoration company · Exit planning · Sales and marketing guide.

Exit Planning for Restoration Owners: How to Build a Business Worth
Buying
Source: https://restorationintel.com/exit-planning-restoration-business/ Published: March 30, 2026

Updated October 6, 2026.

Exit-Ready Business: A restoration company structured for maximum value at the point of sale —

characterized by consistent profitability, clean financials, documented processes, a leadership team that doesn’t
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depend on the owner, and a customer base that isn’t concentrated in a few relationships.

Most restoration owners don’t think about exit planning until they’re ready to exit — which is exactly the

wrong time. By the time a buyer is actively evaluating the business, it’s too late to fix the structural issues that

most affect valuation.

What Buyers Actually Look For
Private equity and strategic buyers evaluate restoration companies on a consistent set of criteria: EBITDA

margin and stability (not just revenue), customer concentration (is 30% of revenue from one insurance carrier?),

management depth (does the business operate without the owner?), documented processes, and clean financials

with minimal adjustments. Each of these takes 12-24 months minimum to improve materially — which is why

exit planning should start years before you intend to sell.

The Three Financial Fixes That Move Valuation
From the Head, Heart & Boots podcast analysis of restoration M&A: the three most common issues that reduce

restoration company valuations are slow receivables (money trapped in the AR aging that suppresses cash

flow), equipment debt (trucks and drying equipment on notes that reduce real net income), and

owner-dependent revenue (relationships that would leave with the owner rather than stay with the business).

Each is fixable with time and intentionality.

Building the Documentation That Buyers Require
An exit-ready restoration company has documented: its estimating and scoping process, its field protocols by

loss type, its HR and hiring process, its financial reporting cadence, and its key carrier and commercial

relationships (with documented points of contact that aren’t the owner). This documentation serves a dual

purpose — it makes the business more valuable and it makes the business more operationally consistent before

the sale.

Frequently Asked Questions

What is a typical EBITDA multiple for a restoration company sale?

Multiples vary by size, market, and strategic fit — but restoration companies with $2M+ EBITDA, strong

commercial accounts, and documented processes have been trading at 4-8x EBITDA in recent years.

Companies below $1M EBITDA or with heavy owner dependence trade at lower multiples or struggle to find

buyers at all.

How long does it take to become exit-ready?

For most restoration companies, 2-3 years of intentional work — cleaning up financials, building the

management layer, reducing customer concentration, and documenting processes. The owners who get the best

outcomes are the ones who started thinking about exit when they had no intention of selling.

Should you work with an M&A advisor?

For transactions above $5M enterprise value, yes. A good advisor will help you understand your value, prepare

the business for due diligence, and run a competitive process. For smaller transactions, a business broker with

restoration or field services experience is valuable. Going direct to a single buyer without advisement almost
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always leaves money on the table.

What happens to employees after a restoration company sale?

It depends on the buyer. PE platforms typically retain key employees and often offer equity participation.

Strategic acquirers may consolidate operations. Understanding the buyer’s integration plan is important — not

just for your employees, but for the earnout provisions that often make up a significant portion of total sale

proceeds.

Related: Scaling your restoration business · Cash flow management · Leadership pipeline.

Building Your Leadership Pipeline: Identify and Develop Leaders From
Within
Source: https://restorationintel.com/leadership-pipeline-restoration-business/ Published: March 30, 2026

Updated October 6, 2026.

Leadership Pipeline: The intentional development of future leaders within a restoration company —

identifying high-potential employees early, giving them progressive leadership exposure, and building the

internal bench that allows growth without permanent owner dependence.

The restoration companies that scale most successfully share one structural characteristic: they develop leaders

from within rather than perpetually hiring externally. External leadership hires are expensive, carry integration

risk, and don’t know your specific market, team, or operational model. Internal development is slower but

produces leaders with contextual knowledge that external candidates take years to acquire.

Identifying Leadership Potential
The behavioral signals that predict leadership potential in restoration — validated across dozens of episodes of

the Head, Heart & Boots podcast — are consistent: ownership posture (takes responsibility rather than deflects

blame), team orientation (helps without being asked), curiosity about how and why (asks questions beyond the

immediate task), and consistency under observation and without observation. These traits are visible in field

technicians long before any formal leadership opportunity exists.

Progressive Exposure
Leadership is developed through exposure, not just instruction. The practical path: identify a high-potential

technician, give them responsibility for one element of a job (site communication with the adjuster,

documentation QC for the crew), debrief after every job, and gradually expand their scope as competence and

confidence grow. This process takes 6-18 months and produces crew leads who understand the full context of

the role rather than just the tasks.

The Floodlight MRM Model Applied Internally
The MRM Leadership Circle model — peer accountability groups for business owners — applies at every level

of a restoration company. Creating internal cohorts of emerging leaders who meet regularly, share challenges,

and hold each other accountable accelerates development faster than any top-down training program. People

learn from peers differently than from managers — with less defensiveness and more candor about actual
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challenges.

Frequently Asked Questions

How do you develop leaders without losing them to competitors?

By creating opportunity faster than competitors can. The restoration companies with the lowest leadership

turnover are the ones that promote consistently from within, tie leadership development to clear compensation

progression, and create roles that don’t exist elsewhere — because the company is building something that

requires people who have grown into it.

What is the right ratio of internal promotions to external hires in restoration leadership?

For field-facing roles (crew lead, project manager, operations director), a ratio of 2:1 or 3:1 internal to external

is sustainable and culturally healthy. Heavy reliance on external hires signals either a weak development

pipeline or growth that has outpaced the organization’s internal capacity to develop talent.

How do you handle a high-potential employee who isn’t ready for their next step?

By being explicit about what readiness looks like and building a development plan with a specific timeline.

“You’ll be ready for crew lead when you demonstrate X, Y, and Z consistently over three months” is infinitely

more motivating than “you’ll get there eventually.” Ambiguity about advancement criteria is one of the most

common retention failures.

Can a solo operator build a leadership pipeline?

Yes — it starts with the first hire. Treating the first employee as an apprentice rather than just a technician,

explaining the reasoning behind decisions, creating the habit of development in the relationship from the

beginning. The company of 30 that has excellent leadership development almost always had an owner who built

that culture with employee #1.

Related: Mastermind groups for leaders · Mentorship and team building · Hiring for restoration.

Mastermind Groups for Restoration Leaders: Why Peer Accountability
Changes Everything
Source: https://restorationintel.com/mastermind-groups-restoration-leaders/ Published: March 30, 2026

Updated October 6, 2026.

Mastermind Groups for Restoration Owners: Structured peer accountability groups of 10-12 non-competing

business owners who meet regularly to share financials, hold each other accountable, and collectively solve the

business challenges that can’t be solved in isolation.

Restoration business owners are, by definition, isolated problem-solvers. They deal with employee issues,

carrier friction, cash flow pressure, and strategic decisions largely alone — because the people around them are

either employees with a stake in the outcome or friends and family without the context to help.

The MRM Leadership Circle Model



Restoration Intel — restorationintel.com Page 79

The Floodlight Consulting Group’s MRM Leadership Circle is a mastermind model built specifically for

restoration. Limited to 10-12 participants, geographically exclusive (no direct competitors in the same group),

meeting twice a month with a rigorous accountability check-in focused on financials and P&Ls. The structure is

intentional: safety requires geographic exclusivity, accountability requires regularity, and depth requires a small

group.

What Peer Accountability Actually Does
The primary value of a mastermind is not information — most restoration owners have access to information.

The value is accountability and pattern recognition. When 10 owners share their P&Ls monthly, patterns

emerge that no individual could see alone. When one owner describes a problem they think is unique to their

market, seven others recognize it immediately and have already solved it. The compounding of shared

experience across non-competing businesses is the mechanism that drives improvement.

Building Your Own Circle
If a formal program isn’t available, the principles apply to self-organized groups: keep it small (8-12),

geographic exclusivity, consistent meeting cadence, financial transparency as the norm, and a facilitated agenda

that prevents the meetings from becoming social gatherings. The discipline of the format is what creates the

safety and the accountability that make the groups valuable.

Frequently Asked Questions

How do you find other restoration owners willing to share financials?

Through industry associations (RIA, IICRC), events like CORE Collective, or referrals from consultants and

vendors who work across multiple markets. The key is geographic exclusivity — people are much more willing

to be transparent when they know the information won’t be used by a direct competitor.

How is a mastermind different from a trade association?

Trade associations provide information, advocacy, and networking. Masterminds provide accountability, peer

coaching, and financial transparency. Both are valuable; they serve different functions. The mastermind is

where you talk about what’s actually happening in your business — not what you’d put in a press release.

What topics are most valuable to cover in restoration mastermind meetings?

Financials (P&L, cash position, receivables), hiring and retention challenges, carrier relationship management,

equipment and scaling decisions, and leadership development. The recurring financial check-in is the most

powerful element — it creates accountability that most owners lack.

Is a mastermind worth the time investment for a small restoration company?

Especially for smaller companies. The owner of a $1-3M company has fewer advisors, less margin for

expensive mistakes, and more to learn from operators who have already solved the problems they’re facing.

The time investment (typically 2-4 hours/month) is among the highest-ROI activities available to a

growth-stage restoration owner.

Related: Leadership pipeline · Extreme ownership and accountability · Company culture guide.
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Extreme Ownership in Restoration: How Accountability Culture Drives
Profitability
Source: https://restorationintel.com/extreme-ownership-restoration-accountability/ Published: March 30, 2026

Updated October 6, 2026.

Extreme Ownership: A leadership philosophy where the leader takes full responsibility for every outcome —

including team failures — and uses that responsibility as a mechanism for improving systems, communication,

and accountability rather than assigning blame.

When a team member fails to meet a standard, the instinctive response is to focus on what went wrong with the

employee. Extreme ownership inverts this entirely. The question becomes: what is my role in this outcome?

What Extreme Ownership Means in Practice
The Head, Heart & Boots podcast addresses extreme ownership as a practical leadership tool, not an abstract

philosophy. In restoration, it means: when a technician misses documentation standards, the leader asks

whether those standards were communicated clearly and repeatedly — not just in onboarding, but consistently

over time. When a project manager misses a deadline, the question is whether the expectation was specific

enough, whether the person had adequate resources, and whether follow-up happened. When a crew lead fails

to hold standards, the question is whether the owner modeled that accountability first.

The Alternative: Passive Management
Passive management is setting expectations once and hoping they stick. It’s avoiding difficult performance

conversations because they’re uncomfortable. It’s tolerating inconsistency because addressing it takes time. The

cost is a team that performs adequately when supervised and inconsistently when not — which means the

owner is always the bottleneck and the backup for everything that matters.

Building Accountability Systems
Extreme ownership doesn’t mean the owner absorbs all blame indefinitely. It means using the responsibility

posture to build better systems: clearer SOPs, more specific performance standards, documented expectations

with follow-up built in. The goal is not to shoulder more weight personally — it’s to build an organization that

doesn’t require personal intervention to maintain standards.

Frequently Asked Questions

Doesn’t extreme ownership let employees off the hook?

No. It holds leaders accountable for the systems and communication that create conditions for employee

success. Employee accountability still exists and is still enforced — but it is the outcome of clear leadership, not

the substitute for it.

How do you apply extreme ownership without burning out?

By using it to build systems rather than absorbing all execution personally. Each instance of extreme ownership

should result in a process improvement, a clearer standard, or a better communication cadence — not just the

owner working harder.
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What does extreme ownership look like during a large loss event?

It means the owner or project manager has a clear chain of accountability before the loss begins: who is

responsible for what, what the communication protocol is, and what happens when something goes wrong. The

plan exists before the chaos starts.

How is extreme ownership different from micromanagement?

Micromanagement substitutes the owner’s judgment for the employee’s on every decision. Extreme ownership

builds the conditions — clear expectations, good systems, consistent feedback — so that employees can

exercise good judgment independently.

Related: Leadership pipeline · Mentorship in restoration · Mastermind groups for leaders.

Coaching vs Training in Restoration: How Top Owners Develop Teams
Source: https://restorationintel.com/coaching-vs-training-restoration/ Published: March 30, 2026

Updated October 6, 2026.

Coaching vs. Training: Training transfers knowledge — what someone needs to know. Coaching transfers

skill — whether someone can apply that knowledge under real conditions. Both are necessary; most restoration

companies only do one.

Restoration companies invest heavily in training. IICRC certifications, onboarding checklists, safety briefings,

Xactimate courses. The investment is real and the knowledge is necessary. But if you’ve ever watched a

well-trained technician completely fall apart on an actual job, you’ve seen the gap that training alone cannot

close.

Episode 170 of the Head, Heart & Boots podcast — produced by Chris Nordyke and the Floodlight Consulting

Group — addresses this gap directly. The distinction between training and coaching is one of the most

actionable leadership insights available to restoration operators, and almost no one applies it consistently.

What Training Actually Does
Training is information delivery. It downloads knowledge, explains principles, and establishes the “what” and

“why” of how work should be done. A training program can tell a technician exactly how to perform a Category

3 water extraction. It can explain IICRC S500 standards, describe the science of psychrometrics, and walk

through every step of the documentation protocol.

Training is time-fixed and curriculum-based. You deliver it, people absorb it (or don’t), and then they go back

to the job. The feedback loop is weak. You rarely know whether the information actually changed behavior

until something goes wrong.

What Coaching Actually Does
Coaching is skill development. It takes the knowledge from training and builds the judgment required to apply

it under real conditions — when the job is messier than the manual, when the adjuster is pushing back, when the

customer is panicking, when the equipment isn’t performing as expected.
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Coaching works by asking questions rather than giving answers. A field coach doesn’t tell the technician what

to do — they ask: “What do you see here? How would you approach this? What would you do differently?”

This forces the technician to engage with their own knowledge and build the mental pathways that produce

reliable, independent judgment.

The Failure Mode: Training Without Coaching
When restoration companies over-index on training and under-invest in coaching, a predictable failure mode

emerges. Employees have heads full of information but no competence or confidence to apply it independently.

They become passive — waiting to be told what to do rather than solving problems on their own. They perform

adequately when supervised and inconsistently when not.

This is the root cause of the “I have to do everything myself” complaint that restoration owners make

constantly. It’s not that employees don’t care — it’s that the organization has trained them to depend on

supervision rather than coaching them toward independent judgment.

Building a Coaching Cadence
A coaching cadence doesn’t require a formal program. It requires consistency. After any training event, build in

a follow-up conversation: “What from that training are you going to apply this week, and how?” After field

observations, ask: “What went well? What would you do differently?” When a mistake happens, ask: “What

happened, what was your thinking, and what would change that outcome next time?”

These conversations are short. They can happen in the truck, at the job site, or during a 15-minute one-on-one.

The goal is not to evaluate performance — it’s to develop judgment. Over time, employees who experience

consistent coaching become self-correcting. They internalize the questions and start asking them of themselves.

Frequently Asked Questions

How much time does coaching require compared to training?

Training happens in scheduled blocks and is relatively time-efficient per person. Coaching is ongoing and

distributed — it happens during and after work, not in a classroom. Most effective coaching conversations take

5-15 minutes. The investment is not large; the consistency is what matters.

Can anyone be a coach, or does it require special skills?

Effective coaching requires one core skill: asking better questions than giving answers. Most people default to

telling — it’s faster in the moment. Shifting to asking feels slower initially but builds much greater capability

over time. Any supervisor can develop this habit with practice.

How do you know if your coaching is working?

The clearest signal is what employees do when no one is watching. If your team makes good decisions

independently, applies standards consistently without supervision, and brings solutions rather than just

problems — your coaching is working. If they freeze without direction or revert to bad habits the moment

oversight relaxes, it’s not.

Should coaching replace training in restoration companies?
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No — both are necessary. Training establishes the knowledge base. Coaching builds the skill to apply it. The

optimal sequence: train first, then coach the application. Most restoration companies do the first and skip the

second.

Related: Leadership in restoration · Mentorship and team building · Hiring for restoration.


