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What Property Managers Should Look for in a Restoration Partner
Source: https://profitdetective.net/what-property-managers-look-for-restoration-partner/ Published: May 1,

2026

Property managers should evaluate restoration vendors on: response time guarantees and proof of

capacity, certification standards (IICRC, WRT, ASD), insurance compliance documentation, billing

transparency and insurance claim handling, references from similar property types, and operational

depth (whether the company depends on one person or has a real management team). Selecting based

only on price or marketing is a high-risk approach.

Most property managers think about restoration vendors reactively — after a pipe bursts, after a tenant calls,

after a loss is already in progress. The ones who’ve been through a bad vendor experience think about it

proactively. The difference between a well-handled water loss and a nightmare that leads to tenant disputes,

mold claims, and insurance complications often comes down to a vendor selection decision made before
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anything went wrong.

Here is the complete framework for evaluating restoration partners before you need one.

The Core Evaluation Criteria

1. Certifications and Technical Standards

The baseline certifications for commercial restoration work are IICRC (Institute of Inspection Cleaning and

Restoration Certification) credentials — specifically WRT (Water Restoration Technician) and ASD (Applied

Structural Drying). These aren’t vanity certifications; they represent industry-standard protocols for moisture

management that matter for both job quality and insurance documentation.

For mold work, look for AMRT (Applied Microbial Remediation Technician). For fire and smoke restoration,

look for FSRT (Fire and Smoke Restoration Technician). Ask which technicians hold which certifications —

the credential should belong to the people doing the work, not just the owner who passed a course eight years

ago.

2. Response Capacity and Surge Capability

A company that can respond in two hours to a single-unit loss may not be able to respond to a multi-unit

flooding event. Ask specifically: how many crews can you mobilize simultaneously, and what is your surge

capacity for a large-loss event? A credible answer includes a number, a plan, and a description of how they

access additional labor and equipment when their core team is fully deployed.

If the answer is “we’ll figure it out when we need to,” that’s not a plan. It’s optimism.

3. Insurance Compliance Documentation

Before adding any vendor to a preferred list, verify current certificates of insurance including general liability

(minimum $1–2M per occurrence for commercial work), workers’ compensation, and commercial auto.

Confirm that your property management company or portfolio entity can be added as an additional insured. Get

this documentation in writing, and calendar annual renewals so you’re not caught holding an expired certificate

when a claim is filed.

4. Billing Transparency and Insurance Claim Handling

The billing relationship in a property management context is often triangular: restoration company, property

owner, and insurance carrier. Billing that’s handled poorly creates downstream problems for all three. Ask how

the company handles insurance billing — do they submit directly to the carrier, or do they bill the property

manager and let the property manager deal with the carrier? Ask what their supplement process looks like and

what their average supplement dispute rate is.

A company that can’t answer these questions clearly hasn’t thought through the commercial billing relationship

at the level you need.

5. References From Comparable Properties

A residential restoration company is not the same as a commercial restoration company, even if they’ll take

your work. Ask for references specifically from property managers, HOA management companies, or

commercial real estate operators with properties comparable to yours in size and complexity. A company that’s
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done good work in single-family homes may not have the documentation, communication, or capacity

infrastructure that commercial property management requires.

6. Operational Depth

Ask who manages commercial accounts day-to-day. If the owner is the account manager, project manager, and

estimator simultaneously, the company is owner-dependent. When that owner is unavailable — which happens

— your job gets deprioritized. Look for a company with a dedicated commercial account contact, a project

manager who isn’t also doing the physical work, and an operations structure that can function when the owner

isn’t present.

How to Structure a Vendor Interview
When meeting with a restoration vendor for the first time, structure the conversation around these questions:

“Walk me through how you handle a multi-unit water loss from first call to final invoice.” A good answer is

specific and sequential. A weak answer is vague about who does what and when.

“What does your proactive communication process look like during an active job?” You want a schedule and

format — not “we’ll keep you updated.”

“What’s your average time from job completion to invoice submission?” Under two weeks is the standard to

hold.

“What’s the largest loss you’ve responded to in the last 12 months, and what was the outcome?” Listen for

specifics — scope, crew size, timeline, challenges encountered and how they were handled.

Testing a Vendor Before Committing
The best evaluation is an audition. Before adding any vendor to your preferred list, give them a small job. A

contained water loss, a minor mold remediation, a unit cleanout. Evaluate the entire experience: response time,

communication quality, technician professionalism, documentation, and billing accuracy. A company that

performs well on a small job with no pressure is demonstrating its standard — and a company that struggles on

a small job will not magically improve when a large one arrives.

Managing an Underperforming Vendor Relationship
If you’re in a vendor relationship that isn’t performing, the path forward is either a structured performance

conversation or a replacement process. Don’t let a bad vendor relationship drift — every loss that goes through

an underperforming vendor creates risk for your tenants, your property, and your insurance relationship.

A performance conversation should be specific: here is what the SLA says, here is what actually happened, here

is what I need to see change. Give a defined timeframe. If performance doesn’t improve, replace the vendor on

a planned timeline rather than waiting for the next emergency to force the issue.

FAQ

What certifications should a restoration company have to work with commercial
properties?
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At minimum, WRT (Water Restoration Technician) and ASD (Applied Structural Drying) from IICRC. For

mold work, AMRT. For fire/smoke, FSRT. Confirm that the technicians doing the work hold these

certifications — not just the owner. Also verify current general liability, workers’ comp, and commercial auto

certificates, with your entity listed as additional insured.

What SLAs should a property manager include in a restoration vendor agreement?

Minimum SLAs: emergency on-site response within 2–4 hours, moisture documentation within 24 hours of

arrival, job status updates every 48–72 hours during active work, and invoice submission within 10–14 days of

job completion. Include a defined escalation path for communication failures and a process for billing disputes.

How do I test a restoration vendor before committing to a preferred vendor relationship?

Give them a small job before committing. Evaluate response time, communication quality, documentation

completeness, technician professionalism, and billing accuracy. A company’s performance on a low-pressure

small job is its standard — not an aberration. If they struggle on a small job, don’t put them in your preferred

vendor rotation.

What are the most common complaints property managers have about restoration
vendors?

The most common complaints are: no proactive communication during active jobs, billing delays or billing that

requires correction, difficulty reaching anyone other than the owner, documentation that’s slow or incomplete,

and inconsistent technician quality due to turnover. All of these are operational infrastructure failures that show

up consistently in fragile companies.

How do I replace a restoration vendor that isn’t meeting expectations without disrupting
operations?

Start the replacement process before a major loss — evaluate alternatives while your incumbent vendor is still

handling routine work. Run a small job through the new vendor as an audition. Once you’re confident in the

replacement, give formal notice to the incumbent with a defined transition date. Don’t rely on a bad vendor

while waiting for a crisis to force the change — the crisis will come before you’re ready.

Mike McCabe is a 36-year restoration industry consultant and founder of Profit Detective. He advises

restoration companies on operational infrastructure, financial systems, and growth strategy.

Related reading
•  Restoration Company Resilience

•  How to Tell When a Restoration Company Is Operationally Fragile (For Property Managers)

•  Selling Restoration Services to Commercial Property Managers

How to Tell When a Restoration Company Is Operationally Fragile (For
Property Managers)
Source: https://profitdetective.net/restoration-company-operationally-fragile-property-managers/ Published:

May 1, 2026
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An operationally fragile restoration company shows warning signs including high technician turnover,

poor documentation practices, inconsistent response times, difficulty producing job status updates,

billing disputes with insurance carriers, and owner-dependent operations where the owner is the primary

point of contact for every decision. These signals predict poor performance during high-stress loss

events.

The worst moment to discover your restoration vendor can’t perform is at 2 a.m. when a pipe bursts in your

largest tenant’s space. By then, the vendor selection decision has already been made — and if you chose wrong,

you’re about to find out.

I’ve spent 36 years inside restoration companies. I know what operational fragility looks like from the inside —

the signs that an owner is holding everything together with willpower, that a technician team is held together by

one or two key people, that billing is backed up because the estimator is overwhelmed. The property managers

who get burned almost never saw it coming, because fragility doesn’t announce itself. It shows up quietly in

patterns you have to know to read.

What Operational Fragility Looks Like From the Outside
Fragility is rarely visible in a sales meeting. The company shows up with a clean truck, a polished capability

statement, and an owner who is confident and articulate. What you don’t see is whether that owner is also the

project manager, the estimator, the adjuster relationship, and the QA reviewer — all at once.

The observable signals that predict operational fragility:

1. The Owner Is the Primary Contact for Everything

Ask who you’ll work with on a day-to-day basis. If the answer is the owner — for estimates, status updates,

escalations, and billing — that company has no management depth. The owner is the entire system. When that

owner gets sick, goes on vacation, or simply runs out of hours, your job stalls.

2. Communication Is Inconsistent or Reactive

Does the company proactively send you job status updates, or do you have to chase them? Companies with real

systems send structured updates on a schedule. Fragile companies respond when you ask — and sometimes not

even then. Test this during a small job. If you’re calling for basic status information, that pattern will amplify

under pressure.

3. Documentation Is Slow or Incomplete

Ask for job documentation from a recently completed project. How long does it take? Is it organized or

assembled in a rush? Fragile companies document inconsistently because documentation is an administrative

overhead they haven’t systemized. When a billing dispute or insurance follow-up requires documentation, they

scramble.

4. Billing Is Delayed or Disputed Frequently

Billing problems are almost always documentation problems in disguise. If invoices arrive late, require

correction, or generate disputes with insurance adjusters, the company has a job-file discipline problem. In a

commercial context where your insurance carrier or risk management team is reviewing claims, this creates

downstream cost for you.
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5. Technician Turnover Is High

Ask how long their technicians have been with the company. High turnover is both a quality signal and a

capacity signal. Experienced technicians know how to document, follow protocol, and communicate with

tenants. Green technicians don’t. If the crew that shows up on your emergency is a rotation of new hires, your

job will suffer for it.

Questions to Ask During Vendor Selection
The right questions separate operationally sound companies from ones that only look sound in a presentation:

Who specifically will manage my account day-to-day — and what happens when that person is
unavailable? Listen for a name, a backup name, and a system. “We have a project manager assigned to

commercial accounts, backed up by our operations coordinator” is very different from “You’ll have my cell

number.”

What does your status update process look like during an active job? You want a schedule and a format —

not a promise to call when there’s news.

Can you show me a completed job file from a comparable commercial project? A real job file — not a

sanitized sample — tells you everything about documentation discipline.

What’s your average time from job completion to invoice submission? Under two weeks is good. Over 30

days is a warning sign.

What’s your current technician headcount and average tenure? A team of 12 technicians with average 3+

years of tenure is very different from a team of 12 where eight have been there less than a year.

Red Flags in References
When you check references, don’t just ask if they’d recommend the company. Ask:

“Did anything go wrong during the engagement, and how did they handle it?” Fragile companies handle

problems poorly — defensively, slowly, or by going silent. Sound companies acknowledge, escalate, and

resolve.

“Was the billing straightforward or did you have to manage it?” Billing friction is one of the most consistent

markers of operational problems that don’t show up during the job itself.

“Did they communicate proactively or did you have to follow up?” The answer to this question alone predicts

how the relationship will feel over time.

Structuring a Vendor Relationship That Gives You Visibility
Even with a sound vendor, structure matters. A preferred vendor agreement should include defined response

time SLAs for emergency response, scheduled status update protocols during active jobs, documentation

delivery timelines, and a quarterly review cadence for active accounts.

The quarterly review doesn’t need to be formal — a 30-minute call reviewing recent job performance,

upcoming property concerns, and relationship health is enough. Companies that know they’ll be reviewed

perform better. Companies that never face a structured review eventually let standards drift.
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The goal isn’t to manage the vendor — it’s to create enough structure that fragility shows up before a major

loss, not during one.

FAQ

What should property managers ask restoration companies during vendor selection?

Ask who specifically manages commercial accounts day-to-day and who backs them up, what the proactive

status update process looks like, whether you can review a completed job file, average billing timelines, and

current technician tenure. These questions reveal management depth and operational discipline that marketing

materials don’t.

What are the most common operational failures that property managers experience with
restoration vendors?

The most common failures are: no proactive communication during jobs, documentation that’s slow or

incomplete, billing that arrives late or requires correction, and escalation paths that dead-end with an

unavailable owner. All of these are symptoms of operational fragility — a company that works fine on small

jobs but can’t sustain performance under pressure.

How do I evaluate a restoration company’s financial stability before a major loss event?

Financial instability shows up operationally before it shows up on a balance sheet. Signs include: slow

invoicing (the company needs cash and still can’t bill promptly), frequent requests for partial payment upfront,

equipment that’s aging or poorly maintained, and technician turnover driven by inconsistent payroll. You don’t

need their financials — you need to know what to look for.

What SLAs should a property manager require from a restoration vendor?

Minimum SLAs for commercial restoration should include: emergency on-site response within 2–4 hours,

moisture readings and documentation within 24 hours of arrival, written job status updates every 48–72 hours

during active drying, and invoice submission within 10–14 days of job completion. Document these in a

preferred vendor agreement before you need them.

How does a property manager know if their restoration vendor is operationally ready for a
large-scale loss?

Ask directly: what is your current crew capacity, and how do you scale for a multi-unit or large-loss event? A

ready vendor has a defined surge capacity plan — trained subcontractor relationships, equipment stockpile, and

a documented mobilization process. A fragile vendor will tell you they can handle anything, without being able

to describe how.

Mike McCabe is a 36-year restoration industry consultant and founder of Profit Detective. He works with

restoration companies at every revenue stage — from owner-operators to multi-site regional operators — on

financial systems, operational infrastructure, and growth strategy.

Related reading
•  Restoration Company Resilience

•  What Property Managers Should Look for in a Restoration Partner
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•  Selling Restoration Services to Commercial Property Managers

The 90-Day Role Ramp: Onboarding Scorecards for Restoration Company
Key Roles
Source: https://profitdetective.net/restoration-90-day-onboarding-scorecard-by-role/ Published: May 1, 2026

A 90-day onboarding ramp is a structured new-hire development plan that defines measurable

performance expectations at 30, 60, and 90 days for each key role — giving both the new employee and

the manager clear visibility into whether the hire is succeeding. Companies with role-specific

onboarding scorecards retain new employees at significantly higher rates and reach full productivity

faster.

Why Generic Onboarding Fails in Restoration
Most restoration company onboarding looks like this: new hire arrives, owner or senior PM walks them through

a few jobs, they’re assigned responsibility after a week or two, and then everyone discovers 90 days later that

either the person is working out or they aren’t. The variable cost of this approach — in owner time, in ramp

time before full productivity, and in the cost of a hire that doesn’t work out — is significant. The fix isn’t a

longer orientation. It’s a role-specific scorecard that defines success at each milestone.

The reason generic onboarding fails in restoration specifically: the role demands are highly variable by seat.

What makes a successful field tech ramp looks nothing like what makes a successful PM ramp. What a new

estimator needs to demonstrate at 30 days is completely different from what an office coordinator needs to

demonstrate. A single onboarding checklist for all roles produces mediocre results for all of them.

Project Manager: 30/60/90 Scorecard

Day 30 benchmarks: Has completed a supervised run-through of intake to closeout on at least two jobs; can

operate the job management platform independently; knows the company’s standard scope documentation

process; has been introduced to the three to five key field technicians they’ll work with regularly; and can

articulate the company’s supplement discipline process without prompting.

Day 60 benchmarks: Is managing a job portfolio of at least 4–6 active jobs with light supervision; has

generated at least one supplement submission without owner involvement; has completed at least two job

closeouts with billing submitted within 5 business days of completion; and has had no client escalation

callbacks traced to their job management failures.

Day 90 benchmarks: Is managing their target job load independently with minimal owner touchpoints per

week; gross margin on closed jobs is within 5 points of company average; closeout cycle time is at or below the

company target; and the PM can describe what they would do differently on their weakest job from the first 90

days — indicating genuine self-reflection and learning.

Estimator: 30/60/90 Scorecard

Day 30 benchmarks: Can produce a complete residential water damage estimate in Xactimate without review

assistance; knows the company’s O&P application standard and equipment rate structure; has shadowed at least

5 field estimates with a senior estimator or PM; and can explain the three most common supplementing

opportunities on a residential water job.
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Day 60 benchmarks: Is producing estimates with review that require fewer than 3 substantive corrections per

estimate on average; has submitted at least 2 supplements without owner coaching; average estimate margin on

reviewed estimates is within 6 points of company average; and has demonstrated the ability to conduct an

intake call and produce a scope without field visit when appropriate.

Day 90 benchmarks: Is producing estimates independently with periodic review; job cost variance on closed

estimates within their first-90-day portfolio is within 8 points of company average; supplement capture rate is

above 50% on jobs where additional scope was identified; and the estimator has identified at least one line item

category they were initially missing and corrected the pattern.

Field Technician: 30/60/90 Scorecard

Day 30: Can independently set up a standard residential water mitigation job including equipment placement,

moisture reading documentation, and daily log entry. Knows IICRC drying standards well enough to explain

them to a homeowner without assistance.

Day 60: Is completing jobs with documentation quality that passes a file audit without corrections on at least

80% of jobs. Zero safety incidents. Receives no client service complaints traceable to their individual conduct.

Day 90: Is productive without supervision on standard residential scope. Can train a new technician on

documentation basics. Has demonstrated the ability to identify scope additions worth flagging to the PM —

showing commercial awareness beyond the technical skill.

The 30/60/90 Check-in Conversation
At each milestone, the manager and new hire review the scorecard together. The structure: review each

benchmark, rate it (meeting, approaching, not meeting), identify the gap if any, and agree on a specific action to

close it before the next milestone. This conversation is 30–45 minutes. It is not a performance review — it is a

development conversation. The framing matters: “Here’s where you are, here’s where we need you to be, here’s

how we’ll get there.”

A new hire who is consistently “not meeting” across multiple benchmarks at Day 60 needs direct feedback and

a clear decision point by Day 90. Don’t carry an underperforming hire past Day 90 hoping things improve

without documented expectations and direct conversation. The cost of extending a failing hire past 90 days is

significantly higher than making a clean decision at the 90-day mark.

FAQ: Restoration Company Employee Onboarding

What should a 30-60-90 day onboarding plan for a restoration project manager include?

30 days: system proficiency, supervised job completion, supplement process knowledge. 60 days: independent

management of 4–6 active jobs, first supplement submission, first independent closeout. 90 days: full job load

independently, margin within 5 points of company average, closeout cycle time at target. Each benchmark

should be measurable — not “seems to be doing well” but specific data points that either confirm or contradict

progress.

How do I measure whether a new restoration estimator is ramping successfully?

Track: number of substantive corrections per estimate review (should decrease each month), margin variance

on estimates vs closed job actuals (should converge toward company average), and supplement capture rate on
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their job queue (should reach 50%+ by Day 90). These metrics are observable, objective, and directly tied to the

value the estimator creates.

What are the warning signs at 60 days that a new restoration hire isn’t going to work out?

For PMs: client escalation callbacks traceable to their management, inability to close billing within the target

window without coaching, and a pattern of routing decisions to the owner that should be made independently.

For estimators: correction count not declining, margin variance still more than 10 points below company

average, and no supplement submissions despite having identified additional scope. At Day 60, trajectory

matters more than absolute performance — but the trajectory must be clearly positive.

How long should it take a new restoration PM to reach full independent job management?

60–90 days for a PM with prior restoration industry experience. 90–120 days for a PM from an adjacent

industry (construction, property management) with strong transferable skills. Longer for someone new to the

industry. “Full independent management” means handling their target job load with no more than 1–2 owner

touchpoints per week that aren’t scheduled. More frequent owner involvement past 90 days indicates either

inadequate training or a hiring mistake.

What’s the ROI of a structured onboarding program for a restoration company?

Structured onboarding typically reduces time-to-full-productivity by 30–45 days compared to informal

onboarding — which at a PM salary of $75,000 represents $9,000–$14,000 in productivity value recovered per

hire. Retention impact is significant: new hires with clear expectations and regular check-ins leave in the first

90 days at roughly half the rate of those onboarded informally. For companies that hire 3–5 key roles per year,

structured onboarding pays for itself many times over in reduced turnover and faster ramp.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  The 90-Day Onboarding Plan for a New Restoration Operations Manager

•  Compensation Models for Restoration Key Roles

•  Talent Retention in Restoration

Compensation Models for Restoration Key Roles: What Each Structure
Breaks
Source: https://profitdetective.net/restoration-compensation-models-key-roles/ Published: May 1, 2026

Restoration compensation design should align each role’s incentives with the metrics the company needs

that role to drive: estimators incentivized on gross margin (not just revenue), project managers on job

close margin and cycle time, sales roles on new account revenue with clawbacks, and production roles

on throughput and quality metrics. Misaligned comp structures consistently produce the wrong behavior.

Why Comp Structures Drive Behavior — and Why Most Are Wrong
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Every compensation structure is a behavioral directive. When you pay a PM hourly with no margin

accountability, you’re telling them their job is to show up and do work — not to close jobs at target margin.

When you pay an estimator a percentage of revenue, you’re telling them to close jobs at any margin, not the

right margin. The comp structure doesn’t just pay the employee — it teaches the employee what you actually

value, regardless of what you say you value.

Most restoration companies inherit their comp structures from habit and competitive pressure rather than from

deliberate design. The result: comp structures that reward activity rather than outcomes, create perverse

incentives that cost the company margin, and fail to retain the high performers the company most needs to keep.

Project Manager Compensation

The common mistake: Hourly or flat salary with no margin accountability. The PM is incentivized to keep

jobs active (more hours) and keep clients happy (scope concessions) — neither of which necessarily serves job

margin.

What this breaks: Closeout discipline. A PM paid hourly has no financial reason to push for fast closeout.

Supplementing. A PM paid regardless of margin has no financial reason to do the extra work of identifying and

submitting supplements. Cost control. A PM paid regardless of sub and materials variance doesn’t feel the cost

of approving inflated invoices.

Structure that works: Base salary (market rate for the role) plus performance bonus tied to job gross margin

on closed jobs above a threshold. Example: base $70,000; bonus of 2% of gross margin dollars on jobs closing

above 42% gross margin. This aligns the PM’s income directly with the company’s margin performance on

their portion of the job book. High performers earn meaningfully more. Low margin performance produces no

bonus.

Estimator Compensation

The common mistake: Revenue commission — a percentage of the value of jobs the estimator closes. This

incentivizes volume over quality and speed over accuracy. An estimator paid on revenue commission who

estimates $2M in jobs at 28% margin earns more than one who estimates $1.8M at 44% margin. The company

keeps less.

What this breaks: Margin discipline. Estimators on revenue commission underprice to win work. They also

rush estimates to maximize volume — which means missed line items, under-scoped labor, and the estimator

margin problems described in the PDR Files series.

Structure that works: Base salary plus bonus tied to gross margin on closed jobs from their estimate queue.

The bonus threshold rewards not just closing jobs, but closing them at target margin. An estimator who closes

$2M at 44% average margin earns a larger bonus than one who closes $2.4M at 31% margin. This is the only

structure that aligns estimator behavior with what the company actually needs.

Commercial Salesperson Compensation

The common mistake: Straight commission on new revenue with no margin floor and no clawback. This

incentivizes closing accounts at any margin — including accounts that become ongoing losses once the full cost

of maintaining them is allocated.
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What this breaks: Account quality. A salesperson paid on new revenue commission has no incentive to pursue

high-margin accounts over low-margin ones, or to qualify accounts for fit before closing them. They’re

financially indifferent to whether the account is actually profitable.

Structure that works: Base salary (security for a role with long sales cycles) plus commission on new account

first-year revenue above a margin floor. A clawback provision if the account’s first-year margin falls below the

floor. This creates an incentive to close accounts that are profitable, not just large.

Field Production Team Compensation

The common mistake: Pure hourly with no efficiency or quality incentive. This is better than nothing, but

leaves throughput and quality entirely dependent on individual motivation rather than financial alignment.

Structure that works: Hourly base (essential — field work has variable demand and hourly pay provides

income security) plus a crew-level bonus tied to jobs-per-week throughput and QA score (callback rate). This

keeps the security of hourly pay while creating a team-level incentive for efficiency and quality. Crew bonuses

rather than individual bonuses reduce internal competition and encourage peer accountability.

FAQ: Restoration Company Compensation Structures

How should a restoration project manager be compensated to drive job margin
performance?

Base salary at market rate plus a margin-based bonus on closed jobs above a target gross margin threshold (e.g.,

2% of gross margin dollars on jobs closing above 42%). This directly ties PM income to margin performance

without penalizing them for factors outside their control. Avoid purely hourly or flat salary structures — they

create no alignment between PM behavior and margin outcomes.

What’s wrong with paying restoration estimators a percentage of revenue?

Revenue commission rewards volume over quality and incentivizes underpricing to close more jobs. An

estimator on revenue commission who closes $2.5M at 28% margin earns more than one who closes $2M at

44% margin — even though the second estimator created significantly more value for the company. Tie

estimator bonuses to gross margin on closed jobs, not gross revenue.

What comp structure works best for a restoration company commercial salesperson?

Base salary (for income security during long commercial sales cycles) plus commission on first-year new

account revenue above a defined margin floor, with a clawback provision if actual account margin falls below

the floor in year one. This creates incentive to close profitable accounts rather than just large ones, and aligns

the salesperson’s financial interest with account quality.

How do I build a bonus structure that rewards the right behavior in restoration field
teams?

Hourly base (maintains income security) plus crew-level bonus tied to throughput (jobs completed per week vs

target) and quality metrics (callback rate). Crew-level bonuses rather than individual bonuses encourage team

performance and peer accountability rather than internal competition. Keep the bonus structure simple enough

that crew members can calculate their own progress without management explanation.
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What is the most common compensation mistake restoration owners make with key
employees?

Paying for activity rather than outcomes — hourly or flat salary with no performance component for roles

where performance is measurable and material. The second most common mistake is using revenue-based

commissions (which reward volume over quality) instead of margin-based incentives (which reward profitable

performance). The comp structure should answer: what behavior do I need from this role? Then design the

incentive to reward exactly that behavior.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  The 90-Day Role Ramp

•  The PM Bottleneck: When Restoration Project Managers Are the Margin Problem

•  Meeting Architecture for Restoration Companies

Span of Control in Restoration: When a GM Works and When It Doesn’t
Source: https://profitdetective.net/restoration-general-manager-span-of-control/ Published: May 1, 2026

Span of control refers to the number of direct reports a manager or owner can effectively supervise. In

restoration operations, optimal spans of control vary by role — field supervisors typically manage 4–6

technicians effectively, while operations managers can oversee 3–5 project managers. Violating

span-of-control limits creates quality problems, owner dependency, and scalability ceilings.

Why GM Hires Fail More Often Than They Should
The owner who is overwhelmed at $3–4M often concludes: “I need a GM.” The logic is straightforward — if

someone else is running the operation, the owner can focus on growth and strategy. In practice, this hire fails at

a surprisingly high rate. Not because GMs are bad managers, but because the conditions that make a GM hire

succeed are frequently absent when the hire is made.

A GM is a manager of managers. If there are no managers to manage — if the company still operates as a flat

structure of field techs and one or two PMs who report directly to the owner — a GM has nothing to plug into.

The GM either becomes another person the owner manages directly (defeating the purpose) or attempts to

create the management layer from scratch (a much harder job than maintaining one).

When a GM Hire Makes Sense

A GM hire works when three conditions are present: the company is at $5M+ with enough revenue to absorb

the GM compensation without significant margin compression; there is already a functioning second tier —

PMs with real authority, an office manager with real responsibility, a field lead who owns crew performance —

that the GM can manage; and the operational systems (job management platform, financial reporting,

documented processes) are functional enough that the GM can use them rather than build them.

When these conditions exist, the GM hire multiplies existing capability. The PMs get a manager who is present

and engaged. The owner gets genuine delegation of operational oversight. The company gains growth capacity
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without adding owner bandwidth.

When a GM Hire Doesn’t Make Sense

A GM hire fails when the company is below $4M without the revenue to absorb the cost; when there is no

functional second tier for the GM to manage; when the operational systems don’t exist yet and the GM is

expected to build them from scratch while also running the operation; or when the owner is unwilling to

genuinely hand over operational authority to a non-owner. A GM who makes decisions that the owner then

overrides is not a GM — it’s an expensive middle layer that creates confusion without removing burden.

Building the Management Layer Before the GM Arrives
The most successful GM hire sequences I’ve observed share a common pattern: the owner built the second tier

first, then added the GM to manage it. This means promoting or hiring PMs who have genuine job authority and

demonstrate it consistently. It means developing an office manager who owns billing, AR, and scheduling

without daily owner input. It means having field leads who own crew performance and don’t need the owner on

site to maintain standards.

This second-tier development typically takes 12–18 months. It’s slower than hiring a GM immediately. It’s

dramatically more likely to produce a functional management layer when the GM does arrive — because the

GM is managing people with established authority and habits, not trying to create authority from scratch in

people who’ve spent three years routing everything to the owner.

Span of Control Guidelines for Restoration Roles

Field supervisors / crew leads: 4–6 direct field technicians. Above 6, quality supervision becomes impossible

during active multi-job days.

Project managers: 8–14 active residential jobs, or 3–5 active commercial jobs. The range depends on job

complexity and PM experience level.

Operations manager: 3–5 direct PM reports, plus coordination with office manager. Above 5 PM direct

reports, the operations manager becomes a coordination bottleneck rather than a management resource.

Owner direct reports at target state: 2–3 maximum (operations manager, office manager, and possibly a

sales or account manager). Any owner with more than 4 direct reports is almost certainly still a bottleneck.

FAQ: Restoration General Manager and Span of Control

When should a restoration company hire a general manager?

When the company is at $5M+ in revenue, has a functioning second tier (PMs, office manager, field supervisor)

with established authority, has operational systems in place, and the owner is genuinely prepared to hand over

operational decision-making authority. GM hires that precede these conditions almost always produce a

disappointed owner and a frustrated GM.

What’s the right span of control for a restoration operations manager?

3–5 PM direct reports plus coordination with office management, depending on job complexity. An operations

manager handling more than 5 direct PM reports at a company with active commercial work is almost certainly

spread too thin to provide meaningful management — they become a traffic coordinator rather than a genuine
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manager.

What prerequisites should a restoration company have in place before a GM hire works?

Revenue above $5M; a second tier of managers with established authority (2+ PMs, office manager, field lead);

functional operational systems (job management platform, financial reporting, documented processes); and an

owner genuinely willing to cede operational decision authority to the GM. All four matter. Missing any one of

them significantly increases GM hire failure probability.

How do I know if I need a GM or just better systems and accountability structures?

If your second-tier people are capable but lack authority, systems, and clear accountability — you need systems

and authority structures, not a GM. Adding a GM to manage capable-but-unsupported people often just adds a

management layer without fixing the root problem. If your second tier is functioning with appropriate authority

and systems, and the owner’s span of control is genuinely too wide to manage effectively — that’s when a GM

creates real value.

What does an effective restoration company org chart look like at $5M vs $10M?

At $5M: Owner -> Operations Manager + Office Manager (2 direct reports); Operations Manager -> 2–3 PMs +

Field Supervisor; Office Manager -> billing, AR, scheduling functions. At $10M: Owner -> GM + Financial

Manager (2–3 direct reports); GM -> Production Manager + Estimating Lead + Account Manager; Production

Manager -> 3–4 PMs + Field Supervisors. The key difference is the addition of a functional division layer

between the GM and individual contributors at $10M.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  The 90-Day Role Ramp

•  Hiring Restoration Technicians

•  The PM Bottleneck: When Restoration Project Managers Are the Margin Problem

The Revenue Milestones That Require a New Operating System in
Restoration
Source: https://profitdetective.net/restoration-revenue-milestones-new-operating-system/ Published: May 1,

2026

Restoration companies typically face forced operational transitions at $1M (owner delegation), $3M

(first management layer), $5M (formal systems), $7–8M (divisional structure), and $10M+ (CFO-level

financial management). At each milestone, systems and people that worked at the previous stage

actively prevent growth to the next one.

The Pattern: Every Stage Breaks What the Last Stage Built
One of the most disorienting experiences in growing a restoration company is discovering that the things you

did to succeed at $2M are the same things preventing you from reaching $4M. The systems, habits, and
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organizational structures that worked beautifully at a lower revenue stage actively interfere with the next one.

This isn’t failure — it’s a predictable pattern that every growing restoration company encounters. The map

below identifies each threshold and what has to change at each one.

The $1M Threshold: From Doer to Delegator

What breaks: The owner’s personal bandwidth. At $1M, the owner is doing most of the revenue-generating

work, managing the team, handling client relationships, and running the back office. This works until it doesn’t

— and it stops working exactly when the volume reaches the point where the owner’s personal capacity is fully

consumed.

What has to change: The owner must make the first real delegation — typically a working PM or office

coordinator who takes specific responsibilities off the owner’s plate permanently. Not “help out when busy.”

Owns the function. The owner who can’t make this transition stays at $1M indefinitely.

The $3M Threshold: From Informal to First Management Layer

What breaks: Informal coordination. At $1–2M, verbal communication and the owner’s presence covered

coordination gaps. At $3M, the job volume, headcount, and operational complexity exceed what informal

coordination can handle. Problems don’t get caught — they escalate to crises.

What has to change: A first management layer — a second PM with full job authority and an office

coordinator with billing and AR ownership. Weekly financial reporting that gives the owner data rather than

requiring the owner to personally monitor every job. Decision protocols that allow the business to function for

48 hours without the owner’s direct involvement.

The $5M Threshold: From Management Layer to Formal Systems

What breaks: Management by relationship. The first management layer worked because the owner personally

knew every person in the company, every active client, and every open job. At $5M, that personal knowledge is

no longer possible. Too many jobs, too many people, too many clients. Management by personal relationship

breaks when the relationships get too numerous.

What has to change: Systems replace personal knowledge as the coordination mechanism. A real job

management platform with WIP tracking, documented job checklists, formal financial reporting, HR processes

for hiring and performance management, and compensation structures that retain people independent of the

owner relationship.

The $7–8M Threshold: From Functional to Divisional Structure

What breaks: The single-operations-manager model. At $5M, one operations manager can oversee the full

operation. At $7–8M, the complexity of multiple service lines, larger job portfolios, and more complex

commercial relationships exceeds what one operations manager can effectively manage across all dimensions.

What has to change: Service line or functional division of accountability. A production manager owns

mitigation and reconstruction execution. An estimating lead owns the estimating function. An account manager

owns commercial relationships. Financial management becomes a separate function with its own owner. The

operations manager (or GM) coordinates between these functions rather than personally managing all of them.

The $10M+ Threshold: From Operational to Financial Sophistication
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What breaks: Cash management by bank balance. At $10M, the working capital requirements, covenant

compliance obligations, and banking relationship complexity exceed what a bookkeeper and the owner’s

instincts can manage. Financial surprises at this scale are expensive and, if the banking relationship is strained,

potentially existential.

What has to change: CFO-level financial management — cash flow forecasting, formal covenant monitoring,

proactive banking relationship management, and tax planning that preserves margin at scale. This may be a

fractional CFO at $10M or a full-time hire at $15M+.

How to Use This Map
Identify your current revenue stage. Read the “what breaks” description for your stage and the next one. If the

“what breaks” description for your current stage sounds familiar, you’re experiencing that threshold. The “what

has to change” description is your near-term priority. If the description doesn’t sound familiar, you may be

approaching the threshold rather than currently in it — use it as a planning horizon.

FAQ: Restoration Revenue Growth Milestones

What are the most important revenue milestones in a restoration company’s growth
journey?

$1M (owner delegation threshold), $3M (first management layer threshold), $5M (formal systems threshold),

$7–8M (divisional structure threshold), and $10M+ (financial sophistication threshold). Each milestone

requires a different organizational operating system — and the system that worked at the previous stage

actively constrains growth to the next one.

What breaks first when a restoration company grows past each major revenue threshold?

At $1M: owner personal bandwidth. At $3M: informal coordination. At $5M: management by personal

relationship. At $7–8M: single operations manager model. At $10M+: cash management by bank balance and

instinct. The pattern is consistent: the organizational mechanism that enabled growth to each stage becomes the

constraint preventing growth to the next.

How do I know which revenue milestone constraint my company is currently facing?

Read the “what breaks” description for your current revenue stage. If it resonates — if it describes the specific

friction you’re experiencing right now — that’s your active constraint. The clearest signal is when growth

efforts produce more owner stress and thinner margins rather than expanded capacity. That pattern indicates the

organizational system hasn’t scaled with the revenue.

Why does what worked at $1M stop working at $3M for restoration companies?

Because $1M operations are simple enough for personal coordination and owner presence to substitute for

systems. At $3M, the job volume and organizational complexity exceed what personal coordination can reliably

cover. What worked at $1M — verbal communication, owner presence on every significant decision, informal

team coordination — produces firefighting and margin loss at $3M because there are too many simultaneous

demands for informal management to handle.

Is there a universal growth sequence for restoration companies, or does it depend on job
mix?
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The milestone thresholds are consistent across job mixes, but the specific organizational changes within each

threshold vary. A commercial-heavy company at $5M needs a more sophisticated account management

function than a residential-focused company at the same revenue. A reconstruction-heavy company needs

stronger financial management earlier because of working capital intensity. The thresholds are universal; the

specific fixes within each threshold are job-mix-specific.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  What Breaks First When a Restoration Company Hits $1 Million

•  Why Some Restoration Companies Grow Revenue but Still Can’t Scale

•  The $3M Restoration Trap

The $3M Restoration Trap: Too Big to Wing It, Too Small for Real Systems
Source: https://profitdetective.net/restoration-company-3-million-trap/ Published: May 1, 2026

At $3M in revenue, a restoration company is typically too large to operate informally but too small to

afford the management layer, systems, and overhead that would make it run efficiently at that size.

Owners at this stage often experience declining margins, increasing owner stress, and plateauing growth

— the result of outgrowing informal operations without yet reaching the scale to fund formal ones.

Why $3M Feels Like the Hardest Stage
If you’re running a $3M restoration company and feel like you’re working harder than you did at $1.5M for less

reward, you’re not imagining it. The $3M stage is where most restoration owners report the highest stress, the

thinnest margins, and the most persistent sense that the business is running them rather than the other way

around. This is not a character flaw. It’s a structural problem specific to this revenue stage.

At $1M, the owner’s personal involvement covered everything because there wasn’t much to cover. At $5M,

the company has enough revenue to fund a real management layer, formal systems, and professional

back-office support. At $3M, you’re in the gap: too much complexity and volume to manage informally, not

quite enough margin to comfortably fund what formal management actually costs.

The Specific Symptoms of the $3M Trap

Margins are declining despite growing revenue. The $1.5M version of this company had cleaner margins

because the owner was directly involved in every job. At $3M, the owner can’t be everywhere — but the

systems to replace his direct oversight don’t fully exist yet. Quality and billing discipline drop in the gaps.

The team that worked at $1M no longer works at $3M. The technician who was a reliable workhorse at

lower volume is now managing three jobs simultaneously and struggling. The part-time bookkeeper is months

behind on reconciliation. The owner’s right-hand person who handled everything is now overwhelmed handling

half of everything. The people didn’t change — the demands did.

Constant firefighting. At $3M, problems don’t queue up politely — they arrive simultaneously. A billing

dispute, a field callback, a vendor payment overdue, and a new large job all requiring owner attention at the
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same moment. Firefighting is not a management style problem; it’s a systems problem. When there are no

systems to catch problems early, everything escalates to crisis before it gets handled.

The owner is working 60+ hours and still behind. This is the clearest diagnostic signal. If the owner is

working more than 55 hours per week at $3M, the business has outgrown its organizational structure. The

solution is not working harder. It is building the structure that allows work to be handled by others.

What Actually Needs to Change
The generic advice is “hire people and build systems.” This is true but useless without specificity. What kind of

people? What order? Which systems first?

Role 1: A second project manager with genuine authority. Not a lead technician who also does some PM

tasks. A person whose primary job is managing jobs independently — estimating, scoping, supplementing,

billing — without routing every decision through the owner. This role typically costs $65,000–$85,000

annually. At $3M with reasonable margins, this is an investment in breaking the ceiling, not a luxury expense.

Role 2: A dedicated office coordinator or operations support person. Administrative bottleneck at $3M is

as destructive as field bottleneck. Billing delays, AR that isn’t being followed up, scheduling conflicts, and

intake calls that get dropped — these are office system failures, and they require a person whose job is to own

them.

System 1: Weekly financial reporting. Not annual P&L reviews with the accountant. A weekly internal report

covering: AR aging, jobs closed this week and their margins, WIP status, and cash position vs the line. This

report should take 30 minutes to produce and 30 minutes to review. If you don’t have it, you’re flying blind at a

stage where turbulence is constant.

System 2: A documented job checklist for each service type. Who does what at intake, who confirms scope,

who approves supplements, who generates the final billing. Not elaborate — one page per job type. The

discipline of following it consistently is what replaces the owner’s direct involvement as the quality standard.

The Financial Reality: Funding the Next Layer Before It Pays Off

The hardest truth about escaping the $3M trap: the management investment required to grow to $5M has to be

made before the $5M revenue is there to fund it comfortably. The new PM and office coordinator will cost

$140,000–$160,000 in combined compensation before they produce the growth that justifies their cost. This

requires either a line of credit, existing cash reserves, or the conviction to accept temporarily compressed

margins in exchange for a structural improvement that pays off over 12–18 months.

Owners who wait until the revenue is comfortable to make the investment usually wait forever — because the

revenue can’t grow to the comfortable level without the investment.

FAQ: The $3M Restoration Plateau

Why do so many restoration companies get stuck at $3M in revenue?

Because $3M is the gap between informal management (which worked at $1–2M) and formal management

infrastructure (which is affordable and effective at $5M+). At $3M, the company is too complex for informal

management but the margins don’t yet comfortably fund the management layer that would replace it. Owners
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who don’t make the structural investment get stuck in a firefighting loop that prevents further growth.

What management infrastructure does a $3M restoration company need that a $1M
company doesn’t?

A second PM with full independent job management authority, a dedicated office coordinator who owns

administrative and billing processes, weekly financial reporting covering margins and AR, documented job

checklists for each service type, and a defined decision authority matrix that reduces decisions routed to the

owner. None of these exist in a typical $1M company. All of them are necessary before $3M can become $5M.

How do I fund the next management layer in a restoration company before revenue
justifies it?

Options: use existing line of credit capacity during the investment period; accept temporarily reduced owner

draws for 6–9 months while new roles are funded; hire one role at a time rather than both simultaneously; or

identify a specific margin recovery opportunity (AR cleanup, billing corrections) that funds the new salary cost

before it’s hired. The key framing: this is a capital investment in structural growth, not a recurring overhead

expense.

What does a $3M restoration company org chart look like vs what it should look like?

Typical $3M org chart: owner at center connected to everything — field techs, office person, one PM, all

vendors, all clients. Everything flows through the owner. Target $3M org chart: owner connected to two direct

reports (PM/operations lead and office coordinator), with those two people handling the daily operational and

administrative flow. The owner’s direct connections are reduced to financial oversight, key client relationships,

and strategic decisions.

How long does it take to break through the $3M plateau in restoration?

With the right structural investment made deliberately — the right hires, the right systems, the owner willing to

genuinely delegate — 18–24 months is a typical timeline to reach $4–5M. Companies that make partial

investments (one hire but not the systems, or systems but not the delegation) often spend 3–4 years in the $3M

range before the combination clicks. The constraint is rarely market demand; it’s almost always the

organizational structure.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  What Changes When Your Restoration Company Reaches $5 Million

•  Why Some Restoration Companies Grow Revenue but Still Can’t Scale

•  Scaling Restoration: The Systems and Processes You Need Before You Grow

Equipment and Fleet Economics for Restoration Companies: Depreciation,
Lease vs Buy, Idle Cost
Source: https://profitdetective.net/restoration-equipment-fleet-economics-depreciation/ Published: May 1,

2026
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Idle equipment cost refers to the overhead burden carried by restoration equipment that is owned,

maintained, and insured but not deployed on revenue-generating jobs. Idle drying equipment, vehicles,

and specialty tools represent fixed costs that compress overall company margin — often invisibly,

because idle equipment rarely shows up as a line item on a P&L.

Why Equipment Economics Are Harder Than They Look
Restoration equipment is one of the largest capital commitments a restoration company makes — and one of the

least systematically managed. Most operators know what their equipment cost to buy and have a rough sense of

what they bill for it. Very few have modeled the true cost of ownership, the utilization rate at which equipment

earns its keep, or the economic threshold between leasing and buying for specific equipment categories.

The result: equipment decisions get made on intuition, cash position, and tax timing — not on a cost model that

accounts for depreciation, maintenance, insurance, idle time, and capital opportunity cost. Equipment that looks

like a profit center on the billing log is sometimes a drag on overall company margin when full ownership costs

are captured.

True Cost of Ownership by Equipment Category

True cost of ownership has five components: acquisition cost (purchase price or capitalized lease cost),

depreciation (the rate at which the asset loses value), maintenance and repair costs over the equipment’s life,

insurance and registration costs, and storage and handling costs for equipment that isn’t field-deployed.

Drying equipment (air movers, dehumidifiers, air scrubbers) has a typical useful life of 5–8 years. Acquisition

cost varies by category and volume purchased. Maintenance costs on drying equipment are relatively low in

years 1–3 and rise meaningfully in years 4–7 as motor and component failures become more frequent. Model

maintenance cost as a percentage of acquisition cost — typically 5–8% annually in years 4–7.

Vehicles are the highest total-cost equipment category for most restoration companies. Beyond purchase price,

factor fuel costs, insurance, routine maintenance, repairs, and the cost of downtime when a vehicle is in service.

For work trucks and cargo vans, total annual ownership cost typically runs 35–50% of the vehicle’s current

market value in years 3–6.

Specialty tools (thermal cameras, moisture meters, borescopes, industrial HEPA equipment) are typically lower

individual acquisition cost but often have high replacement frequency and poor tracking of actual utilization.

Build a tool inventory with replacement schedules — specialty tools lost or damaged on jobs should be tracked

as a cost center, not absorbed into miscellaneous overhead.

The Lease vs. Buy Decision Framework
The lease vs. buy decision isn’t primarily a tax question — it’s a utilization question. Equipment that will be

deployed continuously and intensively (high utilization rate) is almost always better owned. Equipment with

variable or seasonal utilization — where it may sit idle for weeks between deployments — is often better rented

or leased, because the idle cost of owned equipment is real whether the equipment is working or not.

Calculate your utilization rate for each major equipment category: total days deployed in the last 12 months

divided by 365. For equipment with a utilization rate above 60%, ownership economics are typically favorable

versus rental — you’re generating enough rental billing to justify the carrying cost. For equipment below 40%
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utilization, rental is often more economical because you eliminate the carrying cost on idle days.

Restoration-specific consideration: equipment utilization is highly seasonal and event-driven in many markets.

The utilization rate that looks favorable in a high-volume year may not be representative. Model utilization over

at least 2–3 years before committing to a purchase that assumes current volume continues.

Equipment-to-Revenue Ratios by Service Mix

A useful benchmark: total owned equipment replacement value as a percentage of annual gross revenue. For

water-focused mitigation companies, a healthy ratio is typically 12–18% — you have enough equipment to

service your revenue without carrying excessive idle inventory. Above 25%, the equipment fleet may be

oversized relative to actual deployment needs.

These ratios shift by service mix. A company doing significant fire and contents work carries a different

equipment profile than a mitigation-only operator. The benchmark matters less than the trend — if your

equipment-to-revenue ratio is rising while utilization rates are flat, you’re acquiring equipment faster than

you’re growing revenue capacity to deploy it.

Calculating Idle Equipment Cost
Idle equipment cost is the daily carrying cost of owned equipment that isn’t generating billing revenue. Daily

carrying cost = (annual depreciation + annual maintenance estimate + annual insurance allocation) / 365. For a

dehumidifier with a $2,400/year combined carrying cost, every idle day costs you $6.58. Twenty dehumidifiers

sitting in the warehouse for two weeks between jobs is costing you $1,841 in carrying costs for that period —

while generating zero billing.

This calculation gives you a way to evaluate decisions: is it worth renting out idle equipment to competitors

during slow periods? Is it worth selling low-utilization equipment and renting on-demand? The math answers

these questions if you do it — most operators never do, and carry idle equipment cost invisibly for years.

What to Do About Excess Idle Equipment

Options in order of financial impact: rent idle equipment to other operators in your market on a day-rate basis

(generates revenue from sunk cost); sell equipment that consistently underperforms a 30% annual utilization

threshold (recovers capital, eliminates carrying cost); and reduce future acquisition through rental agreements

for surge demand rather than buying to peak capacity.

FAQ: Restoration Equipment and Fleet Economics

How do I calculate the true cost of owning drying equipment for a restoration company?

Sum the annual depreciation (acquisition cost divided by useful life), annual maintenance cost (typically 3–5%

of acquisition cost in years 1–3, 5–8% in years 4+), annual insurance allocation, and any storage costs. Divide

by 365 for a daily carrying cost. Compare to your average daily billing rate per unit to determine how many

deployment days per year are required to cover carrying cost.

Should a restoration company lease or buy its primary equipment fleet?

Equipment with utilization rates above 60% almost always favors ownership economics. Equipment with

utilization rates below 40% is often better rented on demand. Run the utilization math over 2–3 years of actual
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deployment data before committing to purchases that assume current volume. The lease vs. buy decision is a

utilization question, not primarily a tax question.

What is a healthy equipment-to-revenue ratio for a water damage restoration operation?

Total owned equipment replacement value at 12–18% of annual gross revenue is the typical healthy range for

mitigation-focused operations. Above 25% suggests the fleet may be oversized relative to revenue capacity.

Track the trend year over year — a rising ratio with flat utilization is a signal to stop acquiring and start

rationalizing the fleet.

How do I calculate what idle equipment is costing my restoration company each month?

For each equipment category: (annual depreciation + annual maintenance estimate + annual insurance) / 12 =

monthly carrying cost. Multiply by the fraction of the month the equipment wasn’t deployed. Sum across all

idle equipment. This number is the monthly cost of your underutilized fleet — and the financial case for either

deploying it, renting it out, or selling it.

What are the tax implications of depreciation strategies for restoration company
equipment?

Section 179 expensing and bonus depreciation allow immediate deduction of equipment purchase costs in the

year of acquisition, which can be valuable in high-revenue years where tax reduction is a priority. Straight-line

depreciation spreads the deduction over the asset’s useful life, which may be preferable in lower-revenue years.

Neither strategy changes the economic carrying cost of the equipment — the tax treatment affects timing of

deductions, not whether the equipment earns its keep operationally. Work with your CPA on the optimal

approach for your specific tax situation.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  Fleet Management for Restoration Companies

•  Equipment Management for Restoration Companies

•  Subcontractor Management System for Restoration Companies

Handoff Failures: The Most Expensive Moment in a Restoration Job
Source: https://profitdetective.net/restoration-job-handoff-failures-cost/ Published: May 1, 2026

A job handoff failure occurs when critical information — scope, client expectations, special conditions,

billing status, or documented agreements — is lost or distorted during the transition between roles or

phases in a restoration job. The two highest-cost handoffs are intake-to-field and

mitigation-to-reconstruction; failures at these points consistently produce scope gaps, rework, and

billing disputes.

Why Handoffs Are the Highest Financial Risk in Any Restoration Job
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Information has value in restoration. The knowledge that the homeowner specifically requested no demo on the

master bath. The note that the adjuster already verbally approved the additional equipment. The documentation

that the crawlspace access requires removing a permanent structure. Every one of these facts, if it doesn’t

transfer at the handoff, becomes either a cost event, a client dispute, or a billing argument later.

The damage isn’t always visible immediately. A field team that starts a job without full context makes decisions

that look fine in the moment — and generate a complaint, a rework request, or a billing dispute three weeks

later. The handoff failure isn’t identified as the cause because too much time has passed. It gets absorbed into

“that was a tough job.”

The Intake-to-Field Handoff: Where Scope Gets Lost

The intake-to-field handoff is the first major risk point. The person who took the call, scoped the initial

estimate, and spoke with the client knows things that aren’t in the job file. Client anxiety level. Specific areas

the homeowner flagged as concerns. Conditions the adjuster mentioned. The context behind why the estimate

was built the way it was.

When the field team shows up without this context, they’re navigating by the estimate alone. A field team

member who encounters a client concern that wasn’t in the file has three choices: call the PM (which takes time

and creates friction), handle it themselves (which may create a commitment outside the estimate), or defer it

(which creates a callback). All three are worse than a proper handoff that included the client context in the first

place.

What a proper intake-to-field handoff includes: client name and preferred communication style, special

conditions or access requirements, any verbal commitments made at intake, the specific scope reasoning behind

any non-obvious estimate decisions, and the open questions that still need field verification.

The Mitigation-to-Reconstruction Handoff: Where Billing Gets Lost

The mitigation-to-reconstruction handoff is the second major risk point — and arguably the higher-cost one. By

this point, the job has accumulated documentation: moisture logs, demo photos, equipment records, supplement

submissions, and insurance communications. The reconstruction team inherits all of this — or is supposed to.

When the handoff fails here, reconstruction starts without knowing what was agreed to with the carrier, what

supplements are still pending, what the client was told about reconstruction scope, or what the mitigation team

left unresolved. Reconstruction PMs who start fresh instead of building on mitigation documentation frequently

re-scope work that was already agreed to — creating adjuster confusion and billing overlap — or miss scope

items that were already identified and should have been included in the reconstruction estimate.

The cost of a failed mitigation-to-reconstruction handoff: scope gaps that generate unauthorized work, billing

lines that can’t be defended because the documentation chain is broken, and client experience failures because

the reconstruction team is relitigating decisions the mitigation team already made.

What a Structured Handoff Protocol Looks Like
A handoff protocol has three components: a handoff document, a handoff meeting (or call), and a documented

acceptance by the receiving party.
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The handoff document is a structured summary of everything the incoming team needs to start effectively:

scope summary, client information and expectations, open items and unresolved questions, billing status and

pending supplements, and any special conditions or commitments. It doesn’t need to be long — a half-page

structured summary is more useful than a full file dump.

The handoff meeting is a 10–15 minute conversation between the outgoing and incoming PM (or role) where

the document is reviewed verbally. The purpose isn’t to repeat what’s in the document — it’s to surface the

things that are hard to write down: the client’s emotional state, the adjuster’s likely objections, the scope items

where the estimate is thin. These are the things most likely to cost money and least likely to survive a written

handoff alone.

The documented acceptance is the incoming PM signing off that they’ve received and reviewed the handoff.

This isn’t bureaucracy for its own sake — it creates accountability. When the reconstruction PM accepts the

handoff, they accept responsibility for the open items documented in it. This prevents the most common

post-handoff problem: “I didn’t know about that.”

FAQ: Restoration Job Handoff Process

What information should be transferred in a restoration job handoff from intake to field
teams?

Client name, contact, and communication preferences; scope summary including any non-obvious estimate

decisions; special conditions or access requirements; any verbal commitments made at intake; open questions

requiring field verification; and insurance contact and claim status. The handoff should give the field team

everything they need to navigate the first day without calling back to intake.

Why do mitigation-to-reconstruction handoffs cause so many scope and billing
problems?

Because the documentation accumulated during mitigation — moisture logs, supplement submissions, carrier

agreements, client commitments — is rarely transferred in a structured way to the reconstruction team.

Reconstruction PMs who start fresh rather than building on mitigation documentation frequently re-scope work

that’s already agreed to and miss scope items already identified, creating billing confusion and adjuster

disputes.

What does a formal job handoff protocol look like for a restoration company?

A handoff document (structured half-page summary of scope, client, open items, and billing status), a 10–15

minute handoff call between outgoing and incoming PM, and a documented acceptance by the incoming PM.

Simple, consistent, and mandatory on every handoff — not just complex jobs.

How do I build handoff quality into my PM performance review process?

Track which jobs had documented handoffs and which didn’t. In post-mortem reviews of any job with a

significant billing dispute or scope callback, identify whether a handoff failure was in the causal chain. Make

handoff completion a required step in your job management system — a checkbox that must be completed

before the job status can advance to the next phase.

What’s the average cost of a failed job handoff in a typical restoration operation?
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It varies by job complexity, but a single mitigation-to-reconstruction handoff failure that creates one scope gap,

one billing dispute, and one client callback typically costs $1,500–$4,000 in combination — through lost

billing, management time on dispute resolution, and rework. On a company running 200 jobs per year with a

15% handoff failure rate, that’s $45,000–$120,000 in preventable annual cost.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  Equipment and Fleet Economics for Restoration Companies

•  Job File Quality Standards

•  Subcontractor Management for Restoration Companies

Subcontractor Management System for Restoration Companies
Source: https://profitdetective.net/restoration-subcontractor-management-system/ Published: May 1, 2026

A subcontractor management system is a set of documented processes covering sub selection, scope

definition, pricing agreements, performance standards, and payment controls that ensure subcontracted

work is completed at the budgeted cost without exposing the restoration company to liability, scope

creep, or quality problems.

Why Subcontractors Destroy More Margin Than Any Other Variable
Subcontractors are the most common source of unexpected cost overruns in restoration. Not because subs are

dishonest — most aren’t — but because the systems that govern sub relationships in most restoration

companies are informal, inconsistent, and unable to hold the line on cost when jobs get complicated.

The problem compounds on larger jobs. A straightforward water mitigation job with one sub trade is

manageable on a handshake. A large commercial loss with five or six sub disciplines, each running T&M with a

verbal scope understanding, is a margin disaster in slow motion. By the time invoices arrive, no one can

reconstruct what was agreed to — and the restoration company absorbs the difference.

The Three Sub Pricing Structures and When to Use Each

Fixed scope pricing is the highest-margin structure for the restoration company. The sub commits to a specific

scope of work at a specific price. If the scope doesn’t change, the price doesn’t change. This works well for

standard scopes — HVAC cleaning, carpet removal, tile demo — where the work is predictable. Negotiate

fixed pricing with your preferred subs and build it into your estimates. Your margin is protected the moment the

sub agrees to price.

Markup pricing is common on contents and specialty work. The sub provides materials and labor; you add a

documented markup. This works when the sub’s scope is difficult to define in advance and when your markup

is consistently captured in your billing. The risk: markup discipline erodes over time unless someone is actively

managing it. Build the markup into your estimate before the job starts — not as a reconciliation at closeout.

T&M (Time and Materials) is the highest-risk structure for the restoration company. You pay for whatever

the sub uses, at a rate you’ve agreed to, for as long as the job takes. T&M is appropriate only when scope is
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genuinely undefined and you have strong documentation discipline to capture what was actually used. T&M

without documentation is a blank check. Never use T&M without daily field logs from the sub showing hours

and materials consumed.

Scope Documentation: The Standard That Prevents Disputes
Every sub engagement needs a written scope before work begins. Not a text message. Not a verbal agreement

confirmed with a handshake. A written scope document — even a one-page summary — that specifies what the

sub is doing, what materials are included in their price, what is explicitly excluded, and what the completion

standard is.

The exclusions section matters as much as the inclusions. “Demo first floor tile — does not include adhesive

removal, subfloor repair, or disposal beyond 10 cubic yards” eliminates the argument before it starts. When the

sub shows up and finds adhesive under the tile, you have a documented starting point for a change order

conversation rather than a confrontation about who owes what.

Change orders must be written and signed before additional work begins. Every experienced restoration

operator has a story about verbal change order approval that cost them money. Get it in writing or don’t

authorize the work. This is not optional if you want to hold your margin.

Accountability Structures That Prevent Cost Overruns

Accountability starts with clear performance standards communicated before the job begins. The sub should

know: what the completion standard is, when they’re expected on site, what documentation you require (daily

logs, material receipts, photo completion evidence), and what happens if the scope changes without

authorization.

Payment controls are your enforcement mechanism. Never pay a sub invoice without matching it against the

documented scope and any approved change orders. A sub invoice that includes work not in the scope

document is not a valid invoice — it’s a billing error or an attempt to recover unauthorized cost. Review every

sub invoice line by line before payment. This step alone recovers meaningful margin for companies that do it

consistently.

Track sub performance over time. What’s this sub’s on-time completion rate? What’s their invoice variance

against estimated sub cost? Which subs consistently come in at or under their quoted price, and which ones

consistently find reasons to add cost? This data tells you who your preferred subs are — and who to stop using.

Building a Preferred Sub Network
A preferred sub network is a curated group of subcontractors who have proven they can work within your

pricing and documentation standards, who show up when scheduled, and who deliver consistent quality. These

subs get your work first. In exchange, they provide pricing consistency and priority availability.

The economics compound over time. A preferred sub who’s been working with you for two years understands

your scope standards, your documentation requirements, and your payment process. That sub is significantly

cheaper to work with — in administrative overhead, dispute cost, and quality risk — than a new sub you’re

onboarding on a live job. Building the preferred network is a long-term margin investment.
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Maintain a minimum of two qualified subs per trade discipline in your market. Single-source sub dependency is

an operational risk — one scheduling conflict can hold a job. Two qualified options in each trade gives you

coverage and leverage on pricing.

FAQ: Restoration Subcontractor Management

How should restoration companies price subcontractor work to protect job margin?

Fixed-scope pricing provides the best margin protection — negotiate a defined scope at a defined price before

work begins. For variable scopes, use markup pricing with a documented rate. Avoid open T&M arrangements

without daily documentation. Always build sub cost into the estimate before the job starts, not as a

reconciliation afterward.

What contract documentation should I require from subcontractors on every restoration
job?

At minimum: a signed scope document specifying inclusions, exclusions, and completion standards; certificate

of insurance showing coverage adequate for the work; W-9 for payment processing; and any state-required

contractor licensing documentation. Change orders must also be written and signed before additional work

begins.

How do I prevent subcontractor scope creep on restoration jobs?

Write exclusions into the scope document as clearly as inclusions. Require written change orders before

authorizing any additional work. Review sub invoices line by line against the documented scope before

payment. Any invoice line not in the scope document requires a written change order before it gets paid.

What are the financial risks of using too many subcontractors on a restoration project?

With multiple subs, coordination overhead increases, scope gaps between trades become more likely, and the

risk of unauthorized cost additions multiplies. Each sub interface is a potential billing dispute. On complex jobs,

limit sub trades to what’s necessary and assign one PM who owns all sub coordination and documentation.

How do I build a preferred subcontractor network that provides pricing consistency?

Identify two or three subs per trade who consistently meet your scope, timeline, and pricing standards. Give

them volume preference and pay them quickly. In exchange, negotiate master pricing agreements covering your

standard scope items. Review performance annually and cull subs who consistently come in over budget or

create documentation problems.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  Subcontractor Management for Restoration Companies

•  Equipment and Fleet Economics for Restoration Companies

•  Dispatch and Scheduling for Restoration Companies

Job File Quality Standards: What Audit-Ready Looks Like in Restoration
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Source: https://profitdetective.net/restoration-job-file-quality-standards-audit-ready/ Published: May 1, 2026

An audit-ready restoration job file is a complete, organized record of every document required to

support the scope, billing, and payment of a job — including signed authorization, initial estimate, daily

site notes, moisture readings, photo logs, supplement documentation, certificate of completion, and final

invoice. Companies with audit-ready files collect faster and win more supplement disputes.

Why File Quality Is a Revenue Issue, Not a Compliance Issue
Most restoration operators think about job file documentation as a compliance task — something you do

because you’re supposed to, not because it makes money. This framing is wrong and expensive. An audit-ready

job file is a revenue protection tool. It is the evidence base that supports every supplement, defends every

billing line, and resolves every payment dispute in your favor.

The companies that collect fastest and dispute least aren’t the ones with the best adjuster relationships. They’re

the ones with the best files. When an adjuster questions a line item, the answer is “I’ll send you the

documentation” — not a phone call, not a negotiation, not a concession. Documentation settles disputes before

they cost you money.

The Universal Job File Checklist

These documents belong in every restoration job file, regardless of job type:

Signed Authorization to Perform Work. Before a single piece of equipment goes on site, you need a signed

authorization from the property owner or authorized representative. No exceptions. This document establishes

your right to be there, your right to bill, and the scope of work the client agreed to. Missing or unsigned

authorizations are the first thing a defense attorney or denying insurer will look for.

Initial Scope and Estimate. The original Xactimate or comparable estimate, dated and version-controlled. If

you revised the estimate before work began, keep both versions. The initial estimate establishes the baseline

against which supplements are measured.

Daily Site Notes. A brief written record of what work was performed each day, by whom, and any conditions

observed. Field techs resist this because it takes five minutes at the end of a long shift. Do it anyway. Daily site

notes are what prove continuous work and justify extended duration billing.

Photo Log. Timestamped photographs organized by job stage: pre-work conditions, demo and mitigation in

progress, moisture mapping, reconstruction progress, and post-completion. The photo log proves scope, proves

conditions, and proves completion. Organize photos by date and phase — not by when someone emptied their

camera roll.

Moisture Readings and Drying Logs. For water damage jobs, daily moisture readings with readings by

location, instrument used, and reading values. Equipment placement logs showing what was deployed where

and when it was picked up. This documentation directly supports equipment billing and drying duration billing

— two of the most commonly disputed line items in water damage claims.

Supplement Documentation. Every supplement submitted needs its own documentation package: what

additional scope was discovered, when it was discovered, what evidence supports it (photos, readings, written

observations), what was submitted to the carrier, and the carrier’s response. A supplement without
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documentation is a negotiation. A supplement with documentation is a demand.

Certificate of Completion / Scope Verification. A client-signed document confirming the work was

completed as described. This is your most important protection against post-completion disputes. Get it signed

before equipment leaves the site.

Final Invoice and Payment Record. The final billing statement and documentation of how and when payment

was received, including any partial payments, insurance checks, and deductible collections.

Job-Type Specific Additions
Water damage jobs additionally require: equipment delivery and pickup tickets, psychrometric data

(temperature, humidity, GPP readings by room), IICRC S500 drying standard compliance documentation if

applicable, and air quality clearance if mold was present.

Fire and smoke damage jobs additionally require: smoke mapping documentation, odor testing results before

and after treatment, HEPA filter change logs, and structural engineer sign-off if load-bearing components were

affected.

Mold remediation jobs additionally require: pre-remediation air quality testing, containment setup

documentation, post-remediation clearance testing results, and any regulatory reporting required by state law.

Contents jobs additionally require: a complete inventory of items packed out (description, condition,

valuation), chain of custody documentation for items moved to storage, and a return delivery confirmation

signed by the client.

How to Build a File Standard Your Team Follows Without You
The problem with most job file standards is that they exist only in the owner’s head. The PM knows what a

complete file looks like — sort of — but the lead tech doesn’t, and the office coordinator is working from

intuition. The result is inconsistency: some files are excellent, some are gaps.

Build a physical or digital checklist for each job type and attach it to the job file at intake. Every document on

the checklist has an owner (who is responsible for getting it) and a deadline (when it must be in the file). The

PM’s job is to ensure the checklist is complete before the job is submitted for billing. File completeness

becomes a PM performance metric — not an afterthought.

Review a random sample of closed job files monthly. Not all of them — five or six. Score them against the

checklist. Track the score by PM. When scores are low, the coaching conversation is specific: “Your last three

water damage files were missing moisture logs at days three and four.” Not “your files aren’t good enough.”

Specific, actionable, data-based.

FAQ: Restoration Job File Documentation Standards

What documents should every restoration job file contain regardless of job type?

Every job file needs: signed work authorization, initial scope and estimate, daily site notes, organized photo log,

supplement documentation (if applicable), certificate of completion signed by the client, and final invoice with

payment record. Job-type-specific documents build on this base.
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What’s the most commonly missing document in restoration job files that causes billing
problems?

Daily site notes and moisture drying logs are the most frequently missing — and the most frequently disputed.

Insurance carriers routinely challenge extended drying duration billing when there are no daily readings to

support the timeline. A complete drying log turns a dispute into a data question with an obvious answer.

How should moisture readings and drying logs be documented to support insurance
billing?

Record readings daily by room and location, including the specific reading values, the instrument used, and

ambient temperature and humidity. Document equipment placement and any changes to equipment

configuration. The log should show a clear drying progression from wet to dry with readings that justify the

duration billed.

What’s the minimum photo documentation standard for a water damage restoration job?

At minimum: pre-work photos showing moisture damage extent and source, in-progress photos showing

equipment placement and demolition scope, daily or every-other-day photos during drying, and

post-completion photos confirming dry conditions and restored surfaces. All photos should be timestamped and

organized by phase.

How do I train my field team to maintain job file quality without constant owner oversight?

Build a job-type-specific checklist with document owners and deadlines. Attach it to every job at intake. Track

file completeness scores monthly by PM and tech. Make file quality a line item in PM performance reviews

with a specific score target. Inconsistency drops sharply when field teams understand file quality is a measured

performance metric, not an informal expectation.

Mike McCabe is a restoration business consultant and the founder of Profit Detective. He works with

restoration operators to find and fix the margin leaks that don’t show up until it’s too late.

Related reading
•  Equipment and Fleet Economics for Restoration Companies

•  Handoff Failures: The Most Expensive Moment in a Restoration Job

•  Subcontractor Management for Restoration Companies

The Adjuster Relationship System: How Top Operators Manage Carrier
Comms Without Becoming a Doormat
Source: https://profitdetective.net/adjuster-relationship-system-restoration/ Published: May 1, 2026

What is an adjuster relationship system in restoration? An adjuster relationship system is a structured

approach to managing ongoing communication with insurance adjusters — including regular

touchpoints, documentation standards, escalation protocols, and professional boundary-setting —

designed to generate consistent referrals while protecting the restoration company’s operational and

financial position.
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The Adjuster Relationship System: How Top Operators Manage Carrier
Comms Without Becoming a Doormat
The best restoration operators don’t manage adjuster relationships on personality — they manage them on

system. This distinction is the difference between a company where the owner personally knows 40 adjusters

and a company where the team maintains 40 adjuster relationships that don’t require the owner at all. The first

model is fragile. The second one scales.

What the Communication Cadence Looks Like
Top operators run a structured adjuster communication cadence with three layers: job-level communication,

relationship maintenance between jobs, and strategic engagement at the carrier or program level.

Job-level communication. Every adjuster on an active job receives a same-day scope confirmation (what was

found, what was scoped, expected timeline and cost), daily or every-other-day status updates during active

mitigation (text or email — not calls, which respect their time), and a completion package sent within 24 hours

of job completion. The completion package includes the invoice, documentation, photos, drying logs, and a

brief narrative summary. Adjusters who receive consistent, complete, timely documentation approve invoices

faster. This is not soft relationship-building — it’s cash flow management.

Between-job relationship maintenance. The mistake most restoration companies make is only contacting

adjusters when they need something. Top operators build touchpoints between jobs: seasonal risk notifications

(storm season prep, freeze-thaw alerts), relevant regulatory or IICRC standard updates, and quarterly check-in

calls that are explicitly not sales calls. These calls follow a simple script: “I wanted to check in and make sure

the documentation and communication on our recent jobs has been useful. Is there anything we could be doing

differently?” That question, asked sincerely, produces feedback no adjuster will volunteer unprompted.

Strategic carrier engagement. The best operators identify 5–10 adjuster relationships that drive

disproportionate referral volume and invest in them at the relationship level — not just the transaction level.

That means understanding what the adjuster cares about professionally (cycle times, documentation quality,

communication speed) and making sure your operation is genuinely good at those things. Referrals are a side

effect of being reliably excellent, not a transaction you buy with lunches.

Proactive Documentation: What to Send and What Not To
Send proactively: scope confirmation within 4 hours of on-site assessment, drying progress updates every 48

hours on active water jobs, any scope change notification before additional work begins, and the complete

documentation package at job completion. Do not send: preliminary cost estimates before the scope is finalized

(creates anchor problems), internal job notes or crew communications, or anything that contains language that

could be used against you in a coverage dispute.

How to Professionally Dispute a Scope Decision
This is where most restoration owners either capitulate (accepting a scope decision that costs them margin) or

escalate in a way that damages the relationship. The professional middle path: “I want to make sure I’m reading

this correctly — the denial is on for . Can I share the IICRC standard reference that informed that scope

decision and the documentation from the job? I want to get to the right answer, and I think there may be some
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information I haven’t communicated clearly.” This framing accomplishes three things: it keeps the adjuster’s

face intact (no one’s called wrong), it repositions the dispute as a documentation issue rather than a judgment

dispute, and it establishes the IICRC standard as the arbiter rather than your opinion vs. theirs.

Building the System So the Owner Isn’t the Relationship
Scalable adjuster relationship management requires a CRM or contact database where every adjuster interaction

is logged — job history, communication notes, preferences, referral volume. It requires someone other than the

owner managing the touchpoint calendar — an office manager, sales coordinator, or PM who owns the

between-job communication schedule. And it requires a standard communication template library so that

job-level updates go out consistently regardless of who’s managing the job.

FAQ

How often should restoration companies communicate with adjusters between jobs?

At minimum: one touchpoint per quarter per active adjuster relationship. In practice, top operators maintain

more frequent contact with high-referral adjusters — monthly check-ins, seasonal notifications, and occasional

industry updates. The goal is to be the contractor they think of first, not the contractor they remember when

someone asks.

How do I become a preferred vendor for an insurance adjuster without giving away
margin?

Preferred vendor status is earned through performance, not discounts. Fast response, complete documentation,

consistent cycle times, and zero re-do calls are what adjusters actually want. An adjuster who approves your

invoices quickly does so because you make their job easier — not because you’re cheap. Protect your margin.

Earn preferred status on execution.

What documentation should I send adjusters proactively on every job?

Same-day scope confirmation with estimated timeline and cost range, drying progress updates every 48 hours

on active water jobs, immediate notification of any scope change before additional work begins, and a complete

documentation package (invoice, photos, drying logs, scope narrative) within 24 hours of job completion. Every

job, every time.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran and Fractional Operations

Manager at Floodlight Consulting Group.

Related reading
•  Signs a Restoration Company Is Burning Your Insurance Program (For TPAs and Adjusters)

•  Building Insurance Adjuster Relationships for Restoration Companies

•  TPA Fee Schedule Math

What Is a Fractional Operations Manager? (And Do You Need One?)
Source: https://profitdetective.net/what-is-fractional-operations-manager-restoration/ Published: May 1, 2026



Profit Detective — profitdetective.net Page 35

What is a fractional operations manager? A fractional operations manager is an experienced executive

who runs the operational side of your restoration business on a part-time, ongoing basis — usually one

to three days a week — without the cost or commitment of a full-time hire. They install systems,

manage department heads, fix margin leaks, and act as the second-in-command the owner has been

trying to be.

What Is a Fractional Operations Manager? (And Do You Need One?)
I’ve spent 36 years in this industry. I built a DKI franchise from a card table in my basement to the largest

revenue office in North America. I won 12 consecutive Franchise of the Year awards. And the single biggest

reason most restoration companies between $1.5M and $8M never break out: the owner is still the operations

manager. That’s not a criticism. It’s a math problem. A fractional operations manager fills that gap — not as a

coach, not as a consultant who hands you a binder, but as an actual operating executive sitting inside your

business one to three days a week, owning outcomes.

What a Fractional Ops Manager Actually Does
Production oversight: Job costing reviews, scope discipline, dispatch and scheduling, equipment utilization,

subcontractor management, and hard conversations with project managers who keep losing money on jobs they

should be making 40% on.

Estimating and pricing discipline: Auditing how Xactimate is being used, where line items are being missed,

whether O&P is being captured, and how change orders and supplements are being handled. This is usually the

first place I find six figures.

KPI installation and review: Installing the dashboard the owner should have built three years ago, then

running the weekly meeting around it. Most restoration companies are tracking the wrong things — or nothing

at all.

People development: Coaching crew chiefs, project managers, and estimators. Building development plans.

Holding accountability conversations the owner has been avoiding.

Cash flow and AR: Tightening the collection cycle, building the AR aging discipline, making sure the owner

can actually see cash position weekly.

Who Actually Needs One
You’re between $1.5M and $10M in revenue. Your gross margins are below where they should be. You haven’t

taken a real vacation in three years — if the business stops when you’re not there, you don’t have a business,

you have a job that owns you. You’ve tried hiring a full-time ops manager and it didn’t work. Or you’re

planning to sell in the next three to five years — a buyer is buying the operating system, not you, and if the

system doesn’t exist independently the multiple drops by half.

What It Costs
In the restoration industry the working range is $4,000 to $12,000 per month depending on company size, days

per week, and experience level. Any engagement that doesn’t pay for itself within 90 days isn’t worth doing.
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FAQ

How is a fractional operations manager different from a business coach?

A business coach asks you questions and supports your growth as an owner. A fractional operations manager

has line authority over the operations of your business and is accountable for outcomes — margin

improvement, system installation, KPI performance, and people development. Coaches support. Fractional

executives operate.

Can a fractional ops manager really know my business well enough in a few days a week?

Yes — and usually faster than a full-time hire. An experienced fractional executive has run the playbook in

dozens of restoration companies and walks in pattern-matching from day one. A full-time hire is often learning

the industry while learning your specific business.

What happens at the end of a fractional engagement?

The end state is an operations layer that runs without the fractional executive — a full-time operations manager

developed in the role, a documented operating system, KPI dashboards the leadership team runs themselves,

and an owner who can take a real vacation. A clean exit is the goal from day one.

Mike McCabe is The Profit Detective — Master Cleaner, Master Restorer, 36-year restoration industry

veteran, and Fractional Operations Manager at Floodlight Consulting Group.

Related reading
•  Fractional Operations Leadership for Restoration

•  Why Your Last Restoration Consultant Didn’t Work (And What That Says About the Engagement)

•  DIY vs. Consultant vs. Fractional COO

Hiring the Right Office Manager for Your Restoration Company
Source: https://profitdetective.net/restoration-company-hiring-office-manager-admin/ Published: May 1, 2026

What does an office manager do in a restoration company? A restoration company office manager

typically handles customer intake and communication, job file management, invoicing and accounts

receivable, vendor payment coordination, insurance carrier communication, and administrative support

for field operations. The role is an operational hub that touches every function in the business.

Hiring the Right Office Manager for Your Restoration Company
The office manager is the most undervalued hire in a restoration company. A capable, reliable office manager is

the operational backbone. Every incomplete job file, every late invoice, every missed callback, every

incorrectly submitted TPA document — these are office management failures that cost real money. A $55,000

office manager who eliminates $150,000 in avoidable AR delays, supplement rejections, and customer attrition

produces 2.7x return on their salary.

The Core Functions
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Job intake and initial customer communication: First contact with emergency callers — capturing contact

information, qualifying the loss, communicating response commitment, entering the job into the management

system. Requires calm under pressure and the ability to reassure a stressed homeowner while simultaneously

dispatching a crew.

Job file management: Maintaining complete, current files for every active job — ensuring documentation,

photos, moisture logs, and equipment records are received from the field and properly organized. Flagging

incomplete files before invoicing.

Invoicing and accounts receivable: Preparing and submitting invoices promptly after job completion.

Tracking invoice status in TPA portals. Following up on outstanding invoices per the AR protocol. Managing

the AR aging report and escalating past-due accounts.

Insurance and TPA communication: Submitting required documentation to TPA portals. Following up on

supplement submissions. Communicating with adjusters on documentation requirements. Requires familiarity

with Alacrity, Contractor Connection, PSA, OAK, and similar platforms.

What to Look For in Hiring
Organizational precision, communication quality, AR discipline (comfortable initiating follow-up without

being prompted), technology proficiency with job management platforms and TPA portals, and calm under

pressure. Test communication in the interview: have them draft a sample customer update email.

What to Pay
Office managers in restoration typically earn $42,000–$65,000 depending on market, company size, and depth

of responsibility. The office manager effectively managing $2M+ in annual receivables should be compensated

at the upper end — the cost of having the wrong person in this role far exceeds the salary premium.

FAQ

When should a restoration company hire a dedicated office manager?

Typically at $1.2M–$1.8M in revenue when the volume of job files, invoices, and customer communications

exceeds what can be handled part-time or by the owner. The hiring should happen before the system breaks, not

after.

What software does a restoration office manager need to know?

Core needs: the company’s job management platform (Encircle, JobNimbus, etc.), Xactimate or the estimating

platform, TPA portal platforms (Alacrity, Contractor Connection, PSA, OAK), and QuickBooks or the

accounting platform.

What is a TPA portal in restoration?

The online platform through which restoration contractors submit invoices, documentation, and supplements

for TPA-managed insurance claims. Major TPA portals include Alacrity, Contractor Connection, PSA, and

OAK. Navigating these platforms is a core office manager function.
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Mike McCabe is The Profit Detective — a 36-year restoration industry veteran and Fractional Operations

Manager at Floodlight Consulting Group.

Related reading
•  The 90-Day Role Ramp

•  Talent Retention in Restoration

•  The 90-Day Onboarding Plan for a New Restoration Operations Manager

Restoration Company Safety Programs: OSHA Compliance and the
Business Case
Source: https://profitdetective.net/restoration-company-safety-program-osha-compliance/ Published: May 1,

2026

Restoration companies are subject to multiple OSHA standards including the Bloodborne Pathogen

Standard (29 CFR 1910.1030), Respiratory Protection Standard (29 CFR 1910.134), Hazard

Communication Standard (29 CFR 1910.1200), and construction standards applicable to demolition and

reconstruction work. A written safety program is required for many of these standards and is the

foundation of OSHA compliance.

Restoration Company Safety Programs: OSHA Compliance and the
Business Case
Most restoration owners think of safety as a cost. The owners who run the most profitable restoration

companies think of safety as an investment with a calculable return. A restoration company with $3M in

revenue and a 1.3 EMR is paying roughly $30,000–$40,000 more in workers’ comp premium than a company

with a 1.0 EMR. Getting from 1.3 to 1.0 saves $30,000–$40,000 per year. A well-designed safety program costs

$5,000–$15,000 to develop — the annual return is 2x–4x in reduced workers’ comp cost alone.

The Components of a Restoration Safety Program

Written Safety Policy

A formal written safety policy signed by ownership, including the company’s commitment to worker safety,

employee safety responsibilities, the process for reporting hazards and near-misses, the consequence structure

for safety violations, and the commitment to providing appropriate PPE and training.

OSHA-Required Written Programs

Bloodborne Pathogen Exposure Control Plan (29 CFR 1910.1030): Required for any company where

employees may encounter blood or other potentially infectious materials — applies to biohazard cleanup,

Category 3 water damage, and crime scene work. Respiratory Protection Program (29 CFR 1910.134):
Required when employees use respirators — which is most restoration work involving mold, Category 3 water,

fire residue, or biohazard. Must include medical evaluation, fit testing, and training. Hazard Communication
Program (29 CFR 1910.1200): Required when employees use hazardous chemicals (antimicrobials, cleaning

agents, solvents).
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Incident Reporting and Investigation

Every injury, near-miss, and property damage incident should be investigated within 24 hours. Capture what

happened (not who caused it — blame-focused investigations discourage reporting), contributing factors,

corrective actions taken, and preventive actions to avoid recurrence. Near-miss reporting is particularly

valuable — a crew that reports near-misses is paying attention to safety risk.

Return-to-Work Program

Provide injured employees with modified duty (office-based documentation work, answering phones,

equipment cleaning) as soon as they’re medically cleared for any work. Short-duration claims cost significantly

less than long-duration ones — both in direct claim cost and in EMR impact.

FAQ

What is an OSHA 300 log?

The OSHA 300 log is the required injury and illness recordkeeping form for employers with 10 or more

employees. It tracks work-related injuries and illnesses and must be maintained for five years. Summary data

(OSHA 300A) must be posted annually.

What is a toolbox talk in restoration?

A short (5–15 minute) informal safety discussion held at the job site — often at the start of a shift — covering a

specific safety topic relevant to current work. Topics might include PPE for Category 3 work, ladder safety for

attic access, or heat illness prevention. Documentation of toolbox talks demonstrates safety program activity.

How often should restoration technicians receive safety training?

OSHA bloodborne pathogen training is required annually. Respiratory protection training is required at initial

fit testing and when conditions change. General safety training should occur at new hire orientation and be

reinforced regularly through toolbox talks or safety meetings.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran and Fractional Operations

Manager at Floodlight Consulting Group.

Related reading
•  Equipment and Fleet Economics for Restoration Companies

•  Choosing a CRM for Your Restoration Company

•  Subcontractor Management System for Restoration Companies

The 90-Day Onboarding Plan for a New Restoration Operations Manager
Source: https://profitdetective.net/restoration-company-operations-manager-onboarding/ Published: May 1,

2026

A successful operations manager onboarding covers four phases over 90 days: learning the business

(weeks 1-2), shadowing current operations (weeks 3-4), taking supervised ownership of specific

functions (weeks 5-8), and assuming full operational accountability with owner stepping back (weeks

9-12).
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The 90-Day Onboarding Plan for a New Restoration Operations Manager
Hiring an operations manager is the pivotal hire in a restoration company’s growth trajectory. Done right, it’s

transformational. Done wrong — with a poorly structured onboarding that leaves the new hire to figure it out —

it produces a failed hire, a frustrated owner, and an $80,000 mistake. Most restoration owners onboard a new

operations manager the same way they onboard a new technician: show them around and tell them to dive in.

That approach doesn’t work for a leadership hire.

Phase 1: Learn the Business (Days 1–14)
The first two weeks are entirely absorptive. The new operations manager is not running anything yet. They read

every SOP and checklist, shadow dispatch and scheduling for at least three full days, ride along on job sites

with senior technicians, sit in on every estimating review, review the last 90 days of job cost reports, meet

individually with every team member, and review the P&L with the owner. What success looks like at day 14:

the OM can describe the business’s current operating model, its primary challenges, and the key people

involved — accurately and in detail.

Phase 2: Supervised Operations (Days 15–30)
The OM begins managing specific functions: daily technician scheduling and dispatch, field crew check-ins,

equipment tracking. The protocol: the OM makes decisions. The owner reviews and discusses afterward — not

overrides in real time. The owner who continues to make decisions that should belong to the OM is not building

a leader — they’re building a highly paid observer.

Phase 3: Expanded Ownership (Days 31–60)
Additional functions transferred: customer communication during active jobs, subcontractor coordination,

equipment inventory and maintenance scheduling, technician performance management (first-level), daily job

cost review. The most important action: the owner must stop taking calls that should go to the OM. Every call

the owner takes from a technician that should go to the OM undermines the OM’s authority.

Phase 4: Full Accountability (Days 61–90)
Daily operational decisions made without owner involvement. Weekly team meetings run by the OM, not the

owner. Performance issues addressed by the OM, owner notified. Owner focus shifts to sales, strategy, and

external relationships. At day 90: a structured review of the OM’s performance against agreed-upon metrics.

FAQ

What should a restoration operations manager be paid?

Experienced restoration operations managers typically earn $75,000–$110,000 base salary depending on market

and company size, with performance bonuses tied to operational metrics. Under-compensating this hire is a

false economy — it increases turnover risk in a role where turnover is extremely disruptive.

What is the biggest onboarding mistake restoration owners make?

Continuing to make decisions that should belong to the new operations manager. Every time the owner steps in

to handle a field issue that the OM should handle, it erodes the OM’s authority and extends the
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owner-dependency problem the hire was meant to solve.

How do you measure an operations manager’s performance in restoration?

Key metrics: average response time to emergency calls, billable hours ratio across field staff, estimate-to-actual

variance on jobs managed, documentation completion rate, customer satisfaction scores, and technician

retention rate on their team.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran who has built and onboarded

management teams for restoration companies across North America.

Related reading
•  The 90-Day Role Ramp

•  Hiring the Right Office Manager for Your Restoration Company

•  Employee Onboarding for Restoration Companies

Subcontractor vs Employee in Restoration: Getting the Classification Right
Source: https://profitdetective.net/restoration-company-subcontractor-vs-employee-classification/ Published:

May 1, 2026

A subcontractor is an independent business that provides services under a contract, controls how the

work is done, and bears the financial risk of the work. An employee works under the direction and

control of the employer. Misclassifying employees as subcontractors exposes restoration companies to

back taxes, penalties, workers’ comp liability, and employment law violations.

Subcontractor vs Employee in Restoration: Getting the Classification Right
Worker classification is one of the most consequential legal decisions a restoration company makes — and one

of the most commonly made incorrectly. The appeal of the subcontractor model is obvious: no payroll taxes, no

workers’ comp, no benefits. For cash-constrained owners, it looks like a solution to the overhead problem. It

often isn’t. When the IRS, state labor board, or workers’ comp auditor looks at the arrangement, the back

liability can be existential.

The Tests That Determine Classification

The IRS Common Law Test

The IRS looks at three categories: Behavioral control — does the company control how the work is done, not

just the result? Financial control — does the worker have a significant investment in their own business and

bear their own financial risk? Type of relationship — is there a written contract, are there benefits, is the

relationship permanent and exclusive? Indefinite, exclusive work relationships look like employment.

The ABC Test

Some states (California, Massachusetts, New Jersey) use the more stringent ABC test, which presumes workers

are employees unless all three conditions are met: the worker is free from company control, the work is outside

the company’s usual course of business, and the worker has an independently established business. For

restoration companies, the B prong is hardest to satisfy — a water damage technician doing water damage work
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is squarely within the company’s usual course of business.

What Legitimate Subcontracting Looks Like
Legitimate subcontractors have their own business entity, carry their own general liability and workers’ comp

insurance, set their own schedule, work for multiple clients (not exclusively for your company), invoice you for

services, and use their own tools and equipment. A specialty contractor who brings their own ultrasonic

cleaning equipment, works for multiple restoration companies, and invoices by the job — that’s a legitimate

subcontractor. A technician who shows up daily at your direction, uses your equipment, follows your protocols

exclusively, and gets paid by the hour — that’s an employee, regardless of what the contract says.

The Cost of Getting It Wrong
Liability typically includes back employer FICA taxes, federal and state unemployment tax contributions,

interest and penalties, retroactive workers’ comp premiums if the worker was injured while uninsured, and

potential civil liability to the worker. For a company that has used multiple misclassified workers over several

years, the retroactive liability can threaten business viability.

FAQ

What is a 1099 worker?

A 1099 worker is someone paid as an independent contractor, receiving a Form 1099-NEC instead of a W-2.

The 1099 designation does not itself establish independent contractor status — classification is determined by

the actual nature of the working relationship, not the tax form used.

Should restoration companies require subcontractor insurance certificates?

Yes — always. A certificate of insurance showing general liability and workers’ comp coverage should be

collected from every subcontractor before work begins and updated annually. Working with uninsured

subcontractors creates both legal exposure and workers’ comp audit liability.

What is the IRS Voluntary Classification Settlement Program?

The VCSP allows companies to prospectively reclassify workers as employees with reduced back tax liability.

It’s worth exploring with a tax attorney if your company has an existing misclassification situation.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran and Fractional Operations

Manager at Floodlight Consulting Group.

Related reading
•  WIP Management for Restoration Companies

•  Closeout Discipline: Why Restoration Companies Leave 8–15% on the Table at Job End

•  Overhead Allocation in Restoration

Talent Retention in Restoration: Keeping the People Who Build Your
Company
Source: https://profitdetective.net/restoration-company-talent-retention-strategies/ Published: May 1, 2026
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Restoration employee retention is driven by five factors: career path clarity (knowing where

advancement leads), fair and transparent compensation, genuine investment in technical development

(IICRC certifications), consistent management quality, and a company culture where people feel

respected and heard. Pay is necessary but not sufficient — the top reasons people leave restoration

companies are management and lack of growth.

Talent Retention in Restoration: Keeping the People Who Build Your
Company
Restoration has a turnover problem. Industry surveys consistently show average technician tenure under 24

months. Companies spend $8,000–$15,000 to recruit, onboard, and bring a new technician to full productivity

— then lose them before they’ve generated enough institutional knowledge to justify that investment. The

companies that break this cycle don’t do it by paying more than everyone else. They build something that more

closely matches what people actually want from work.

Why People Leave Restoration Companies
Exit interview data consistently shows the same top reasons: (1) Management quality — “My supervisor didn’t

support me.” (2) No career path — “I didn’t see a future here.” (3) Feeling undervalued — “My work wasn’t

recognized.” (4) Compensation — often third or fourth, not first. Note what’s not at the top: money. Pay gets

people in the door. Culture and management keep them — or drive them out.

The Five Retention Levers

Lever 1: Career Path Clarity

Every technician should know: “If I stay here and perform, where can I go?” The path: Technician -> Senior

Technician -> Crew Lead -> Project Coordinator -> Project Manager -> Operations Manager. Each level needs

explicit criteria: certifications required, performance standards, compensation range, and examples of people

who have actually made the transition.

Lever 2: Technical Development Investment

Paying for IICRC certifications is retention investment, not just training cost. A technician with

employer-funded WRT, ASD, and AMRT certifications has a tangible reason to stay. Certification payback

agreements (repay costs if they leave within 12–18 months) protect the investment while reinforcing mutual

commitment.

Lever 3: Recognition That Lands

Generic recognition doesn’t retain people. Specific, public, meaningful recognition does. “Marcus, the

documentation package you produced on the Category 3 job last week resulted in full supplement approval

without a dispute. That’s the standard we’re all working toward.” Building specific recognition into your

weekly rhythm costs nothing and produces measurable retention impact.

Lever 4: Management Quality Development

People leave managers, not companies. One supervisor who drives three technicians out per year through poor

management costs the company $45,000+ in annual turnover cost. Investing in supervisor and crew lead
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training in feedback, communication, and accountability is retention investment at scale.

Lever 5: Transparent and Competitive Compensation

The retention damage from compensation usually isn’t that companies pay too little — it’s that they pay

inconsistently without visible rationale. Publishing pay ranges by level (“Technician II: $22–$26/hour, based on

certifications and performance”) reduces anxiety and creates a framework employees can navigate toward.

FAQ

What is the average employee turnover cost in restoration?

The commonly cited formula — 50–100% of annual salary for a non-managerial role — suggests

$8,000–$15,000 per technician departure when you account for recruiting, training, lost productivity, and the

impact on remaining team members.

What is a certification payback agreement?

A certification payback agreement requires an employee to repay employer-funded certification costs if they

leave within a defined period (typically 12–18 months). It protects training investment and signals mutual

commitment — while still being a benefit, because the certification belongs to the employee regardless.

What is a retention interview?

A proactive conversation with a currently-employed team member asking what they value most about their role,

what they would change, and what might cause them to consider leaving. Conducted regularly with key

employees, retention interviews identify risks and unmet needs before they become departure decisions.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran who has developed retention

programs and career development systems for restoration companies across North America.

Related reading
•  The 90-Day Role Ramp

•  Hiring Restoration Technicians

•  Hiring the Right Office Manager for Your Restoration Company

The Annual Planning Process for Restoration Companies: Building a Year
That Works
Source: https://profitdetective.net/restoration-company-annual-planning-offsite/ Published: May 1, 2026

An effective restoration company annual planning process includes a frank assessment of the prior

year’s performance against goals, financial target-setting for the coming year (by service line and

margin), strategic priorities and the decisions that enable them, a people plan, and a 90-day priority

queue for Q1 — all developed with the management team, not by the owner alone.

The Annual Planning Process for Restoration Companies: Building a Year
That Works
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Most restoration owners do something resembling annual planning — a conversation with their accountant

about last year’s taxes and a vague mental commitment to grow revenue by some percentage this year. That’s

not a plan. That’s an aspiration. A genuine annual planning process produces something specific: a written

document that drives daily decisions for the next twelve months.

The Annual Planning Structure

Step 1: The Prior Year Honest Assessment

Before planning the future, tell the truth about the past. Pull out whatever goals you set last year and measure

actual performance against them — financial performance (revenue, gross margin, overhead, net margin),

operational performance (systems implemented, quality targets), and people performance (hires made, turnover

and why). The honest question for each gap: Was this a goal that wasn’t truly prioritized, outside your control,

or simply not achievable as stated?

Step 2: Financial Target-Setting

Set specific, achievable financial targets built from the bottom up — not from “let’s grow 20%” applied to last

year’s number. Build the model by service line: what is your current run rate, what specific actions will change

it, what is a realistic target given those actions? If the model produces a net margin you can’t sustain, revise

costs or revenue projections rather than accepting a plan that doesn’t work.

Step 3: Strategic Priorities

Identify 3–5 strategic decisions or initiatives for the coming year — not operational tasks, but choices that will

meaningfully change the business trajectory. Each should have an owner, a timeline, and a definition of “done.”

Step 4: People Plan

What positions need to be filled? What development commitments are being made to specific individuals?

What is the plan for your highest flight-risk employees? What compensation adjustments are required to retain

critical people?

Step 5: Q1 Priority Queue

Identify the 3–5 most important specific actions for the first 90 days. Assign an owner to each. Set a deadline.

Review at the end of Q1. The output of the full process should be a written document — ideally 5–8 pages —

shared with your management team and referenced throughout the year.

FAQ

How long should a restoration company annual planning session take?

A full annual planning process takes 4–6 hours for a small restoration company (under $3M) and a full day for a

mid-size company ($3M–$10M) with a management team. The investment in planning time is returned many

times over in decision quality and execution alignment throughout the year.

Should restoration company employees participate in annual planning?

Management team members (operations manager, senior PM, office manager) should participate in the

planning process, at least for sections relevant to their domains. This creates buy-in and surfaces operational
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knowledge the owner alone may miss.

What financial metrics should a restoration company set annual targets for?

At minimum: revenue by service line, gross margin percentage (by service line and blended), overhead as a

percentage of revenue, and net margin percentage.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran and Fractional Operations

Manager at Floodlight Consulting Group. Annual planning facilitation is a component of his fractional

operations practice.

Related reading
•  Why Some Restoration Companies Grow Revenue but Still Can’t Scale

•  Strategic Planning for Restoration Companies

•  Why $10M Restoration Companies Still Bleed Cash

Employee Onboarding for Restoration Companies
Source: https://profitdetective.net/restoration-company-onboarding-new-employees/ Published: May 1, 2026

Employee onboarding for restoration companies is the structured process of integrating new hires into

the company’s systems, culture, safety protocols, and technical standards so they reach full productivity

faster and stay longer.

Why Onboarding Determines Retention and Performance
The first 90 days set an employee’s trajectory. A new tech who never receives clear expectations, proper safety

training, or a sense of belonging is a turnover risk by day 60. In an industry where skilled labor is scarce and

training takes months, early attrition is expensive. Structured onboarding pays back in retention and faster

time-to-productivity.

The First Day Experience

Day one sets the tone. Have their equipment ready, their login credentials active, and a schedule prepared

before they arrive. Assign a peer mentor for the first two weeks. Introduce them to the full team. Walk the

facility. Review the employee handbook together — don’t just hand it over. A new hire who feels welcomed on

day one comes back on day two.

Safety Training Is Non-Negotiable

Restoration work involves biological hazards, chemical exposure, PPE requirements, and confined space risks.

Safety onboarding is not a checkbox — it’s a liability and moral obligation. Before a new tech sets foot on a

loss site, complete OSHA 10 training, PPE protocol review, and company-specific safety procedures.

Document every training session.

The 30-60-90 Day Onboarding Framework
Structure onboarding around three milestones. Day 30: systems competency (CRM, documentation tools,

billing software, communication protocols). Day 60: field competency under supervision (can execute standard
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job tasks with guidance). Day 90: independent performance review against defined role KPIs. Schedule formal

check-ins at each milestone.

Technical Training Sequence

For field technicians, follow a job-type sequencing approach: water mitigation first (highest volume), then mold

remediation, then fire and smoke. Layer in IICRC certifications in the same sequence: WRT -> AMRT ->

FSRT. Don’t flood new hires with every job type simultaneously — depth before breadth.

Documenting the Onboarding Process

An onboarding checklist that the new hire and their supervisor both sign creates accountability and

documentation. If an employee is later terminated for performance issues, a well-documented onboarding

record demonstrates that expectations were communicated clearly.

FAQ: Employee Onboarding for Restoration Companies

How long should restoration company onboarding take?

Plan for 90 days of structured onboarding for field technicians, 6 months for project managers. Formal

onboarding ends, but mentoring and development should continue beyond these windows.

What’s the biggest mistake restoration companies make in onboarding?

Throwing new hires into the field immediately without structure. “Learn by doing” without guidance produces

frustrated employees, inconsistent quality, and safety incidents. Invest the first two weeks in orientation before

active job deployment.

Should I use an LMS (learning management system) for onboarding?

For companies with more than 10 employees, yes. Platforms like TalentLMS or Trainual allow you to build

consistent training modules that every new hire completes in sequence, with completion tracking and quiz

verification.

Published by the Profit Detective editorial team. Profit Detective helps restoration company owners find hidden

revenue and build sustainable profit systems.

Related reading
•  The 90-Day Role Ramp

•  Meeting Architecture for Restoration Companies

•  The 90-Day Onboarding Plan for a New Restoration Operations Manager

Training Project Managers in Restoration Companies
Source: https://profitdetective.net/restoration-company-project-manager-training/ Published: May 1, 2026

Project manager training in restoration is the structured development process that equips PMs with the

technical, communication, and business skills needed to run profitable jobs, satisfy clients, and drive

company growth without constant owner involvement.
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Why PM Quality Determines Your Scalability
The restoration owner who can’t step away from operations is usually running a company where the PMs aren’t

trained to own outcomes. A well-trained PM closes supplements, keeps clients informed, manages

subcontractors, and delivers jobs on time and on budget — without calling the owner for every decision.

The PM Skills Stack

Effective restoration PMs need four skill domains: technical knowledge (drying science, mold protocols,

reconstruction sequencing), documentation (photo standards, moisture logs, daily notes), client communication

(empathy, expectation-setting, complaint handling), and financial literacy (reading job cost reports, scope

management, supplement writing).

Building a PM Training Curriculum

Don’t rely on osmosis. Build a written training curriculum with milestones. Week one: systems and tools.

Month one: shadow every job type. Month three: run jobs with oversight. Month six: full ownership with KPI

accountability. Certifications like WRT and ASD from the IICRC should be mandatory within the first year.

Common PM Training Failures
Most PM training failures trace back to three causes: no written process, training by exception rather than by

design, and promoting technical skill without teaching business fundamentals. A great tech who knows drying

science but can’t read a job cost report will still bleed margin on every job.

KPIs Every PM Should Own

Hold PMs accountable to job gross margin percentage, client satisfaction scores, supplement approval rate, and

cycle time (days to close). These four metrics predict both profitability and growth capacity. Review them in

monthly one-on-ones.

Compensation Structures That Reinforce the Right Behaviors

Consider tying a portion of PM compensation to job gross margin. When PMs share in profitability, their

behavior around scope management, documentation, and supplement writing changes. Keep the base

competitive and the variable meaningful — not a token gesture.

FAQ: Training Project Managers in Restoration

How long does it take to fully train a restoration PM?

Expect 6–12 months before a PM can run jobs independently with consistent results. Faster timelines are

possible with strong mentorship and a structured curriculum. Rushing the process creates PMs who appear

ready but struggle under pressure.

Should I hire PMs from inside or outside the restoration industry?

Both work. Internal promotions bring industry knowledge but may need more business skills training. External

hires with construction or project management backgrounds need technical restoration training. Prioritize

coachability over existing knowledge.

What certifications should restoration PMs have?
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IICRC WRT (Water Restoration Technician) and ASD (Applied Structural Drying) are baseline. Depending on

services offered, add AMRT (Applied Microbial Remediation Technician) for mold work and FSRT (Fire and

Smoke Restoration Technician) for fire jobs.

Published by the Profit Detective editorial team. Profit Detective helps restoration company owners find hidden

revenue and build sustainable profit systems.

Related reading
•  The 90-Day Role Ramp

•  The PM Bottleneck: When Restoration Project Managers Are the Margin Problem

•  Building an Estimating Training System for Restoration Companies

Equipment Management for Restoration Companies
Source: https://profitdetective.net/restoration-company-equipment-management-utilization/ Published: May 1,

2026

Equipment management for restoration companies is the systematic tracking, maintenance, and

deployment of drying and mitigation equipment to maximize utilization rates, reduce loss, and ensure

every job has the tools it needs without over-purchasing.

Why Equipment Is a Profit Lever Most Owners Ignore
Restoration equipment sits at the intersection of job cost and revenue. Dehumidifiers, air movers, and specialty

drying equipment represent significant capital investment. Poor tracking means equipment gets lost, stolen, or

billed incorrectly — all of which directly hit your margin.

The Cost of Poor Utilization

An idle dehumidifier earns nothing. An untracked air mover that leaves a job site and doesn’t return costs you

replacement value plus the revenue it could have generated. Utilization rate — the percentage of time

equipment is on a billable job — is the metric that matters most.

Building a Tracking System

Every piece of equipment should have a unique asset tag. When it leaves the warehouse, log it to a job. When it

returns, log it back. This sounds simple but most small restoration companies don’t do it consistently. A basic

spreadsheet beats nothing; dedicated equipment management software beats a spreadsheet.

Maintenance Schedules That Protect Your Asset Base
Equipment that breaks mid-job costs you the repair bill plus potential job delays and client frustration. Build a

preventive maintenance schedule for every equipment category. Log service dates and flag items approaching

their service interval before they fail in the field.

When to Rent vs. Buy

Specialty equipment used on fewer than eight to ten jobs per year often pencils better as a rental.

High-frequency core equipment — air movers and standard dehumidifiers — should be owned. Run the
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numbers before adding to your fleet.

Billing Equipment Correctly

Every piece of equipment placed on a loss site should appear on the estimate and invoice. Missed equipment

billing is pure lost revenue. Integrate your equipment tracking with your estimating workflow so deployment

automatically triggers line items.

FAQ: Equipment Management for Restoration

What is a good equipment utilization rate for a restoration company?

Industry benchmarks suggest 60–75% utilization as healthy for core drying equipment. Below 50% means

you’re over-equipped or under-deployed. Above 85% means you may be turning down work due to equipment

constraints.

What software do restoration companies use for equipment tracking?

Popular options include Encircle, DASH, and Jonas Service Management. Some companies use Xactimate

integration for billing. The right tool depends on your size and workflow.

How do I reduce equipment loss on job sites?

Check-out/check-in logs, tech accountability, and regular site audits during active drying reduce loss

significantly. Some companies use QR code scans via mobile app for real-time tracking.

Published by the Profit Detective editorial team. Profit Detective helps restoration company owners find hidden

revenue and build sustainable profit systems.

Related reading
•  Equipment and Fleet Economics for Restoration Companies

•  Subcontractor Management System for Restoration Companies

•  Subcontractor Management for Restoration Companies

Building a Culture of Accountability in Your Restoration Company
Source: https://profitdetective.net/restoration-company-culture-accountability/ Published: May 1, 2026

What is an accountability culture in restoration? An accountability culture is an organizational

environment where employees at every level understand expectations clearly, take ownership of results,

and can expect consistent consequences — both positive and negative — for their performance. It is

built through leadership modeling, clear standards, and consistent enforcement.

Building a Culture of Accountability in Your Restoration Company
“Nobody takes ownership.” “I have to check everything myself.” “They do it right when I’m watching and cut

corners when I’m not.” These are accountability failures — but they’re not primarily employee failures.

They’re leadership and systems failures. Accountability is a culture, not a policy. And cultures are built from

the top.
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Why Accountability Cultures Fail to Develop
The owner models inconsistency — skipping documentation when busy teaches technicians that documentation

is optional when busy. Standards are implicit, not explicit — they exist in the owner’s head but have never been

written down, communicated at hire, or enforced consistently. Consequences are inconsistent — if good work

and poor work produce the same outcome, there’s no accountability mechanism.

The Five Practices of Accountable Leaders
Practice 1: Model the standard — do what you ask your team to do, in front of them, without exception.

Practice 2: Give clear, specific expectations — “complete moisture documentation within 2 hours of equipment

placement using the standard form” not “do good work.” Practice 3: Inspect what you expect — if you’ve set a

standard, randomly audit it. Practice 4: Address gaps promptly — feedback in the moment is more effective

than waiting for monthly review. Practice 5: Recognize excellence specifically — name it, explain why it’s

excellent, make it visible to the team.

FAQ

What is the difference between accountability and blame in restoration?

Accountability is forward-looking: what went wrong, what’s the standard, how do we close the gap? Blame is

backward-looking: whose fault is it? Accountability cultures ask “how do we fix this?” Blame cultures ask

“who screwed up?” The distinction matters enormously for whether employees report problems or hide them.

How do you build accountability without micromanaging?

Set clear expectations, measure outcomes (not activities), provide regular feedback, and let people do their

work. Micromanagement happens when you don’t trust people to meet the standard — which is either a hiring

problem or a communication problem. Fix those, and you can manage outcomes rather than activities.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran and speaker on developing

downline leaders and cultures of accountability.

Related reading
•  The 90-Day Role Ramp

•  Performance Management in Restoration

•  Talent Retention in Restoration

Performance Management in Restoration: Building Accountability Without
Losing Your People
Source: https://profitdetective.net/restoration-company-employee-performance-management/ Published: May

1, 2026

What is performance management in a restoration company? Performance management in restoration is

the systematic process of setting clear expectations, measuring results against those expectations,

providing regular feedback, and taking action when performance falls short — creating an

accountability culture where good work is recognized and poor performance is addressed consistently.
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Performance Management in Restoration: Building Accountability Without
Losing Your People
Most restoration owners tolerate underperformance for too long, address it once informally with no result, then

either fire the person abruptly or keep tolerating it. Neither outcome serves the business. And the employees

who are performing well watch this pattern and draw the obvious conclusion: performance doesn’t matter here.

The Foundation: Clear Expectations Before Accountability
You cannot hold someone accountable for expectations you haven’t communicated clearly. For each role, write

down what “good performance” actually means — output expectations (what they produce), behavioral

expectations (how they show up), and development expectations (what they’re working to improve). Share

these at hire and review them in every performance conversation.

The Three Performance Conversations

1. The Weekly Check-In (5-10 minutes)

Three questions: What went well this week? What did you struggle with? What do you need from me? This

prevents small problems from becoming big ones by creating a consistent channel for early identification and

support.

2. The Monthly One-on-One (30-45 minutes)

Review actual performance against expectations using data — estimate-to-actual variance, supplement approval

rate, customer satisfaction scores, documentation completion rate. Data creates accountability, not subjective

opinion.

3. The Annual Review (60-90 minutes)

Full year performance, development goal progress, compensation discussion, goals for the coming year. The

annual review should contain no surprises — if you’re delivering significant performance feedback for the first

time here, the monthly check-ins haven’t been working.

Progressive Discipline Framework
Step 1: Coaching conversation (documented). Step 2: Verbal warning with documentation. Step 3: Written

warning signed by both parties. Step 4: Termination when previous steps have been followed and performance

hasn’t improved. This process protects you from wrongful termination claims and signals to your team that

performance standards are real.

FAQ

What is a performance improvement plan (PIP)?

A PIP is a formal document specifying the performance gaps, required improvements, support being provided,

timeline for improvement, and consequences of not meeting the plan. It’s typically Step 3 in a progressive

discipline process.

What is the most common performance management mistake in restoration companies?
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Inconsistency — holding some employees to standards while tolerating the same behavior from others.

Inconsistent enforcement destroys credibility and creates legitimate claims of favoritism.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran who has developed management

systems and accountability cultures for restoration companies across North America.

Related reading
•  The 90-Day Role Ramp

•  Building a Culture of Accountability in Your Restoration Company

•  Talent Retention in Restoration

AI and Technology in Restoration: What Actually Moves the Needle
Source: https://profitdetective.net/ai-technology-restoration-company-operations/ Published: May 1, 2026

How is AI being used in restoration companies? AI is most effectively used in restoration for automated

estimate review and supplement identification, predictive job costing, marketing and content

automation, and customer communication workflows. The highest-ROI technology investments in

restoration remain job management software, automated documentation, and moisture monitoring

systems — not AI specifically.

AI and Technology in Restoration: What Actually Moves the Needle
The restoration industry is being aggressively marketed to by technology vendors promising AI-powered

transformation. Some of these tools are genuinely valuable. Many are features dressed up as platforms. Here’s

an honest assessment of where technology investment delivers real operational and financial return.

High-ROI Technology Investments

Job Management Software

Platforms like Dash, RMS Cloud, or similar restoration-specific job management tools are the highest-ROI

technology investment for most companies under $5M. They centralize job documentation, automate workflow

steps, track equipment deployment, and integrate with Xactimate. Companies that implement job management

software consistently report 15–25% improvement in documentation completeness and measurable reduction in

TPA dispute rates.

Automated Moisture Monitoring

IoT moisture sensors that automatically log readings and generate drying reports eliminate manual data entry,

reduce the risk of under-documented drying records, and provide objective proof of dry conditions at job close.

The cost is modest (sensors run $50–200 each); the value in documentation quality and dispute avoidance is

significant.

AI-Assisted Estimate Review

Several platforms now offer AI-powered estimate review that flags potential missed line items and scope gaps

based on the job type, square footage, and materials documented. For companies with estimating accuracy

problems, these tools can materially improve supplement capture rates.



Profit Detective — profitdetective.net Page 54

Technology That Rarely Delivers as Promised

AI Customer Service Bots

Emergency restoration customers are calling because they have a crisis. They want a competent human to

answer the phone and tell them help is coming. AI chatbots and automated response systems perform poorly in

this context — the conversion rate from emergency call to booked job is significantly higher when a trained

human answers immediately.

FAQ

What software do restoration companies use?

The most widely used software in restoration includes Xactimate (estimating), Dash or RMS Cloud (job

management), QuickBooks or Sage (accounting), and various CRM platforms for customer and referral

relationship management. SERVPRO and ServiceMaster franchise systems include proprietary job

management software.

Is Xactimate AI-powered?

Xactimate has integrated AI-assisted features including sketch-to-estimate tools, aerial measurement

integration, and claim analytics. The core estimating platform remains user-driven — scope decisions require

human judgment — but AI tools are increasingly embedded in the workflow to improve speed and accuracy.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran who evaluates technology

investment decisions as part of his diagnostic practice for restoration companies.

Related reading
•  Equipment and Fleet Economics for Restoration Companies

•  Choosing a CRM for Your Restoration Company

•  Technology ROI for Restoration Companies

Hiring Restoration Technicians: The Retention Strategy That Actually Works
Source: https://profitdetective.net/hiring-restoration-technicians-retention-strategy/ Published: May 1, 2026

Why is restoration technician retention so difficult? Restoration technician retention is difficult because

the industry has historically underpaid for skilled labor, provided limited advancement paths, and

required demanding schedules without adequate compensation for that demand. Companies that address

all three factors see dramatically lower turnover.

Hiring Restoration Technicians: The Retention Strategy That Actually Works
The average restoration company loses 30–40% of its technician workforce every year. The cost of that

turnover — recruiting, onboarding, training, productivity loss during ramp-up — typically runs $8,000–$15,000

per technician lost. For a company that employs 15 field technicians and loses 5 per year, that’s

$40,000–$75,000 in annual turnover cost, almost entirely invisible on the P&L because it never appears as a

line item.
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The Three Reasons Technicians Leave

Reason 1: Compensation Doesn’t Reflect Skill

The restoration industry has a long history of treating technician labor as a commodity. The result is

compensation structures that don’t differentiate between a certified, experienced water mitigation technician

and someone hired off the street last month. Skilled technicians who recognize their own market value leave for

competitors who pay for it.

Reason 2: No Advancement Path

Most restoration companies have flat field hierarchies. You’re a technician until you’re a supervisor or project

manager — and those roles open infrequently. Technicians who want to grow their careers and earnings but see

no path at their current employer eventually find one elsewhere.

Reason 3: Schedule Demands Without Adequate Compensation

Restoration is a 24/7 business with unpredictable emergency call demands. Technicians who are on-call

regularly, respond to middle-of-the-night water losses, and work extended hours during CAT events are

providing significant value — but many companies compensate this on-call demand inadequately, creating

resentment that drives turnover.

The Retention Framework

Build a Certification-Based Pay Ladder

Create explicit pay bands tied to IICRC certifications and tenure. An entry-level technician earns $18–22/hour.

A WRT-certified technician earns $22–26/hour. An ASD-certified technician earns $26–30/hour. A crew lead

with multiple certifications earns $30–38/hour. This makes advancement and earning growth visible,

predictable, and entirely within the technician’s control.

Pay On-Call Demand Explicitly

Technicians who carry after-hours on-call responsibility should receive a weekly on-call stipend

($150–$300/week is common) in addition to overtime pay when they respond. This compensates the lifestyle

imposition of being on-call even on weeks when they don’t get called — which is the fairest way to handle the

inherent unpredictability of emergency response schedules.

Create Field Leadership Roles

Crew leads, lead technicians, and field supervisors are distinct roles from project managers — they’re

field-level leadership positions that experienced technicians can grow into without leaving field work. Creating

and compensating these roles builds retention among your best field employees by giving them advancement

that doesn’t require becoming a desk-based PM.

FAQ

What certifications should restoration technicians have?

The core IICRC certifications for restoration technicians are WRT (Water Damage Restoration Technician),

ASD (Applied Structural Drying), FSRT (Fire and Smoke Restoration Technician), and AMRT (Applied
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Microbial Remediation Technician). WRT is the foundational certification for any water damage technician.

How much does restoration technician turnover cost?

Restoration technician turnover typically costs $8,000–$15,000 per lost employee when recruiting, onboarding,

training, and productivity loss during ramp-up are fully accounted for. Most companies dramatically

underestimate this cost because it doesn’t appear as a single line item.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran who has diagnosed and

resolved operational and retention challenges for 150+ restoration companies across North America.

Related reading
•  The 90-Day Role Ramp

•  Span of Control in Restoration

•  Talent Retention in Restoration

Why Restoration Owners Can’t Afford to Stay the Best Technician in the
Room
Source: https://profitdetective.net/restoration-owner-operator-leadership-bottleneck/ Published: May 1, 2026

What is the owner-operator bottleneck in restoration? The owner-operator bottleneck is the growth

ceiling that occurs when a restoration company’s decisions, customer relationships, and operational

quality are primarily dependent on the owner’s personal involvement — making the business unable to

scale beyond the owner’s individual capacity.

You built your restoration company because you were good at the work. That competence earned you a

company. And now it’s holding you back.

The skills that built a $1M restoration operation are not the skills that build a $5M operation. After 36 years in

this industry, this is the most consistent pattern I see: owners who are outstanding technicians, trapped inside

businesses that can’t grow past their personal capacity.

How the Bottleneck Forms
It starts with good intentions. You stay involved in estimating because your estimates win more jobs. You take

the calls from difficult adjusters because you know how to handle them. Each of those decisions is locally

correct. But the aggregate effect is that your company cannot function without you — and a company that

cannot function without you has a hard ceiling on its growth.

The Four Things You Need to Let Go Of First
1. Estimating. The highest-leverage move most restoration owners can make is developing an estimator who

produces work at 85-90% of your quality — and then getting out of the way. 85-90% of your quality, applied to

3x the volume, produces far more revenue than 100% applied to whatever you personally have time to estimate.

2. Field Problem-Solving. Every time you solve a field problem personally, you prevent your project managers

from learning to solve it. Build a decision framework: at what point does a problem require your involvement?
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Enforce it consistently.

3. Adjuster and TPA Relationships. Start introducing your PMs into these relationships now. Transfer the

relationship gradually, while you’re still there.

4. Hiring Decisions. Develop a hiring profile for each role, build an interview process, and empower your

operations manager to make hiring decisions for field staff.

Building the Management Layer
The most important investment a restoration owner at $3M-$8M in revenue can make is in a competent

operations manager. This hire is often delayed because owners can’t see how they’ll afford it. The honest

answer is that you can’t afford not to. Every month you delay is another month your personal capacity is the

ceiling on your company’s growth.

Frequently Asked Questions
When should a restoration company hire an operations manager? Most restoration companies need an

operations manager when they reach $3M-$5M in revenue and the owner can no longer manage all field

operations personally without sacrificing business development and strategic work.

What does it cost to hire a restoration operations manager? Operations managers in restoration typically

earn $75,000-$120,000 depending on market and experience. For most owners at $3M+, the revenue unlocked

by their presence is well above the salary cost.

Mike McCabe is The Profit Detective — a 36-year restoration industry veteran and Fractional Operations

Manager at Floodlight Consulting Group. He has personally developed and trained leadership teams across

150+ restoration companies.

Related reading
•  The 90-Day Role Ramp

•  The PM Bottleneck: When Restoration Project Managers Are the Margin Problem

•  Meeting Architecture for Restoration Companies


