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Restoration Recruiting: Why Senior Hiring is
Now Strategic

This is the third article in the Senior Talent as Force Multiplier cluster under The Restoration Operator’s

Playbook. It builds on the talent window article and the compensation math article.

Recruiting has been treated as the wrong function for a generation
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Recruiting treated as the wrong function for a generation.

In most restoration companies, recruiting lives somewhere between human resources and the operations
leader’s spare time. When a senior position needs to be filled, the operations leader posts the role,

screens resumes, conducts interviews, and makes the hire. The HR function, if one exists at all, handles
the offer paperwork, the background check, and the onboarding logistics. The recruiting itself is a thing

the operations leader does on top of running operations.

This setup has produced acceptable results for most of the industry’s history. The senior labor market has

been stable enough, the relationships in any given local market have been thick enough, and the volume
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of senior hires per year has been low enough that the operations leader could fit recruiting into a busy

week without the company suffering visibly for it.

That setup is now structurally inadequate. Not because the operations leaders have gotten worse at
recruiting. Because the strategic stakes of senior hiring have risen to a level where treating recruiting as a
side activity is leaving real money on the table — and, in some cases, costing the company access to the
talent that determines whether the operating system described in the rest of this playbook can actually be
built.

This article is about what it means to elevate recruiting from a tactical function to a strategic capability,
what the actual mechanics of that change look like inside a restoration company, and why the companies

that have made the shift are pulling away from the ones that have not.

Why the strategic stakes have risen

Three things have changed in the restoration senior labor market over the last thirty-six months that

make recruiting a strategic question in a way it was not before.

The first is the repricing of senior talent described in the compensation article. When the market price of

a senior PM was stable for years, the cost of being a slow recruiter was modest. The role would be filled
eventually, at a number that did not vary much from the budget. When the market price is shifting
upward at five to ten percent per year and the most marketable candidates are entertaining multiple
offers, the cost of being slow is significant. A four-month senior search in a rising market means the offer
that wins the candidate is meaningfully higher than the offer that would have won them in month two.

Speed is now compensation.

The second is the entry of buyers who treat senior recruiting as a strategic priority. Private equity-backed
roll-ups, multi-regional restoration platforms, insurance company-affiliated TPAs, and a handful of well-
capitalized independents have begun building dedicated senior recruiting capabilities that the typical
local or regional restoration company is not competing against effectively. These buyers move faster,
present more sophisticated offers, and access candidate pools that are invisible to companies relying on
local job boards and word of mouth. A regional restoration company with a great culture and a fair
compensation package can still lose senior candidates to these buyers, not because the candidate prefers

the buyer’s company but because the buyer ran a better recruiting process.

The third is the structural shift in what the senior hire actually contributes, as discussed throughout this
cluster and the source code article in the Al cluster. When a senior operator’s contribution is no longer
just the work they do directly but also the operating substrate they create for the rest of the company, the

cost of getting a senior hire wrong is structurally larger than it used to be. A bad senior hire in 2018 was
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a frustrating but recoverable mistake. A bad senior hire in 2026, in a company building an Al-augmented

operating system, can compromise the substrate the entire system depends on for years.

These three shifts have raised the operational ceiling and the operational floor on senior recruiting at the
same time. The ceiling is higher because the right senior hire enables more than they used to. The floor is
more dangerous because the wrong hire damages more than they used to. Both directions push toward

treating recruiting as a strategic function rather than a tactical one.

What strategic recruiting actually looks like
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What strategic recruiting actually looks like.

The phrase “strategic recruiting” is used loosely enough to mean almost anything. To be useful, it has to
mean something specific. Inside a restoration company in 2026, strategic recruiting has six

characteristics.

The first characteristic is that recruiting has a dedicated owner whose job is to do recruiting, not to do
recruiting on top of operations. In a small company, this owner might spend twenty percent of their time
on recruiting and eighty percent on something else. In a larger company, it might be a dedicated role. The
variable is not headcount. The variable is whether someone has been explicitly assigned the job and is

being held accountable for the recruiting outcomes the company needs.
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The second characteristic is that the company maintains an active list of senior operators in its market
who are not currently looking but who would be valuable to know about. This list is the result of
relationships, not databases. It is built and maintained through ongoing professional contact — industry
events, association activity, deliberate networking, occasional informal conversations with operators who
are not in active job-seeking mode. The list is the company’s strategic asset. When a senior role opens

up, the company is not starting from scratch. It is reaching into a list of people it already knows.

The third characteristic is a defined recruiting process for senior roles that is faster than the industry
default and more rigorous than the industry default at the same time. The fastest senior search in a
competitive market closes in four to six weeks from active engagement to signed offer. The most
rigorous senior search includes structured operational interviews, scenario-based decision discussions,
and reference work that goes beyond the candidate’s named references. The companies winning senior
battles in 2026 are running processes that combine both — speed and rigor — through deliberate process

design rather than improvised hustle.

The fourth characteristic is owner involvement at the right moments. The owner does not do the
screening or the initial outreach. The owner does engage with the final two or three candidates
personally, in conversations that are explicitly about whether the candidate is the kind of operator who
can contribute to the company the owner is building. The owner’s time is used as a strategic input at the

moments when it has the highest signal value and not wasted on the moments when it does not.

The fifth characteristic is a working relationship with at least one external recruiter who specializes in
restoration senior placement and who has been treated as a long-term partner rather than a transactional
vendor. The companies that have these relationships have access to candidate pools, market intelligence,
and candidate context that companies relying on internal recruiting alone cannot match. The relationship

is invested in over years and pays off across many hires, not just one.

The sixth characteristic is a feedback loop on every senior hire — successful and unsuccessful — that
informs the next iteration of the recruiting process. Hires that worked out well: what was true about how
they were sourced, evaluated, and onboarded? Hires that did not work out: what signals were missed,
what questions should have been asked, what should the process do differently next time? The recruiting
process gets sharper every quarter, in the same way the operational standards get sharper through the

feedback loop described in the feedback loop article.

The candidate’s perspective

Strategic recruiting is also a candidate experience question. The senior operators worth recruiting in

2026 are evaluating the companies pursuing them based on signals that include but go beyond the offer.
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The signal of how the recruiting process itself is run is itself diagnostic. A process that is slow,
disorganized, inconsistent in its messaging, or that requires the candidate to chase the company for next
steps is a signal about how the company is run more broadly. Senior operators with options read these
signals correctly. The company that runs a tight process is a company that is more likely to run tight
operations. The company that runs a sloppy process is a company that is more likely to be sloppy

operationally as well.

The signal of who the candidate meets during the process matters. A candidate who meets the operations
leader, the owner, two senior peers, and a representative of the senior team they would be working with
is being treated as a serious candidate by a serious company. A candidate who meets only the recruiter

and a hiring manager is being treated as a transactional fill, regardless of how senior the role is.

The signal of what the company asks the candidate matters. A process that asks operational scenario
questions — how would you handle this kind of situation, what is your judgment on this kind of
decision, walk me through your thinking on a complex job you have managed — signals that the
company values operational judgment and is hiring for it. A process that asks generic interview questions
signals that the company is hiring for general competence and does not have a specific framework for

evaluating senior operators.

The signal of how the offer is constructed matters. An offer that includes only a base salary and a generic
benefits package signals that the company is buying production capacity. An offer that includes the
components described in the compensation article — base, structural role, long-term participation,
explicit career path — signals that the company is hiring an architect of its operating system. The

candidate reads the difference correctly even if the dollar values are similar.

The companies running strategic recruiting processes are sending all of these signals consistently. The
candidates they want most are receiving the signals and making decisions accordingly. The companies
running tactical recruiting processes are sending the wrong signals without intending to and are losing

candidates whose decision they will never fully understand.

Tygart Media — https://tygartmedia.com/restoration-recruiting-strategic-function/


https://tygartmedia.com/senior-restoration-operator-compensation-math/

The recruiter relationship that compounds

1-3-1 handoff

One problem - Three options - One recommendation

1 1
Problem Recommend

The recruiter relationship that compounds.

One specific element of strategic recruiting deserves more attention than it usually gets. The relationship
with an external recruiter who specializes in restoration senior placement is, for the companies that have

built these relationships well, one of the most valuable competitive assets they have.

The relationship is built over years. The company brings the recruiter into its strategic conversations,
shares its operational direction, discusses upcoming hiring needs before they are urgent, and treats the
recruiter as a partner in building the senior team. The recruiter, in return, brings the company the
candidates they would not have access to otherwise, the market intelligence they would not otherwise

see, and the candidate context that turns a transactional placement into a strategic hire.

The recruiters worth building this kind of relationship with are themselves operators of the kind
described throughout this playbook. They use modern tools, they think about the industry strategically,
they understand operational discipline, and they evaluate candidates against the kind of judgment-based
criteria that determine whether a senior hire will actually work in the role. They are not posting jobs and
forwarding resumes. They are doing strategic placement work that requires them to know both the

company and the candidate at depth.
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These recruiters are not common. The ones who exist are in unusual demand from the companies that
have figured out how to work with them. Companies that have not yet built a relationship with a recruiter
of this caliber should treat finding one as a strategic priority, not a transactional task. The relationship

will pay back over a decade of senior hires.

What this means for owners deciding now

If you run a restoration company and your recruiting still happens on top of someone’s operations job,
the practical implication of this article is that the cost of the current setup is rising every year. Not
because the people doing the recruiting are doing it badly. Because the strategic stakes have outgrown

the structural setup.

The starting point is to assign someone explicit ownership of senior recruiting and to build the time for it
into their week. The starting point is also to begin the work of building the senior operator list described
above — the list of people in the market who are not looking but who would be valuable to know about
— and to start having the relationships that make the list real. The starting point is also to find the

recruiter relationship described above and to start treating it as a long-term investment.

None of this requires headcount additions. All of it requires deliberate decisions about where strategic
attention goes. The owners who make these decisions now will be hiring against the current talent
market with significant advantages over their peers. The owners who do not will be making the same
hires later, against a tighter market, at higher numbers, with worse process, and with the cumulative

effect of a year or two of suboptimal senior team construction working against them.

Recruiting has always mattered in restoration. It is now the function that determines whether the
company will have access to the senior judgment that the next chapter of the industry requires. Owners
who recognize that and act on it have a window to build a senior team that will compound across the

next decade. Owners who do not will be hiring in arrears for years.

Next in this cluster: retention when the operator has been documented — what the source code frame
means for keeping senior people in the company, and why the most successful retention programs are
explicitly built around the operator’s amplified contribution rather than around traditional retention

tactics.
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