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The Puget Sound Playbook: How AI Decides Who Gets the Water-Damage
Call
Source: https://tygartmedia.com/puget-sound-playbook/ Published: October 19, 2026

The tactics in this playbook are the same ones we publish for every market: be readable to the machines, be

named, be cited, measure it with the denominators showing. What changes in Puget Sound is that Puget Sound

is not one market. It is at least six, stacked on top of each other along one highway — and the move that wins in

Tacoma wastes money in Everett, while the move that matters most in Edmonds barely registers in Seattle. This

is the local edition: the same doctrine, market by market, with our own measurements where we have them and

honest labels where we don’t.

It has two halves, because the playbook was always two books bound together. The first half is visibility: how

the answer engines decide whose name a flooded homeowner hears. The second half is the specialty work —

the fire extinguisher tag, the records room, the server rack, the art on the lobby wall — the plays that get a

restoration company inside commercial buildings before anything breaks. Same Sound, same six markets, same

rule in both halves: a tactic only earns its place here with a local reason, and where there is no local reason, we

say so instead of swapping in a city name and calling it local.
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Every number below that carries a percentage was measured on our rig on October 18, 2026: real homeowner

questions, asked mid-flood style — “who should I call,” “who’s best,” “who has the most reviews” — put to

ChatGPT, Perplexity, Gemini, and Google AI Mode, with every answer scored for who got named and whose

pages got cited. Google AI Overview returned no answer on any question in these batteries and is excluded

everywhere below. A snapshot is not a census. It is one dated sample, with its denominators showing, and it is

still the only honest way we know to talk about this.

The doctrine, before the geography
Named and cited are two different jobs. An answer engine can use your page as a source and still recommend

somebody else — we have watched it happen, and the section on Everett below shows the receipt. Being named

is the engine volunteering your company in the answer text. Being cited is your page appearing in the source list

underneath it. The first job gets you the call. The second job is how the first one eventually happens. Any report

that blends the two into one “visibility score” is hiding the only distinction that matters.

Your website is a minority of what the engines say about you. The frame we use on our own offer comes

from McKinsey’s research: a brand’s own website is a small share of the citations about that brand. The rest

comes from the pages the models already trust — directories, association profiles, local references, roundup

pages. That is why the work is the service pages, the insurance and certification language, and the outside

profiles, in that combination. A beautiful website with thin directory presence is a company the engines can

describe but rarely do.

The competitor set is fixed, visible, and smaller than you think. Ask an engine who handles water damage in

a city and it names one or two companies, out of a frame of maybe eight that ever appear. The frame repeats.

The same names show up answer after answer, which means the game is not “rank higher” — it is “get into the

frame, then take share inside it.” You can read your frame any time you want. We run a fixed list of prompts for

exactly that reason.

Reviews are machine food now, and the machines cross-check. The engines quote review counts back at

homeowners — “over 160 five-star Google reviews” is the kind of clause that decides an answer. But the

footprint has to agree with itself across the surfaces the engines read. A deep review base on one surface and a

thin, stale profile on another reads to a model the way a half-finished job reads to an adjuster: possible, but not

the safe recommendation.

Each engine reads different sources, so “AI visibility” is not one number. In our measurements, Perplexity

and Google AI Mode cite Yelp in roughly one answer in six; Gemini has never cited Yelp in our rig at all —

zero of 35 answers. A tactic that feeds Perplexity may do nothing for Gemini. Anyone selling you a single score

for all of AI is averaging away the part you could have acted on.

Directories are citation infrastructure, not paperwork. Across 143 answers measured the same week, the

directory order was BBB first, then Thumbtack, HomeAdvisor, and Yelp fourth — 21 Yelp citations, ahead of

Expertise and Angi. When a homeowner asks an engine whether a specific company is any good, the engine

goes to that company’s own directory pages: in all three Puget Sound branded checks we ran, the company’s

Yelp business page was the page cited. Claimed, complete, current is not hygiene. It is the asset.

Measure first, fix the biggest gap, re-measure. Every engagement we run starts with the same sequence: a

fixed prompt list, scored answers, one highest-leverage fix, then the same list again after the fix so the
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movement is provable. The fix is usually unglamorous — a service page that does for one city what another of

your pages already does for a different city, a directory profile completed, a name collision cleaned up. Small

repairs, precisely aimed, beat a website rebuild aimed at everything.

Seattle metro: the saturated frame
Seattle is the hardest frame in the region to enter, because it is the one market here where franchise density and

review volume stack on top of each other. When we asked ChatGPT which Seattle-area water damage company

has the most reviews, the answer crowned listing names — shops whose review counts the engine could read

and repeat — and never reached a local company holding 100+ five-star reviews of its own. In a saturated

market, the engine’s shortlist is built from whatever is most legible at scale, and legibility at scale is what

national brands manufacture for a living.

The tactic that matters most in Seattle is citation capture on the questions franchises answer sloppily: the

specific ones. “Who handles sewage cleanup in a condo building” is a different frame from “best water damage

company,” and it is thinner. The tactic that matters least is another generic service page saying you do water

damage in Seattle — the frame already has that page, written by a brand with two thousand locations. In Seattle

you do not out-shout the wall. You find the doors in it.

The Eastside: commercial money, quiet homeowners
Bellevue, Redmond, and Kirkland run on a different economy than the rest of the Sound: higher-value homes, a

deep commercial and property-management layer, and franchise-owned restoration territory. We have not run a

dedicated Eastside measurement battery yet, so this section is doctrine, labeled as such — it will get its own

snapshot before we treat it as anything more.

The doctrine says the Eastside rewards the commercial signals: insurance billing fluency, documented response

time, capacity language a property manager can forward to an owner. The buyer asking the question is often not

the homeowner at all. It is the manager of a flooded HOA or a warehouse, asking an engine who can handle it

— and the citation has to prove commercial capability, not just residential warmth. Review volume matters less

here than it does in Seattle; a smaller, current, consistent profile across the directories beats a big stale one,

because the questions are fewer and the reader is checking, not browsing.

Tacoma and Pierce County: the winnable frame
Tacoma is where we can prove a local leader can own serious share of the frame. In our October 18 battery —

seven unbranded questions, 27 answers that named a company — the leading independent was named in 41%

of answers. That is a real seat at the table. But the same battery shows the split that decides everything: the

independent was cited in only 11% of answers, while SERVPRO was named in 59% and cited in 52%. The

engines know the local company exists. They name it from memory and cite the franchise from evidence.

The Tacoma battery also produced the single most instructive answer in our Puget Sound work. On Perplexity,

asked for the best water damage company in Tacoma, the answer opened by calling SERVPRO of Tacoma “the

strongest overall choice” — in the same market where the independent’s own Tacoma page ranks first on

Google for that question. Winning Google and winning the answer are now separate competitions, and Tacoma

is where the gap between them is easiest to close: the naming is already there, so the work is the cited evidence

underneath it — the service pages, the directory records, the outside pages Perplexity actually reads.
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One more Tacoma lesson, and it is about humility at the engine layer: asked about a burst pipe in Kent — where

the leading independent is headquartered — Gemini hedged on whether Kent was in Washington or Ohio, and

named SERVPRO. Engines get local geography wrong in ways a human never would. Part of the local play is

feeding them geography so plainly stated, in so many consistent places, that the machine cannot confuse your

city with one in Ohio.

Everett and Snohomish County: the wall, and the split
Everett is the wall. In our battery — seven unbranded questions, 28 answers — SERVPRO was named in 71%.

The leading independent, holding the deepest review base of any independent in the corridor (682 Google

reviews, displayed on its own website), was named in 29% and cited in 18%. That is not an unknown company

being ignored. That is a known company losing to a frame: SERVPRO, PuroClean, Roto-Rooter, and a rotation

of local names divide the answers, and the independent’s share is real but third-tier.

Everett also gave us the cleanest proof in the region that cited and named are different jobs. On one Gemini

answer, the source list included the independent’s own Everett page — the engine read it, used it, and then

recommended three other companies by name. If your reporting only counts citations, that answer looks like a

win. If you sell water damage work, it is a loss with a citation attached. The Everett fix is therefore not “get

cited more.” It is converting existing citation into naming: the answer assets, the directory records, and the

review surface have to say the same name the page already earns.

Asked about the company by name, all four engines named and cited it — four of four. That pattern repeats in

every Puget Sound battery we have run, and it is the most hopeful fact in this playbook: nobody we have

measured is unknown to the machines. They are un-volunteered. The distance between branded and unbranded

is the entire business.

Edmonds and the small cities: branded invisibility
Edmonds shows what happens in a small-city market when an established local company never built the second

job. In our battery — 27 answers on unbranded questions — the Edmonds-headquartered company was named

in 26% and its website cited in 7%, while SERVPRO took 70% of namings. Gemini named the company zero

times in six answers, including both questions about Edmonds, its home city. And on the four questions that

named the company directly, every engine named it back — while not one of the four cited its website. An

engine that will confirm you exist but never send a reader to your page is a directory that has your name and not

your number.

The small-city lesson cuts the other way too, and it is the best news in this playbook for independents. The

expected national rival in Edmonds was not SERVPRO’s shadow brand — 1-800 WATER DAMAGE was

named in just 4% of answers and cited in none. In small markets, the second franchise seat is often empty. The

wall is one brand deep. A local company with a complete directory presence, consistent reviews, and one strong

city page is not fighting a category — it is fighting a single incumbent’s local footprint, and footprints can be

out-built.

Small-city tactics therefore invert the Seattle order. In Seattle, directories are table stakes under a mountain of

franchise content. In Edmonds, Lynnwood, Mountlake Terrace, and their kin, the directory record and the

branded page are the game: they are what the engine has to read, and there is little else competing for its

attention. Completeness beats cleverness in a thin market.
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Kitsap and the rural edges: thin ice, honest label
West of the ferries and out past the suburbs — Bremerton, Port Orchard, Poulsbo, and the rural edges of the

counties — we have not run a measurement battery yet. This section is doctrine, and it stays labeled that way

until a Kitsap snapshot exists.

The doctrine is encouraging. Rural and small-market frames are thin: fewer franchises with real local pages,

fewer directories competing, fewer answers being generated at all. In a thin frame, one complete, consistent

presence — claimed Google profile, complete Yelp page, BBB record, one service page per town that says

plainly what you do and where — can outrank a franchise’s tenth location page, because the engine assembles

its answer from whatever exists and there is not much. Word of mouth still closes most rural work; the engines

fill the silence for everyone who moved there last year and does not have a neighbor to ask. Being the one full

record in a thin file is the cheapest seat in this whole playbook, and the first shop in each rural market to take it

seriously will be hard to dislodge.

Part Two: the specialty playbook, localized
The first half of this playbook is about being named. This half is about being inside the building before anything

breaks. Water mitigation is the call every facility already has a vendor for; the specialty plays are the door past

that vendor — the work aimed at the assets an adjuster cannot simply cut a check against. The model, as we

publish it: you do not perform the specialty work yourself. You hold the agreement, you stabilize in the first

hours, you coordinate a pre-qualified specialist bench, and the chain of custody is the product. What follows is

each play as published, then where in the Sound it actually earns — and where it doesn’t.

The fire extinguisher tag: the compliance door

Expired extinguisher tags are a real compliance problem — fire marshals, insurers, and corporate safety

programs all care — which is why a manager who ghosts every salesperson takes this meeting. You run the

inspection as a real service, walk the building with a restoration operator’s eyes while you do it, and leave a

written report with your after-hours number in the manager’s file. The ethics are the strategy: if the tags are

fine, you say so and leave. The play earns where buildings stack and one manager covers several addresses —

downtown Seattle’s office and hospital stock, the Eastside’s office parks, the multifamily corridors running

down to Tacoma. It does not earn in rural Kitsap, and the published play itself says why: it dies aimed at

buildings too small to matter. On the far side of the ferries the tag check rides along on other work, or it doesn’t

run.

The Cintas lesson: cadence is the product, and the route rep is a channel

Cintas looks like uniforms; what it actually sells is a weekly stop inside a multi-year auto-renewing agreement.

The restoration translation we publish is the emergency response agreement with scheduled walkthroughs and a

quarterly review — sell the stop, not the emergency, and stack accounts on one corridor so a crew can work a

loop instead of chasing singles. The second half of the lesson is who carries your name into buildings: the route

reps of Cintas, Aramark, and their regional competitors are inside a hundred or more commercial properties a

week, they know every property manager by name, and almost nobody in restoration talks to them. That

channel runs on the I-5 corridor exactly the way the doctrine wants — Seattle to Tacoma is one long route. In

Kitsap the ferry splits the corridor in two, and both the national reps’ books and yours have to be built as

separate loops. Density is the whole mechanic; where the water cuts the route, the mechanic halves.
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Documents and records: sell to the records manager

Paper is the first specialty build, because it is the most frequent specialty loss and the most time-sensitive: wet

paper molds in forty-eight to seventy-two hours. The response is freeze first, chamber second — vacuum

freeze-drying at a specialist like Polygon or Document Reprocessors — and the restoration company’s product

is everything around the chamber: the first-twelve-hours stabilization, the packout, the frozen transport, and a

chain-of-custody package the customer can hand to their carrier, their regulator, and their lawyer. The buyer is

not the facilities director. It is the records custodian — the office manager, the records clerk, the information

governance director — the person whose job becomes the records problem the moment water hits the file room.

Seattle holds the densest records map in the region: a major research university and its medical system, county

and municipal archives, and a downtown full of law and accounting firms whose files are their business.

Tacoma runs a close second with the county seat, a large health system, and three universities. Everett’s version

is the county government and its hospital system. The Eastside’s records sit inside corporate headquarters —

but the biggest campuses run their own machines, so the sellable layer there is the professional firms around

them, not the logos. Edmonds is the honest small version: a hospital’s records and a city hall’s, real but counted

in ones and twos. And Kitsap carries a limit worth printing: much of its records mass sits behind federal fence

lines at the shipyard and the naval base, which procure through federal channels. The local play is the county,

the cities, the school districts, and the clinics — not the fence.

Electronics: the seventy-two-hour corrosion window

Circuit boards have a faster clock than paper: acidic soot starts corroding traces inside a day, and the

recoverable window closes around seventy-two hours. The restoration company’s work is the stabilization — a

controlled power-down coordinated with the client’s own engineers, humidity driven below forty percent,

exposed boards neutralized, every serialized unit triaged and logged — and the specialist’s ultrasonic tanks do

the rest. The Eastside is this region’s electronics capital: the Redmond and Kirkland tech campuses concentrate

more servers, labs, and custom-configured equipment than anywhere else in the Sound, and none of it can be

re-ordered on Tuesday. Seattle’s version is data centers, broadcast facilities, research labs, and the port’s

logistics systems. Tacoma’s is industrial controls around the port. Everett’s is the supplier ring around the great

plant — the plant itself buys at national scale, but the shops that feed it don’t. In the small cities, electronics and

medical are the same room: the imaging suite. And Kitsap’s heaviest electronics sit behind the same fence as its

records, which is why the realistic Kitsap bench is the contractor and supplier shops outside the gates in

Bremerton and Silverdale.

Technical drying: the engineered end of drying

No piece we publish carries this exact label; the doctrine underneath it is the structural-drying science —

psychrometrics, desiccant versus refrigerant dehumidification, equipment sized to the chamber instead of the

truck — and the discipline of getting paid on the data that proves the dry. As a play it is simple: on a big

footprint, documented engineered drying is the version of the work that survives an adjuster’s scrutiny. It

follows footprint, not population. Port warehouses in Seattle and Tacoma, plant-scale buildings in Everett,

hospital campuses anywhere — those are its ground. The Sound adds one local argument: marine air. Structures

on the water, and the vessel-adjacent work around the marinas, live at humidities that make desiccant the

default rather than the upgrade. In the small cities and the rural edges there is no standing market for it — the

capability shows up there as proof on the occasional school or gymnasium loss, not as a line you staff. That

difference is written here instead of a paragraph pretending otherwise.
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Fine art and collections: stabilize, document, hand off

The art play has the humblest job description in this book: you do not treat the art. The conservator — often

designated by the carrier — determines treatment. You stabilize in place, document photographically, isolate

the piece from the ongoing damage, and make the handoff clean. What you are selling is a competent first

twenty-four hours. Seattle’s anchors are its museums and corporate collections. Tacoma owns a signature class

of its own — glass, with a museum built for it and an art museum beside it. The Eastside’s version is the

region’s one residential exception to the rule that specialty is commercial: the lakefront estate belt, where the

collections hang in houses, and where the published doctrine already says luxury residential is the only

residential segment where this economics works. Edmonds proves the play scales down — a small art museum

with a real collection is still a collection. Everett’s art center is real too, and it is a line in this paragraph rather

than a market, because that is what it is. Rural Kitsap, past one island museum, has no anchor institution to

build on, and this play does not pretend to one.

Medical and laboratory equipment: the regulated room

The fourth published category is the one most restoration companies avoid, which is precisely its value:

equipment that cannot return to service until the manufacturer recertifies it, worked under infection-control

discipline, approved through risk management and biomedical engineering on cycles that run sixty to ninety

days. Every market in this playbook has the anchor — the regional trauma center and university medical system

in Seattle, hospital systems in Tacoma, Everett, Bellevue, and Silverdale, and a full hospital in Edmonds, which

is why a town of twenty thousand supports a regulated-room play at all. What changes by market is not the

need. It is the length of the approval path, and the operator who knows that going in prices the patience

correctly.

Documentation-only: sell the record

The newest play in this book inverts the usual sale. Some losses will be remedied by the property manager’s

own crews or the owner’s contractor — that decision is already made, and fighting it wins nothing. What that

loss still needs, inside the first forty-eight hours, is a record that survives the adjuster: the two-audience photo

protocol, the moisture map and readings log, the scope narrative, the pre-existing condition log — the packet

our published doctrine has always treated as the real product, now sold on its own, flat per loss. The liability

line is the whole design: the restorer sells a record, never a certification of somebody else’s remedy. The record

states what was observed. It does not state what should be done.

Inside a pre-signed emergency services plan, the play runs at three levels, and a property manager mixes them

across a portfolio property by property. Document from the beginning is the record alone — its commercial

function is buying the decision-maker time while the evidence is secured. Hold conditions adds preservation

and stabilization during the decision window, short of full mitigation — the clocks get slowed, nothing gets

solved, and the file says exactly that. Emergency respond is the full response with documentation built in from

minute one instead of reconstructed afterward. Which level sells where follows the same density law as

everything else in this book: the record-only level sells where portfolios concentrate — Seattle and Eastside

property management, owners and general contractors who self-perform — because a buyer with forty doors

buys documentation forty times. Hold conditions sells where decision windows are structurally long:

institutional owners, carrier-approval chains, the management companies working the military corridor outside

Tacoma. And where the density isn’t there, the honest test replaces the pitch: a buyer needs enough doors,

losing often enough, to buy records on purpose — in the rural edges that buyer may not exist yet, and the play
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waits until one does. The cross-reference to the first half of this playbook is direct: a documentation client is a

relationship that recurs on every loss, including the losses you were never going to win. The company that holds

the record is the company the building already knows when the big one comes.

How the sequence runs, in any of these markets
The order of operations does not change with the zip code. Measure the frame for your city with a fixed list of

the questions your customers actually ask, scored for named and cited separately, engine by engine. Read who

is in the frame and which outside pages the answers are built from. Fix the single biggest gap first — it is

usually a page, a profile, or a name consistency problem, not a budget problem. Then run the same list again

and keep the rate as a trailing number, because frames move when a competitor publishes or a model updates.

The specialty half runs its own sequence, and it is just as fixed: build the bench before you sell the category,

sign the agreement before the loss, drill the response before the call comes. Sell only the specialties on your

bench. Add a category when the teaming agreement is signed, not when the brochure is printed.

That is the whole practice. The Sound just makes it interesting: six markets, six different first moves, one

discipline. If you want your frame measured, the free mini-check asks one real question about your company

and reports back what the answer said. The full scan runs your city’s whole list. Either way, you will know your

frame — and in Puget Sound, knowing which of the six games you are actually playing is most of the game.

Measurements: Tygart Media citation snapshots, October 18, 2026 (Everett/Snohomish, Tacoma/Pierce,

Edmonds/Seattle batteries; 143-answer directory measurement, same week). Rates are one dated sample with

denominators shown, not rankings or promises. Companies are named only as they appear in those published

measurements. Specialty doctrine: Tygart Media’s published specialty cluster (the fire extinguisher tag

strategy; document and records recovery; electronics restoration; the specialty accounts pillar) and

Restoration Intel’s recurring-revenue and specialty-recovery pieces, localized as marked — doctrine is labeled

doctrine wherever no local measurement exists yet.

Starlink on a water job — open field playbook
Source: https://tygartmedia.com/starlink-on-a-water-job/ Published: August 30, 2026

Open field playbook. No patent. Copy it, rename it, change the nouns to fire / mold / rebuild. If it makes you

money, good. If it puts another dish on a wet roof, also good.

License: do what you want. Attribution nice, not required. Tygart Media is not a Starlink, SpaceX, Tesla, or

xAI partner. Links below go straight to them. No tracking parameters. No referral codes.

Why this exists: restoration work happens where fiber is dead, the house is a Faraday cage of wet drywall, and

the phone that “has bars” cannot upload a moisture map. Starlink is a sky-view pipe. More honest job-site pipes

-> more honest traffic on the constellation -> more reason to fly birds. The selfish clause is allowed: a 4G phone

in the sticks should still talk to a voice agent when the street is dark.

Bars on the phone. Upload still dead. That is the job the dish is for.

Buy and read from the source. Prices move. The impedance rule does not.

Official doors (clean)
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Starlink (buy / plans / help)

•  Home and order: starlink.com · Order

•  Roam — travel / truck kit language

•  Business · Fixed site / Priority

•  Residential — office backup, not the flood kit

•  Technology — constellation, lasers, Redmond build

•  Help Center

•  What is Starlink Business?

•  Business vs Enterprise accounts — Enterprise is a spend threshold, not a vibe

•  In-motion use — check before you mount on a moving van

•  App: search “Starlink” in your phone store; use it to find a clear sky before you drill anything

SpaceX

•  spacex.com

•  Careers · Redmond, WA jobs

Tesla / xAI (voice rides the pipe; they are not the dish)

•  tesla.com

•  x.ai · Grok

1. Impedance — when this kit matches the job
Use Starlink when two of these are true:

•  The structure or the street has no working cable/fiber (storm, rural, construction, “the pole is in the river”).

•  You need to upload, not just talk: photos, video walkthrough, Xactimate sketch, moisture log, signed

work auth.

•  You will be on site more than an hour and cell is congested or roaming into a dead pocket.

•  The office needs a second path so after-hours voice and dispatch do not die with the cable modem.

Do not use it as:

•  A replacement for a good office fiber drop.

•  A phone. Voice agents still ride the pipe; the dish is not Jarvis.

•  A “we have Starlink” line on the website. Homeowners hire the truck that showed up.

Cell first if it works. Starlink is the sink when cell is the bottleneck.

2. Two kits (steal one)

Kit A — truck / first-on-site (most shops)

•  Starlink Mini on a Roam plan or, if this is actually a business WAN, start at Business and read the current

hardware list. Mini is the backpack dish. In-motion rules live here. The home V5 kit is not the roam toy.
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•  Power: Mini wants a USB-PD source rated 65–100 W even though it only drinks ~25–40 W. A 45 W

phone brick will lie to you. Truck: 12 V -> 30 V / Anderson, or a 500 Wh class station.

•  Plan: numbers on starlink.com move. Roam is written for travel. If the kit is production, read Business vs

Enterprise. Mini often does not sit on the Priority SLA. Do not tell a carrier you have enterprise uptime

because you paid a business invoice for a Mini.

•  One cheap travel router if Mini Wi-Fi dies inside a metal trailer.

Power before the meter. 65–100 W brick. Phone chargers lie.

Kit B — shop / yard / long dry-down

•  Performance / Priority on Business if you need an SLA and a fixed roof.

•  Permanent mount, open sky, snow-melt if you live where it snows.

•  This is backup for the office phone and the photo server. Not the hero kit on day one of a flood.

3. First 30 minutes on a wet house
First 30 minutes on a wet house with Starlink up.

•  Park where the sky is a rectangle, not a slot between two alders. Confirm in the Starlink app.

•  Dish on the hood, a pole, or the unshaded side of the trailer — not the basement, not under the soffit.

•  Power before you walk in with the meter. Boot is a couple of minutes.

•  One speed check. If download is fine and upload is garbage, you will feel it on Xactimate. Rain cuts

throughput; talk first, fat files later.

•  Name the network something boring (SHOP-JOB).

If the app says obstructed, move the dish. Do not “optimize” for twenty minutes.

4. What actually eats the pipe
What actually eats the pipe on a water job.

Thing Rough appetite Rule

Moisture photos, 50–150 shots small Fine on a small Roam month

Adjuster video walk, 10 min medium Once, compressed

Xactimate / cloud estimate small–medium Site needs the upload

Voice agent small per minute Cheap; retries are not

Netflix in the trailer the villain After the job or not at all

Group video, four people burns a small cap One camera

Voice is why the pipe matters at 11 p.m. Keep the agent short. Book or kill.

5. Who pays
Pick one. Write it in the SOP.

•  Job cost — storm / rural / no street internet. Line it like a generator.
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•  Shop overhead — office backup + after-hours voice.

•  Never the tech’s personal weekend.

Standby the truck kit when it is not a weather week. Idle is cheaper than a second hardware buy because

someone borrowed it.

6. Dispatch and voice
Dispatch and voice when the site is remote.

The dish is layer 0. The voice agent is layer 1.

On a dead-fiber job: photos go up the pipe; the after-hours line stays reachable; the agent writes a new row
(address, standing water y/n, next action). It does not edit your website.

If you already have a process, add one rule: when cell upload fails, kit A comes off the hook.

7. Failure modes
Trees and eaves. Rain. 45 W bricks. Consumer Roam sold as production WAN. Twelve intake fields before

anyone asks “can we come now?”

8. The sentence that pays the shop
“If the street internet is out we still upload your photos and get the adjuster pack off the truck tonight.”

Only say it if the kit is in the truck.

This document stays free. Charge for the hour you spend teaching another shop the first 30 minutes if you want.

Do not charge Starlink. They already sold you the dish.

9. What this is not asking
No meeting. No partnership badge. No official anything.

Redmond already knows how to stamp birds. The ground should not be a graveyard of unused kits. Order here.

Then put the dish where the sky is.

Related field notes: The leftover pile · Cursor checks on Grok Desktop mid-job

Related on Tygart Media: The leftover pile · Cursor checks on Grok Desktop mid-job.

The Profit Detective Playbook
Source: https://tygartmedia.com/profit-detective-playbook/ Published: August 13, 2026

The Profit Detective Playbook
$497

Delivered by email after checkout.

Buy Now ->
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Secure checkout via Square — all major cards accepted

You can copy this method and do it yourself. Pull your own P&L. Score the five leak zones. Cost ten jobs. Age

the AR. Run a 90-day reset on one leak. Buy Now is the packaged course: seven modules, the linked tools, and

the exercises so you are not assembling the curriculum from scratch.

This is the self-paced DIY version of the Profit Detective Diagnostic. Restoration owners doing $1M-$15M

who suspect they are leaving money on the table and want a repeatable way to find it before hiring a consultant.

How it works
Seven modules. Each one teaches a leak zone, then hands you a tool to do the detective work on your own

business. Work one module a week or binge it. Do the exercises. That is where the money is.

•  The Profit Detective Method (plus the Restoration Profitability Pyramid)

•  Estimating & Scope Leaks

•  Job Costing & Margin Leaks

•  Cash Flow & Collections Leaks

•  Sales & Conversion Leaks

•  Leadership & Overhead Leaks

•  The 90-Day Restoration Reset

Think like a detective, not an optimist
Think like a detective — score the five zones before you guess.

Most owners run on opinion. “We’re busy, so we must be profitable.” A detective wants evidence. The

method’s three habits:

•  Evidence over opinion. Pull the number before you defend the story.

•  Follow the money. A dollar of revenue passes through five checkpoints before it becomes profit. Find

which checkpoint it is escaping at.

•  Assume a leak exists. You are not asking if. You are asking where and how big.

The playbook’s teaching: in 150+ restoration companies, every one was leaking somewhere between 5% and

15% of revenue. Not because the owners were lazy. Because nobody was looking. A $4M shop leaking a

conservative 8% is $320,000 a year. That is the method’s example math, not a promise about your shop.

The Restoration Profitability Pyramid
Profitability pyramid starts with unit economics, not slogans.

Four stacked layers. Revenue at the bottom. Gross margin above it. Net profit above that. At the top: owner

freedom (cash, time, the ability to walk away from the truck).

Most owners spend 90% of their energy on the bottom layer. More leads, more trucks, more revenue. The rule:

climb the pyramid from the middle, not the bottom. A 3-point improvement in gross margin on $4M is

$120,000, and it costs nothing in new marketing. Growing revenue 3 points to get the same dollars means more
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jobs, more risk, more chaos. Ask: can I make this dollar worth more before I chase another one?

What “normal” looks like (starting case file)
Pull two documents: trailing-12 P&L, and a job-costing report for your last 20-30 completed jobs (revenue,

labor, materials, subs, equipment). If your software cannot produce job-level margin, that is your first finding.

•  Gross margin: healthy mitigation 45-55%; blended with reconstruction 35-45%. Below 35% blended is a

margin leak.

•  Net profit: a well-run shop nets 10-20%. Single digits means the leak is real and findable.

•  Overhead: if fixed overhead is eating more than 25-30% of revenue, Zone 5 is calling.

•  AR over 90 days: more than 15-20% of receivables past 90 is a Zone 3 bleed.

Circle anything outside those ranges. That is spotting where the evidence disagrees with the story.

The five zones, and how to work each one

1. Estimating & scope

Money left in the estimate. If it is not documented, you ate it. The line items that vanish most often: detach &

reset, PPE, monitoring / daily site visits, containment, equipment days, after-hours / emergency service, content

manipulation.

The discipline: review every job’s final cost against the original estimate, tagged by estimator and job type.

Filter jobs where the biggest leak is Scope/Estimate. Find the repeating miss, not the outlier. Coach that one

habit.

What good looks like: final cost within about ±5% of estimate on most jobs, because the scope was right the

first time. A weekly variance review, by estimator.

2. Job costing & margin

Four cost buckets: labor, equipment, materials, subs. Labor is the #1 leak (hours over estimate, unbilled drive

and idle time, milked T&M). Equipment sits on closed jobs, unbilled. Materials slip. Subs compress margin

when the invoice exceeds what you billed the carrier.

Run a mid-job margin check at the halfway point of every significant job. Close-out cost every job within 3-5

days of the final visit, not at month-end. Log last 10 closed jobs with all four buckets. Sort by true gross margin.

Name the money-losers. Flag every job where actual labor beat estimate by more than 10%. Write one sentence

on the worst one: what leaked, and in which bucket.

3. Cash flow & collections

You are the customer’s bank. DSO = (Accounts Receivable ÷ Total Credit Revenue) × Number of Days. Age

the buckets: 0-30 leave it; 31-60 watch; 61-90 a human on the phone this week; 90+ is a write-off countdown.

Collections cadence with a name and a day: Day 0 confirm receipt; Day 14 friendly status; Day 30 escalate by

phone; Day 45 owner or controller in writing; Day 60 formal demand path. One person owns the list. Same

standing time every week. Track submitted supplements to collection, not just to submission.

4. Sales & conversion
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For the last 90 days, log qualified leads and jobs sold. Divide. That is your conversion rate. A rough number

beats a shrug.

Four leaks: missed business-hours calls; no source attribution on paying jobs; quotes that get zero follow-up;

slow speed-to-lead on emergency work. The playbook’s rule: every estimate gets a touch within 24 hours, then

day 4, then day 8. Three touches before it is dead. Answer live, or call back within 10 minutes during business

hours. Track quote status: Sent / Followed-Up / Won / Lost.

5. Leadership & overhead

If you disappeared for 30 days and the business grinds to a halt, you own a job, not an asset. Tag a typical week:

$15/hour work vs $1,000/hour work. Audit subscriptions, idle trucks, and roles that were created for a person,

not a need.

The highest-leverage move in this zone: build one middle manager who can own the daily run. Run an

owner-dependency audit. Pick the top 3 bottlenecks. Hand each one through a 1-3-1 (one issue, three options,

one recommendation). Drain overhead while you are in there.

The 90-Day Restoration Reset
90-day reset: fix the biggest leak, then the next.

You will find leaks in all five zones. You do not have five projects. Rank by dollars at stake. One zone per

quarter.

•  Weeks 1-2: Measure & pick. Put a real dollar figure on the top leak. Write today’s baseline.

•  Weeks 3-4: Install the fix. The specific playbook from that zone. New estimate checklist, job-costing

review, weekly AR block, or lead-follow-up rule with a name on it.

•  Weeks 5-8: Make it an SOP. One page. Hand it to the person who owns it. Watch it run for a month

without you.

•  Weeks 9-12: Review & lock. Re-pull the same number. Fold the metric into the dashboard. Only then

turn to the next zone.

Once a month, 30 minutes, same five numbers: gross margin %, net %, AR over 90, conversion %, overhead %

of revenue. Same day each month. When a number drifts, you catch it in weeks.

The playbook’s compounding example: a 3-point margin gain on a $3M shop is $90,000, at zero new

marketing. Recovered margin funds the next fix.

What you should be able to say out loud
•  “My gross margin is ___ %.” An actual number.

•  “My worst leak zone is ___.” Named from the Scorecard, not a hunch.

•  “I’m fixing one zone at a time.”

•  A written 90-day plan with a measured baseline and a lock-in date.

•  A monthly diagnostic already on the calendar.
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If you want the packaged course
You can run the method from the outline above. Buy Now is the playbook delivered by email after checkout:

the seven modules, the linked tools (Scorecard, Gap-Finder, KPI Dashboard, Claims Command Center,

Leadership tools), and the detective-work exercises. Same Square button at the top of this page.

This is an operational course. Not legal, insurance, or licensing advice. The dollar examples in the modules are

teaching math, not a guarantee.

Frequently Asked Questions

Is there a refund policy?

Because this is a digital product, all sales are final. If you have a problem with your purchase, email

will@tygartmedia.com and we will sort it out.

How is this delivered?

Within 24 hours of purchase via email from will@tygartmedia.com. You will receive your download link —

Notion duplicate link, skill file, or both depending on the product.

Related on Tygart Media: profit leak scorecard · job-costing gap-finder · owner freedom kit.

How to Get Cited by Microsoft Copilot in 24 Hours (2026)
Source: https://tygartmedia.com/how-to-get-cited-microsoft-copilot-24-hours-playbook/ Published: June 22,

2026

Definition: Getting cited by Microsoft Copilot means your web content appears as a sourced reference in

Copilot’s AI-generated answers, with a clickable footnote linking back to your page. This playbook documents

the exact methodology that earned Tygart Media three confirmed Copilot citation referrals within 24 hours of

publishing 40 Microsoft Copilot articles — backed by 6,805 AI crawler hits recorded in our server logs.

Most content marketers treat AI search as a black box. They publish, wait, and hope an AI decides to cite them.

We took a different approach: we designed a controlled experiment, published 40 Microsoft Copilot articles on

tygartmedia.com on June 22, 2026, monitored our server logs in real time, and documented every crawler hit,

every referral, and every signal that led to Copilot citations. This article is the tactical playbook distilled from

that experiment — step by step, with the actual data as proof.

The Experiment That Proved 24-Hour Copilot Citation Is Possible
On June 22, 2026, Tygart Media published 40 articles targeting Microsoft Copilot-related search queries on

tygartmedia.com. Within 48 hours of publication, our server log analysis recorded 6,805 AI crawler hits —

39% more than the 4,897 combined hits from traditional search crawlers Googlebot and Bingbot during the

same period (Tygart Media server log analysis, June 2026). More importantly, we received 3 confirmed referral

visits from copilot.microsoft.com, with 2 of those carrying the utm_source=copilot.com parameter — direct

evidence that our content was being cited in Copilot answers within the first day.

This was not luck. It was the result of a deliberate methodology combining rapid indexing via IndexNow,

structured data optimization, Answer Engine Optimization (AEO), and content architecture designed
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specifically for how AI crawlers discover and evaluate content. Here is exactly how we did it.

Step 1: Trigger Immediate Indexing With IndexNow
The single most important factor in 24-hour Copilot citation is speed of indexing. Microsoft Copilot draws its

web-grounded answers from Bing’s search index. If your content is not in Bing’s index, Copilot cannot cite it

— period. This is where IndexNow becomes your most critical tool.

IndexNow is a protocol that lets publishers notify participating search engines (Bing, Yandex, and others) the

instant content is published or updated. Unlike traditional crawl-based discovery, which relies on search

engines finding your new pages through sitemaps or link following, IndexNow pushes a notification directly to

Bing’s infrastructure.

In our experiment, we observed a consistent pattern: Bingbot was the first crawler to reach every single one of

our 40 Copilot articles, arriving with a predictable 4-hour post-publish gap triggered by our IndexNow

implementation (Tygart Media server log analysis, June 2026). This speed advantage is what made 24-hour

citation possible. Without IndexNow, we would have been waiting days or weeks for Bing’s organic crawl

schedule to discover our content.

How to Implement IndexNow for Your WordPress Site

For WordPress sites, implementing IndexNow takes less than 10 minutes. Install the official IndexNow plugin

from the WordPress plugin directory, or if you are using Yoast SEO or RankMath, check their settings — both

have integrated IndexNow support. Once enabled, every time you publish or update a post, the plugin

automatically pings Bing’s IndexNow endpoint with the URL. Verify your implementation is working by

checking your Bing Webmaster Tools account — you should see IndexNow submissions appearing in the URL

Inspection tool within minutes of publishing.

A critical detail from our logs: YandexBot shadowed Bingbot on every article, hitting each URL approximately

30 seconds after Bingbot’s initial visit (Tygart Media server log analysis, June 2026). This confirms that

IndexNow notifications cascade across participating search engines simultaneously, multiplying your indexing

velocity across the entire IndexNow ecosystem.

Step 2: Structure Content for AI Comprehension With Schema Markup
Once your content is in Bing’s index, the next challenge is making it easy for AI systems to understand, extract,

and cite. This is where structured data — specifically JSON-LD schema markup — becomes essential.

Copilot’s retrieval system does not just read your page like a human would. It processes structured signals that

help it understand what your content is about, what claims it makes, what questions it answers, and how

authoritative it is.

For each of our 40 articles, we embedded three layers of schema markup: Article schema (establishing the

content type, author, publication date, and publisher), FAQPage schema (structuring the FAQ sections so AI

systems could extract question-answer pairs directly), and BreadcrumbList schema (providing navigational

context within the site hierarchy). This triple-layer approach gives AI systems three distinct structured

pathways to understand and cite your content.

The Schema Stack That Works for Copilot
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Article schema should include: @type: Article, headline, author with a @type: Person or Organization,

datePublished, dateModified, publisher, description, and mainEntityOfPage. The author field is particularly

important — Copilot’s trust signals weight authoritative authorship, and a well-structured author entity helps

your content rank higher in Copilot’s retrieval pipeline.

FAQPage schema should wrap every FAQ section in your article. Each question-answer pair becomes a

discrete, extractable unit that Copilot can surface directly in its answers. We structured 5 FAQ entries per

article, each targeting a specific long-tail query variant related to the article’s primary topic. This meant our 40

articles generated 200 structured FAQ entries — 200 potential citation surfaces for Copilot to draw from.

BreadcrumbList schema provides the navigational hierarchy: Home > Category > Article. This helps AI

systems understand where your content sits within a larger topical structure, which is a signal of topical

authority rather than isolated content.

Step 3: Optimize for Answer Engine Extraction (AEO)
Answer Engine Optimization is the practice of structuring content so AI systems can extract clean, direct

answers from your pages. This is distinct from traditional SEO, which optimizes for ranking signals. AEO

optimizes for extraction signals — making it easy for Copilot to pull a concise, accurate answer from your

content and cite you as the source.

The AEO Techniques We Used on Every Article

Definition boxes near the top of each article. Every article opened with a 40-60 word definition of the

primary concept, clearly delineated. This gives Copilot a clean, extractable definition it can cite directly without

needing to parse the entire article.

Question-formatted H2 headings with immediate answers. We structured key sections as questions

(matching how users phrase queries to Copilot) followed by direct answers in the first 50 words under each

heading. For example, instead of a heading like “Copilot Integration Features,” we used “How Does Microsoft

Copilot Integrate with Microsoft 365?” followed by a direct, concise answer before expanding into detail.

Comparison tables for competitive queries. For articles comparing Copilot to alternatives, we included

HTML comparison tables with clear column headers. Copilot can extract tabular data more efficiently than

prose comparisons, making your content the preferred citation source for comparison queries.

Numbered step-by-step instructions. For how-to content, we used explicit numbered steps with concise

action verbs. This structure maps directly to how Copilot formats procedural answers, making your content the

natural extraction source.

Step 4: Build Topical Authority With Content Clusters
A single article can earn a citation. A content cluster makes citations systematic. Our 40-article Microsoft

Copilot experiment was not a random collection of articles — it was a deliberately architected topical cluster

covering every major facet of Microsoft Copilot: adoption frameworks, ROI measurement, department-specific

guides (Word, Excel, Teams, Outlook, PowerPoint, Power BI), competitive comparisons, training programs,

and migration playbooks.
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This cluster architecture serves two purposes for Copilot citation. First, internal linking between articles signals

topical depth — when Copilot’s retrieval system encounters 40 interlinked articles covering every dimension of

a topic, it weights that domain as a topical authority. Second, the cluster provides multiple entry points for

citation. A user asking Copilot about “Copilot in Excel for finance” hits one article; a user asking about

“Copilot ROI for CIOs” hits another. Both queries return to your domain.

Our server logs confirmed this cluster effect. The 3,404 ChatGPT-User hits we recorded were not concentrated

on a handful of articles — they were distributed across the entire cluster, indicating that OpenAI’s systems were

evaluating our domain as a comprehensive authority source (Tygart Media server log analysis, June 2026).

Step 5: Maximize Entity Signals for Generative Engine Optimization (GEO)
Generative Engine Optimization goes beyond AEO by focusing on entity density and factual specificity — the

signals that make AI systems treat your content as a citable authority rather than generic information. In our

articles, we applied GEO principles systematically: every claim included a named entity (Microsoft, Copilot,

Power BI, Microsoft 365), every comparison referenced specific product names and versions, and every

recommendation was grounded in specific use cases rather than abstract advice.

Entity-rich content is citation-friendly content. When Copilot assembles an answer about “Microsoft Copilot

pricing tiers,” it preferentially cites pages that mention the specific tier names, the exact pricing structure, and

the precise feature differences — not pages that discuss “AI assistant pricing” in generic terms. Our articles

were designed to be the most entity-specific resources available on every subtopic they covered.

Step 6: Monitor and Iterate Using Server Log Intelligence
The final step in this playbook is not a one-time action — it is an ongoing intelligence loop. Server log analysis

is the only way to see exactly which AI crawlers are visiting your content, how often, and what patterns emerge.

Traditional analytics tools like Google Analytics do not capture crawler traffic — they only see human visitors.

Server logs see everything.

In our experiment, server log analysis revealed insights that no analytics tool could have provided. We observed

GPTBot execute a 1,123-request structural crawl in a single hour (11:00 UTC on June 22, 2026), systematically

evaluating every article in our Copilot cluster (Tygart Media server log analysis, June 2026). We identified

AzureAI-SearchBot making 3 targeted hits — a different signal than the bulk crawling behavior of GPTBot,

suggesting Microsoft’s AI search infrastructure was selectively evaluating specific content for citation

potential.

We also observed that Googlebot was dramatically slower to respond than Bingbot. While Bing reached every

article within 4 hours via IndexNow, Google’s crawlers took significantly longer to discover and index the

same content. This speed differential explains why Copilot — which relies on Bing’s index — was able to cite

our content within 24 hours while Google’s AI Overviews require a much longer indexing runway.

The Complete 24-Hour Copilot Citation Checklist
Here is the consolidated checklist, in the exact order of execution:

•  Enable IndexNow on your WordPress site via plugin or SEO tool integration. Verify submissions appear

in Bing Webmaster Tools.
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•  Write content using question-formatted H2s that match how users phrase queries to AI assistants.

Provide direct answers in the first 50 words under each heading.

•  Add a 40-60 word definition box at the top of each article defining the primary concept in plain,

extractable language.

•  Embed triple-layer JSON-LD schema: Article, FAQPage (with 5 structured Q&As), and

BreadcrumbList on every article.

•  Saturate content with named entities — specific product names, version numbers, company names, and

technical terms rather than generic descriptions.

•  Build internal links between all articles in the cluster. Each article should link to at least 3-5 related

articles within the same topical cluster.

•  Publish and verify indexing. Check Bing Webmaster Tools within 4 hours. Your IndexNow ping should

have triggered Bingbot to crawl the new page.

•  Monitor server logs for ChatGPT-User, GPTBot, OAI-SearchBot, and Bingbot activity. These are the

crawlers whose behavior predicts Copilot citation.

•  Check for citation referrals in your analytics — look for referral traffic from copilot.microsoft.com, with

utm_source=copilot.com in the query string.

•  Iterate. Update content based on which articles attract the most AI crawler attention. Expand sections that

AI systems are actively fetching.

Why This Works: The Copilot Citation Pipeline Explained
To understand why this playbook works, you need to understand how Microsoft Copilot’s web-grounded

citation pipeline operates. When a user asks Copilot a question that requires current web information, the

system follows a three-stage process: retrieval from Bing’s index, relevance ranking of candidate pages, and

answer synthesis with citation attribution.

Stage one — retrieval — is where IndexNow gives you the speed advantage. If your content is in Bing’s index,

it enters the candidate pool. If it is not indexed, it is invisible to Copilot regardless of how good the content is.

Stage two — relevance ranking — is where structured data, entity density, and topical authority determine

whether your page rises to the top of the candidate pool. Copilot does not cite the first result it finds; it cites the

most relevant, most authoritative, and most structured result for the specific query.

Stage three — answer synthesis — is where AEO optimization pays off. Copilot’s language model reads your

page and extracts the answer. Pages with clear definition boxes, question-formatted headings, and direct

answers in the first 50 words are easier for the model to extract from, which makes them more likely to be cited.

Our experiment proved this pipeline works as described. We optimized for all three stages simultaneously, and

the result was 3 confirmed Copilot citations within 24 hours of publication — a timeline that most content

marketers would consider impossible without the deliberate methodology outlined in this playbook.

What the Server Log Data Actually Shows
The raw numbers from our 48-hour monitoring window tell a compelling story about how AI systems evaluate

and select content for citation (all data from Tygart Media server log analysis, June 2026):
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Total AI crawler hits: 6,805. This includes all identified AI-specific user agents — GPTBot, ChatGPT-User,

OAI-SearchBot, AzureAI-SearchBot, and others. For context, traditional search crawlers (Googlebot + Bingbot

combined) generated 4,897 hits during the same period. AI crawlers produced 39% more traffic than the search

engines that have dominated web crawling for two decades.

ChatGPT-User: 3,404 hits. Each ChatGPT-User hit represents a real person asking ChatGPT a question and

ChatGPT fetching our page to formulate an answer. This is not background crawling — this is live query-driven

traffic. The volume suggests our content was being actively used to answer user queries across a wide range of

Copilot-related topics.

GPTBot: 1,123-request structural crawl in a single hour. At 11:00 UTC on June 22, GPTBot executed a

systematic evaluation of our entire Copilot content cluster. This pattern — a concentrated burst of structural

crawling — suggests OpenAI’s systems identified our domain as a potential authority source and performed a

deep evaluation to assess the breadth and depth of our coverage.

Bingbot: first to every article, 4-hour gap. Bingbot consistently arrived at each new article within

approximately 4 hours of publication, triggered by our IndexNow implementation. This reliability confirms that

IndexNow is not just a faster path to indexing — it is a predictable, repeatable mechanism for getting content

into Bing’s index on a known timeline.

3 confirmed Copilot referrals. Within the first 24 hours, we recorded 3 visits with referral source

copilot.microsoft.com, 2 of which carried the utm_source=copilot.com parameter. These are confirmed

citations — instances where a user saw our content cited in a Copilot answer and clicked through to our page.

Common Mistakes That Prevent Copilot Citations
Based on our experiment and ongoing analysis, here are the most common reasons content fails to earn Copilot

citations:

No IndexNow implementation. Without IndexNow, you are relying on Bing’s organic crawl schedule, which

can take days or weeks. Copilot cannot cite content that is not in Bing’s index.

Missing or incomplete schema markup. Content without structured data is harder for AI systems to parse,

understand, and cite. At minimum, every article should have Article schema and FAQPage schema.

Generic, non-entity-specific content. Articles that discuss topics in generic terms without naming specific

products, versions, companies, or technical concepts are less likely to be selected as citation sources by AI

retrieval systems.

Wall-of-text formatting. AI extraction systems perform better with clearly structured content: defined heading

hierarchies, short paragraphs, comparison tables, and numbered lists. Dense prose without structural markers is

harder to extract from.

Ignoring server logs. Without server log monitoring, you have no visibility into whether AI crawlers are even

visiting your content. You are operating blind — unable to see what is working, what is being ignored, and

where to focus optimization efforts.

Scaling This Playbook Across Your Content Portfolio
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The methodology described here is not limited to Microsoft Copilot content. The same principles — rapid

indexing, structured data, AEO optimization, entity density, and content clustering — apply to earning citations

from any AI system that uses web retrieval: ChatGPT, Google AI Overviews, Perplexity, and Claude’s web

search. The difference is that Copilot’s reliance on Bing’s index makes IndexNow the fastest path, while

Google’s AI Overviews require Google’s own indexing pipeline, which is historically slower.

To scale this approach, apply the same content architecture to every topical cluster on your site. Identify the

queries your audience asks AI assistants, write content that directly answers those queries with entity-rich

specificity, structure it for extraction with schema markup and AEO formatting, and ensure rapid indexing via

IndexNow. Monitor your server logs to confirm AI crawlers are discovering and evaluating your content, and

iterate based on what the data tells you.

Our 40-article experiment was proof of concept. The 6,805 AI crawler hits and 3 confirmed Copilot citations

within 24 hours demonstrate that this is not theoretical — it is a repeatable, scalable methodology backed by

primary data. The AI search landscape rewards publishers who understand how AI crawlers work and optimize

for their specific discovery and evaluation patterns. This playbook gives you the exact steps to do that.

Frequently Asked Questions

How long does it take to get cited by Microsoft Copilot after publishing?

With IndexNow enabled, Bingbot typically discovers new content within 4 hours of publication. From there,

Copilot can begin citing indexed content almost immediately. In our experiment, we recorded confirmed

Copilot citation referrals from copilot.microsoft.com within 24 hours of publishing 40 optimized articles

(Tygart Media server log analysis, June 2026). Without IndexNow, the indexing delay can stretch to days or

weeks, pushing the citation timeline out proportionally.

What is IndexNow and why is it essential for Copilot citation?

IndexNow is a web protocol that allows publishers to instantly notify participating search engines — including

Bing, Yandex, and others — when content is published, updated, or deleted. For Copilot citation, IndexNow is

essential because Copilot retrieves answers from Bing’s search index. Content that is not indexed by Bing

cannot be cited by Copilot, regardless of its quality. IndexNow eliminates the indexing delay, making 24-hour

citation achievable.

What types of schema markup help with Copilot citations?

The three most effective schema types for Copilot citation are Article schema (which establishes content type,

authorship, and publication metadata), FAQPage schema (which structures question-answer pairs for direct

extraction by AI systems), and BreadcrumbList schema (which provides site hierarchy context). Implementing

all three creates multiple structured pathways for AI systems to understand, evaluate, and cite your content.

Can I track whether Microsoft Copilot is citing my content?

Yes, through two methods. First, monitor your analytics for referral traffic from copilot.microsoft.com — look

for the utm_source=copilot.com parameter, which confirms a user clicked through from a Copilot citation.

Second, use Bing Webmaster Tools’ AI Performance dashboard, which was launched in public preview in

February 2026, to see citation metrics including total citations, grounding queries, and page-level citation

activity for your verified domain.



Tygart Media — tygartmedia.com Page 23

What is the difference between AEO and GEO for Copilot optimization?

Answer Engine Optimization (AEO) focuses on making content easy for AI systems to extract — using

question-formatted headings, definition boxes, direct answers in the first 50 words, and structured FAQ

sections. Generative Engine Optimization (GEO) focuses on making content authoritative enough to be selected

for citation — through entity density, factual specificity, named sources, and topical authority signals. Both are

necessary for consistent Copilot citations: AEO makes your content extractable, and GEO makes it the

preferred source to extract from.

This article is part of the AI Search Intelligence series by Tygart Media — original research and tactical

playbooks for the AI search era, backed by proprietary server log data from our 40-article Microsoft Copilot

content experiment. Related reading: Microsoft Copilot Pricing Compared | Copilot for Small Business vs

Enterprise | The Complete M365 Copilot Productivity Guide

Microsoft Copilot Prompt Engineering for M365: The Power User’s P
Source: https://tygartmedia.com/microsoft-copilot-prompt-engineering-m365-power-user-playbook-2026/

Published: June 22, 2026

The gap between a frustrated Microsoft Copilot user and a power user is prompt quality. The same Copilot

instance that produces a useless generic summary when prompted with “summarize this” produces an

actionable executive brief when prompted with the right structure. This is not a technology problem — it is a

skill problem, and like any skill, it follows learnable patterns.

This is the systematic prompt engineering framework for M365 Copilot — not a list of prompts to copy, but the

methodology that teaches you how to write your own.

The Four-Part Prompt Anatomy
Microsoft’s own framework breaks effective Copilot prompts into four components. Every high-quality prompt

includes most or all of these:

1. Goal: What you want Copilot to produce. Be specific about the output type and purpose.

Weak: “Help with email.” Strong: “Draft a follow-up email declining the proposal while keeping the

relationship open for future opportunities.”

2. Context: Background information Copilot needs to produce relevant output. Include the situation,

constraints, and relevant history.

Weak: (no context) Strong: “This is for a client we have worked with for 3 years who submitted a proposal that

exceeded our budget by 40%.”

3. Source: The specific files, emails, meetings, or data Copilot should reference. Use the / command or @

mentions to point to content.

Weak: “Based on recent discussions.” Strong: “Reference the email thread from Sarah about the Q3 budget and

the meeting notes from last Friday’s review.”

4. Expectations: The format, tone, length, and audience constraints for the output.



Tygart Media — tygartmedia.com Page 24

Weak: (no expectations) Strong: “Two paragraphs, professional but warm tone, under 150 words, suitable for a

VP-level audience.”

The Specificity Multiplier
Every word of specificity you add to a prompt multiplies the quality of the output. This is the single most

important concept in Copilot prompting.

Level 1 (generic): “Summarize this thread.”

Output: A chronological play-by-play of who said what. Low value.

Level 2 (targeted): “Summarize this thread focusing on budget decisions.”

Output: A filtered summary highlighting budget-relevant messages. Moderate value.

Level 3 (actionable): “Summarize this email thread focusing on budget decisions and unresolved action items.

List each decision with who made it and the date. List each unresolved item with who needs to act and the

suggested deadline.”

Output: A structured, actionable brief you can forward directly to your team. High value.

The Level 3 prompt takes 15 extra seconds to write and saves 10 minutes of post-generation editing. That is the

specificity multiplier in practice.

The Persona Technique
Starting prompts with a role or persona instruction anchors Copilot’s output style and perspective.

“Act as a project manager and create a status update from these meeting notes. Focus on milestones, risks, and

resource needs.”

“Act as a financial analyst and summarize this report. Highlight the three most significant variances from

forecast and explain the likely causes.”

“Act as an executive assistant and draft a briefing memo for the CEO based on these five documents. One page,

bullet points, focus on decisions needed.”

The persona does not change Copilot’s underlying capability — it changes the lens through which it interprets

your request and formats its output. A “project manager” persona emphasizes milestones and risks. A “financial

analyst” persona emphasizes numbers and variances. Choose the persona that matches the output you need.

Context Loading: The @ and / Syntax
Most users type prompts as if they are talking to a stranger. Power users load context into every prompt by

referencing specific content.

File references: Use / to reference specific files from SharePoint, OneDrive, or recent documents. Copilot pulls

content from the referenced file into its response.

People references: Use @ to reference colleagues. In Teams, this helps Copilot identify specific people in

conversations and attribute comments correctly.
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Meeting references: Reference specific meetings by name to pull in transcripts, summaries, and action items

from those meetings.

The compound reference: “Based on the meeting with @Sarah last Thursday and the document

/Project-Plan-v3.docx, draft an email to the steering committee summarizing our revised timeline. Reference

the risks Sarah raised and propose the mitigation we discussed.”

This single prompt loads three sources of context (a person, a meeting, and a document) and produces output

grounded in your actual organizational content rather than generic AI text.

Iteration as a Skill
The best Copilot users rarely get the perfect output on the first prompt. They iterate — and they iterate by

refining, not regenerating.

Refine, do not start over: If the first output is 70% right, edit the prompt to fix the 30% rather than scrapping

everything and trying again. Copilot maintains context within a conversation, so follow-up prompts build on

previous output.

Iterative refinement sequence:

•  First prompt: Get the content and structure roughly right

•  Second prompt: Fix tone, adjust length, add missing specifics

•  Third prompt: Polish specific sections that need work

Example sequence:

•  “Draft a project update email covering milestones, risks, and next steps for Project Alpha.”

•  “Good structure. Make the risks section more specific — mention the vendor delay and the hiring freeze.

Shorten the milestones section.”

•  “Rewrite the opening paragraph to lead with the positive milestone completion before mentioning risks.”

Three prompts, 2 minutes total, produces a better result than a single perfect prompt that takes 5 minutes to

craft.

App-Specific Prompt Patterns
Teams:

•  “What decisions were made in in the last 7 days?”

•  “Summarize what I missed since Monday morning. Focus on action items assigned to me or my team.”

•  “What unresolved questions exist in this channel right now?”

Outlook:

•  “Draft a reply declining this meeting but suggesting three alternative times next week. Keep it brief and

professional.”

•  “Summarize this thread and tell me: what does the sender actually want me to do?”
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•  “Draft a follow-up to the client referencing the three deliverables discussed in our call. Set a deadline of

next Friday.”

Word:

•  “Rewrite this section at an 8th-grade reading level while keeping the technical accuracy.”

•  “Draft an executive summary of this document. Three paragraphs: key findings, recommendations, and

next steps.”

•  “What questions would a skeptical reader ask about the claims in this document?”

PowerPoint:

•  “Add a slide comparing Q1 versus Q2 performance using the data from /Q2-Report.xlsx.”

•  “Generate speaker notes for slides 3-8 that anticipate board member questions at each point.”

•  “Reorganize this deck to follow a problem-solution-evidence-action narrative.”

The Anti-Patterns
Prompts that consistently produce poor results:

Too vague: “Help me with this.” Copilot has no goal, context, or expectations to work from.

Contradictory constraints: “Write a comprehensive and detailed summary in under 50 words.” The

constraints conflict — comprehensive detail requires space.

Asking for what Copilot cannot access: “What did the client say in the phone call yesterday?” If the call was

not in Teams and not transcribed, Copilot has no data to work from.

Over-prompting: A 500-word prompt with 20 constraints produces worse output than a focused 50-word

prompt with 3-4 clear constraints. Copilot prioritizes the last instructions, so overloading the prompt buries the

important parts.

Building a Prompt Library
The highest-ROI Copilot investment after initial training is building a shared prompt library for your team.

Individual prompt library: Save your best prompts in OneNote or a Teams personal chat with notes on when

each works best. When you find a prompt that consistently produces good results, template it.

Team prompt library: Create a shared Teams channel or SharePoint page where team members post effective

prompts. Categorize by task type (email, meetings, documents, analysis) and include notes on prompt context.

A well-maintained team prompt library eliminates the learning curve for new Copilot users. Instead of starting

from scratch, they start from proven templates.

Related on Tygart Media: productivity guide · Copilot Outlook · Copilot PowerPoint.

Frequently Asked Questions

How do I write better prompts for Microsoft Copilot?
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Use the four-part framework: Goal (what you want), Context (background information), Source (specific files

or data to reference), and Expectations (format, tone, length, audience). Add specificity at every step — every

word of specificity multiplies output quality. Iterate by refining rather than regenerating.

What is the best prompt format for Microsoft 365 Copilot?

Goal + Context + Source + Expectations. Example: “Draft a status update email for the steering committee

about Project Alpha , referencing the meeting notes from Friday . Two paragraphs, professional tone, lead with

the milestone completion .”

Why does Copilot give bad answers to my prompts?

The most common causes: prompts are too vague (no specific goal or output format), missing context (Copilot

cannot infer what you need), no source references (generic output instead of grounded content), or contradictory

constraints (asking for detail and brevity simultaneously). Add specificity and iterate.

How do I reference files in Microsoft Copilot prompts?

Use the / command to reference specific files from SharePoint, OneDrive, or recent documents. Use @ to

reference people or meetings. These references load actual organizational content into Copilot’s context,

producing grounded output instead of generic text.

Should I build a Copilot prompt library for my team?

Yes. A shared prompt library in Teams or SharePoint eliminates the learning curve for new users, ensures

consistent quality across the team, and captures institutional knowledge about what prompts work for your

specific workflows. Categorize by task type and update monthly.

Microsoft Copilot Adoption: 90-Day Playbook (2026)
Source: https://tygartmedia.com/microsoft-copilot-adoption-framework-90-day-enterprise-playbook-2026/

Published: June 22, 2026

Enterprise Microsoft 365 Copilot adoption sits at 35.8%. Fewer than four in ten employees with Copilot

licenses actually use the tool. The remaining seats represent pure waste — $30 per user per month generating

zero return. The problem is not the technology. The problem is that most organizations deploy Copilot like a

standard software update: flip the switch, send a training email, move on.

Copilot is not a software update. It is a behavioral change that requires structured adoption management. This

90-day framework provides the phased approach that separates organizations achieving 70%+ adoption from

those stuck below 40%.

Why Standard IT Rollouts Fail for Copilot
Traditional software deployments work because the new tool replaces an old tool with a clear equivalent.

Copilot does not replace anything — it augments everything. Users must identify where Copilot fits into their

existing workflows, learn how to prompt it effectively, build trust in its outputs, and develop new habits. This is

change management, not deployment.

Microsoft’s own internal rollout to over 200,000 employees was not a single deployment event. It was a phased

program with named task assignments per role, department-by-department expansion, and continuous
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measurement. Organizations that skip this structure consistently end up in the sub-40% adoption range

regardless of how much they spent on licenses.

Phase 1: Foundation (Days 1-30)
The first 30 days are about preparation, not deployment. No Copilot licenses are distributed to end users during

this phase. The goal is to create the conditions for successful adoption before exposing users to the tool.

Executive Alignment

Secure visible, active executive sponsorship. The executive sponsor must commit to using Copilot daily

themselves (not just approving the budget), mentioning Copilot in company communications, and reviewing

adoption metrics monthly. A sponsor who approves the purchase order but never opens Copilot sends a clear

signal that the tool is optional.

Data Readiness Audit

Copilot surfaces content based on existing permissions. Before deployment, audit SharePoint permissions to

ensure sensitive data is properly restricted. Review sensitivity label coverage. Configure Restricted SharePoint

Search if needed. This audit prevents the most common post-deployment crisis: users discovering data through

Copilot that they should not have access to.

Success Metrics Definition

Define what success looks like before deployment, not after. Set specific targets: 60% weekly active usage at 90

days, average of 8+ prompts per active user per day, 20% reduction in meeting follow-up time. Document these

targets in a shared scorecard that the executive sponsor reviews monthly.

Champion Identification

Identify 1 champion per 25-50 planned users across all target departments. Champions are not IT support —

they are peer coaches who demonstrate Copilot in real workflows. Select people with moderate technical

comfort, strong peer influence, and willingness to commit 2-4 hours per week. Avoid selecting only power

users — they are not representative of the typical user experience.

Phase 2: Controlled Pilot (Days 31-60)
Deploy Copilot to 50-200 users across 3-5 departments. This is not a beta test — it is a controlled measurement

period designed to validate the adoption approach and build the evidence base for scaling.

Cohort Selection

The pilot cohort must include a mix of user types: power users who will push Copilot’s capabilities, average

users who represent the majority of eventual users, and skeptics whose conversion will validate the approach.

Avoid the three anti-patterns: CEO-only pilots (too privileged, not representative), IT-only pilots (too

technical), and volunteer-only pilots (too enthusiastic to measure true adoption friction).

Baseline Measurement

Before activating Copilot for the pilot cohort, measure the current state of the workflows you expect Copilot to

improve. Time how long it takes to draft a standard email. Measure meeting follow-up completion rates. Track

report creation cycle times. These baselines are the foundation of your ROI narrative — without them, you are
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measuring activity, not impact.

Weekly Pulse Surveys

Deploy a 3-question weekly survey to the pilot cohort: How useful was Copilot this week? (1-5 scale), What

did you use Copilot for most? (free text), and What frustrated you? (free text). Track the usefulness score

trajectory — a rising trend indicates habit formation; a flat or declining trend indicates an adoption problem that

needs intervention.

Prompt Library Seeding

Provide the pilot cohort with department-specific prompt libraries from day one. Do not expect users to

discover effective prompts on their own. A finance team needs prompts for budget variance analysis and

financial report drafting. A marketing team needs prompts for campaign brief generation and competitive

research. A project management team needs prompts for status update drafting and meeting summarization.

Pre-built prompts reduce the time-to-value from days to minutes.

Phase 3: Scaled Rollout (Days 61-90)
Expand Copilot to all planned departments based on pilot results. This phase uses pilot champions as the

foundation for department-level adoption support.

Department-by-Department Expansion

Roll out to one department per week, not all at once. Each department launch includes a 30-minute kickoff

session led by the department champion (not IT), distribution of the department-specific prompt library, and

assignment of a champion as the first point of contact for questions. Stagger the launches to avoid

overwhelming IT support and to allow each department’s champion to focus on their cohort.

Usage Dashboard Monitoring

Use the Microsoft 365 Admin Center Copilot Usage Report and Viva Insights Copilot Dashboard to monitor

adoption in real time. Track weekly active users by department, prompts per user per day, and feature-level

adoption (which M365 apps are seeing Copilot usage). If any department falls below 30% weekly active usage

within two weeks of launch, trigger an intervention: additional training session, champion office hours, or direct

outreach to non-users.

Feedback Loops

Continue the weekly pulse survey across all departments. Aggregate feedback by department and role. Surface

the top three frustrations to IT weekly for resolution. Share the top three wins organization-wide through a

dedicated Copilot Teams channel or internal newsletter. Positive social proof from peers is the strongest

adoption driver after the first 30 days.

Role-Based Adoption Paths
Adoption looks different for every role. Defining what “using Copilot” means for each role prevents the

common failure of measuring everyone against a single usage metric.

Project managers: Meeting summarization, action item extraction, status update drafting, stakeholder

communication. Target: Copilot used in every recurring meeting.
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Finance analysts: Excel formula assistance, budget variance analysis, financial report drafting, data validation.

Target: Copilot used in every close cycle.

Sales representatives: Email drafting, meeting preparation, CRM summary generation, proposal

customization. Target: Copilot used in every client communication.

HR professionals: Policy document drafting, job description creation, employee communication, compliance

research. Target: Copilot used in every document creation workflow.

Executives: Meeting briefing summaries, email triage, presentation creation, strategic document review.

Target: Copilot used daily for inbox management and meeting preparation.

The Three Adoption Killers
Poor data hygiene: If Copilot surfaces irrelevant, outdated, or sensitive content because SharePoint

permissions are wrong, users lose trust immediately and do not return. Fix permissions before deployment, not

after.

No executive visibility: When leadership does not visibly use or champion Copilot, mid-level managers

deprioritize it. Adoption becomes optional, and optional tools lose to urgent tasks every time.

Generic training: A one-hour webinar covering all Copilot features helps nobody. Role-specific,

workflow-embedded training with immediate practice is the only approach that drives lasting adoption.

Setting Realistic Adoption Targets
Benchmark your targets against industry data:

•  Top quartile: 70%+ weekly active usage — achieved by organizations with active executive sponsorship,

champion networks, and role-based training programs

•  Industry average: 40% weekly active usage — typical of organizations that deployed Copilot with basic

training and no change management program

•  Bottom quartile: Below 25% weekly active usage — common in organizations that deployed Copilot

with no training, no champions, and no executive visibility

The gap between top quartile and bottom quartile is not technology — it is adoption infrastructure. The same

Copilot product produces dramatically different results depending on how it is deployed.

When to Reassign Licenses
At the 90-day mark, review per-user usage data. Users who have not logged a single Copilot interaction in 30+

days should have their license reassigned to someone on the waitlist. This is not punitive — it is responsible

license management. The license costs $30/month whether it is used or not, and every unused license degrades

the organization’s overall ROI calculation.

Before reassigning, make one direct outreach attempt: an email or Teams message asking if the user needs help

getting started. Some non-users are not resistant — they are simply overwhelmed or unaware. A single personal

touch converts a meaningful percentage of non-users into active users.

Related on Tygart Media: Copilot pilot program · measure Copilot ROI · Copilot change management.
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Frequently Asked Questions

How do I create a Microsoft Copilot adoption plan?

Use a 90-day phased approach: Phase 1 (Days 1-30) focuses on executive alignment, data readiness, success

metrics, and champion identification. Phase 2 (Days 31-60) runs a controlled pilot with 50-200 users including

baseline measurement and weekly surveys. Phase 3 (Days 61-90) expands department by department with

usage monitoring and feedback loops.

What is a good Microsoft Copilot adoption rate?

Top quartile organizations achieve 70%+ weekly active usage. Industry average is approximately 40%. Below

25% indicates significant adoption problems. The current enterprise average across all deployments is 35.8%,

meaning most organizations are underperforming industry benchmarks.

Why is Copilot adoption failing in my organization?

The three most common adoption killers are poor data hygiene (Copilot surfaces wrong or sensitive content,

destroying trust), no executive visibility (leadership does not visibly use or champion the tool), and generic

training (one-size-fits-all webinars instead of role-specific, workflow-embedded enablement).

How many users should be in a Copilot pilot?

A pilot should include 50-200 users across 3-5 departments with a mix of power users, average users, and

skeptics. Avoid pilot anti-patterns: CEO-only (too privileged), IT-only (too technical), or volunteer-only (too

enthusiastic to measure real adoption friction). Run the pilot for 8-12 weeks minimum.

When should I reassign unused Copilot licenses?

Review usage at the 90-day mark. Users with zero Copilot interactions in 30+ days should receive one direct

outreach attempt, then have their license reassigned to waitlisted users if they remain inactive. This is

responsible license management, not punishment — unused licenses at $30/month degrade organizational ROI.

The Operator Playbook: Why Teaching Lifts the Field
Source: https://tygartmedia.com/operator-playbook-rising-tide/ Published: April 23, 2026

The Second Take, piece two. My take, then the one that would change my mind.

The Setup
I said something to someone the other day that I want to put down here before I talk myself out of it. I said I like

being chased. I like giving the playbook away, teaching the thing I figured out, publishing the stack — and then

running again so the people who just caught up to where I was have something to keep chasing. I told myself it

was generosity. A rising tide. Lift the field and the whole field rises with you, and the operator who keeps

teaching ends up in a better neighborhood than the operator who hoards.

I still mostly believe that.

But I said the next part out loud too, which is that I’m not sure I’d keep moving if I let myself actually arrive. I

don’t love the finish line. I move it. I keep moving it. I tell myself I’m moving it because the people behind me

need somewhere to run to — but I’d be a liar if I didn’t admit I also move it because I don’t know who I am
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standing still at the tape.

So. Here’s the second piece. My take, then the take that would change my mind. Both about me, which means

both about more than me.

My Take
The field rises. The tide lifts faster if you help row.

Teach the thing and the field rises. Keep teaching and the field keeps rising. The operator who publishes the

playbook ends up pulled forward by the people who just read it, because the people who just read it are now

running the same race you were running last year, and the only way to stay useful is to have already moved to

the next one.

This is not charity. It’s how compounding works when the asset is knowledge.

The instinct to hoard the playbook is the oldest instinct in professional services. Keep the method private,

charge for access, guard the moat. It made sense when distribution was scarce and attention was cheap. It

doesn’t make sense anymore. Distribution is free and attention is the scarce thing, and the only way to

accumulate attention at the speed the market now moves is to give the method away on the way up. The people

who read the method and apply it don’t replace you. They validate you. They become the citation layer. They

become the reason the next client shows up already sold, because the next client read your work before they

read anyone else’s, and the frame they use to evaluate operators is the frame you published.

Ninety-seven percent of the game is played off the ball. The visible work — the article, the launch, the client

win — is a small fraction of what determines whether anyone is looking at you a year from now. The rest is the

accumulated pattern of who you helped, what you taught, whose name you remembered, which problems you

solved in public. If you only play on the ball, you are legible only when you have the ball, which is almost

never. If you play off the ball, the field notices you even when you’re standing still, which means the field is

working for you while you sleep.

There is a version of this that sounds like martyrdom and isn’t. I don’t give the playbook away because I’m

noble. I give it away because the cost of giving it is approximately zero and the return is a group of people who

are now, materially, in my corner. They send me deals. They send me hires. They send me the next question,

which tells me what the next piece should be. The economy isn’t the piece I published. The economy is the

relationship the piece produced with the reader, which is a thing no platform can intermediate, because the

platform didn’t make it.

The piece where this gets personal is the chasing. I do not believe, and I will not pretend to believe, that an

operator who has stopped chasing anyone is still operating. The people who matter in any practice I’ve ever

respected were chasing somebody. Not competitively in the small way — chasing the work of somebody

further along, somebody whose taste you hadn’t earned yet, somebody you wanted to be legible to before they

got old. And they were letting themselves be chased by the people behind them, and the chase from behind is

what kept them honest. Turn around and there’s nobody running at you, and the work gets slow.

So: I teach, I publish, I hand the method over, and I ask the people who use it to come after me. I find somebody

I respect and I run at them. And the whole stack rises a little bit, and I rise with it, and the next piece gets

written.
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That’s the take. The tide lifts. The tide lifts faster if you help row.

The Second Take
Ship it because it’s authentic and a natural easter egg. I like that if it just happens.

The rising tide is a nice story. It’s also a story you tell when you can’t stop moving.

The hardest version of the case against my take is not that generosity is a mask — that’s too cheap, and it isn’t

quite what happens. It’s subtler. The case is that the teaching and the chasing and the

handing-the-playbook-over can all be real and good and still be, at the same time, a structure that makes it

impossible to ever arrive. Because arrival is the problem. Arrival is what the system is built to avoid. The

generosity is the second-order payoff of a first-order discomfort, and if the first-order discomfort ever went

away, the generosity would probably go with it, and that should make you at least a little suspicious of it.

Here’s the sharper way to put it. The operator who keeps moving the goal line tells themselves they’re moving

the line to pull other people forward. But the line moves whether or not anyone is behind them. Ask the honest

question: if the field stopped running, would I stop moving the line? If there were no one to chase and no one

chasing me, would I still be writing the next piece, building the next system, learning the next craft? If the

answer is no — if the line only moves because someone might catch up — then the teaching isn’t lifting the

field. The field is lifting me. The field is the engine I need to not sit still, and the giving-away is the fuel I pour

into the engine to keep it running, because if the engine stopped, I’d have to look at something I don’t want to

look at.

The sharper reading doesn’t stop there. The people you’re teaching are not chasing you. This is the part that

matters. They’re running their own race, on their own clock, toward their own shore. You are, in your head, the

lead car. In theirs, you’re a resource — maybe a fond one, maybe a useful one, but a resource, not a destination.

The story where you’re at the front of the pack and the pack is pushing you to run harder is a story that puts you

at the center of a race nobody else agreed was a race. It is, to be precise about it, a slightly grandiose frame

dressed up as humility. The humble version — I just want to help — and the grandiose version — they’re all

chasing me — are the same frame. Help from the front reads as generous. It’s also the only position from which

help isn’t threatening to your standing, which means it’s the only position your pride can tolerate giving help

from.

The second take gets harder still. Democratizing knowledge is not neutral. The person who publishes the

method is also the person who now has a documented claim to the method, and the shape of the claim is that

they had it first. Generosity that leaves a watermark is still generosity; it’s just not only generosity. The rising

tide lifts all boats, but the boat that wrote the pamphlet about the tide tends to be the boat that gets named in the

history. The person who insists the tide is everyone’s is also the person who writes the book about the tide.

That’s fine. It’s also worth noticing.

And the finish line. The uncomfortable version of the finish-line move is not that arrival is scary. It’s that the

self that would have to exist at the finish line is a self the operator has never practiced being. An operator who

has spent twenty years becoming the person who is about to arrive has no instructions for the person who has

arrived. Moving the line is cheaper than writing those instructions. Moving the line gets applauded, because the

field benefits. Writing the instructions requires sitting alone with a version of yourself that isn’t chasing or

being chased, and that version has no audience, no feedback loop, no market. The market rewards motion. The
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self at rest has to be built out of something the market doesn’t supply. The goal-line-moving isn’t a strategy. It’s

an outsourcing — you have outsourced the problem of your own stillness to a field that is always happy to pay

you to keep running.

The quiet version of this argument, which I think is the honest one, is that the tide is not rising because you’re

teaching. The tide is rising because the tide was going to rise. You are swimming very hard in a direction the

tide was already carrying, and the swimming keeps you from having to notice that you could stop swimming

and you’d still arrive. The fear that you wouldn’t arrive without the motion is a fear the motion is built to

preserve. If you ever really tested it — if you ever stopped teaching, stopped chasing, stopped publishing, and

just sat at the shore — you might discover that the rise was independent of the swim. That’s terrifying. It’s

easier to keep swimming.

I have to live with that argument. It’s not wrong.

What I’m Still Sitting With
My take says the teaching is the tide and I’m rising with everyone. The second take says I’m using the teaching

to avoid finding out who I’d be if I stopped.

Both can be true at the same time, and I don’t think that’s a cop-out. I think it’s actually the geometry of it. The

generosity is real. The avoidance is also real. They are not in opposition; they are the two hands that keep the

practice going. The hand that gives is also the hand that can’t afford to stop giving, because the thing that would

arrive if the giving stopped is the thing it’s not ready to look at.

What would have to be true for my take to be right, entirely, is that I’d keep writing and teaching and publishing

at the same intensity even if no one showed up and no one was behind me. I don’t know if that’s true. I want it

to be true. I suspect, on a bad day, that it isn’t.

What would have to be true for the second take to be right, entirely, is that the field isn’t actually rising — that

the teaching is self-soothing noise and the people I’ve helped are politely humoring me. That isn’t true. I know

too many of them. I’ve watched their work. The tide is real.

So I’m left with the version that’s the least comfortable and probably the most accurate. The teaching lifts the

field. It also keeps me from arriving. Both of those sentences are true, and I can’t decide which one I’d rather be

more true, because the version of me that’s answering the question is the version that’s built out of the motion,

which means the motion is answering its own question.

The way out, if there is one, is probably not to stop. It’s to notice. To notice when I’m moving the line for them

and to notice when I’m moving it for me, and to not pretend the second one isn’t happening when it is. To let

the teaching stay generous by not asking it to also be my reason for running. To find something at the finish line

that isn’t an audience and isn’t a chase — and to not write about it, at least not right away, because writing

about it would be another way of moving the line.

I’ll tell you if I find it.

I’ll probably publish it when I do.

The Second Take is a category on Tygart Media. Every piece follows the same contract — my take, then the

view that would change my mind, then where I’m still sitting with it. The first piece was about architecture. This
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one is about me. The next one won’t be about me, and the one after that might.

Restoration Sales Playbook: Commercial & Residential
Source: https://tygartmedia.com/restoration-sales-playbook/ Published: April 23, 2026

Most restoration companies don’t have a sales process. They have an owner who answers the phone, gives a

verbal estimate, and hopes the customer says yes. That works until it doesn’t — usually around the $1.5M

revenue line, when the owner can no longer touch every job and the company plateaus.

This is the complete restoration sales playbook for both commercial and residential. The processes, the scripts,

the objections, the comp plans, the metrics, and the org structure that turn restoration sales from “the owner’s

gut” into a scalable engine.

Why restoration sales is different from other home services
Why restoration sales is different from other home services.

Three things make restoration sales unique. First, most customers don’t want to be there — water on the

floor, fire damage, mold smell — and the buying experience is emotional, not transactional. Second, insurance
is usually the third party in the room, which means the sale has both a customer-facing dimension and a

carrier-facing scope-and-pricing dimension. Third, the urgency window is short — a homeowner with three

inches of water in the basement is making a decision in the next sixty minutes, not the next sixty days. A sales

process built for HVAC replacement or kitchen remodels doesn’t work in this environment.

The residential restoration sales process
The clean residential process has six steps. First, the inbound call or arrival — set the customer at ease, gather

the basics, dispatch the truck. Second, the on-site walk and assessment — physically inspect the loss,

document with photos and a moisture map, identify scope. Third, the trust-building conversation — explain

what’s happening, what the company will do, what the timeline looks like, what the insurance process will

involve. Fourth, the work authorization — get the signature on the work authorization form and the AOB

(assignment of benefits) where used, with clear scope language. Fifth, the daily progress update — text or call

the customer every day with what was done and what’s next. Sixth, the close-out and review request — final

walkthrough, signed completion certificate, immediate ask for the Google review.

The commercial restoration sales process
The commercial restoration sales process.

Commercial is fundamentally different — longer sales cycle, multiple stakeholders, RFP and master service

agreement structures. The commercial process has eight steps. First, identify and qualify the target (property

managers, facility directors, REIT operations teams, healthcare facility managers, hotel chains). Second, cold
outreach via email, phone, LinkedIn, or in-person drop-bys. Third, discovery meeting to understand current

vendor situation, pain points, and decision criteria. Fourth, capabilities presentation — branded deck, case

studies, references, certifications. Fifth, RFP response or vendor application — formal pricing schedules,

COI, W-9, MSA negotiation. Sixth, onboarding and first job — usually a small loss to prove the relationship

works. Seventh, account management — quarterly business reviews, scorecard tracking, expansion within the
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account. Eighth, renewal and reference development — turn happy commercial accounts into case studies

and references for the next prospect.

The five most common restoration sales objections (and how to handle
them)
“I need to call my insurance company first.” This is the most common objection on residential. The honest

answer: yes, they should call insurance, but they don’t need to wait for insurance to authorize emergency

mitigation. Mitigation is a duty owed by the homeowner under almost every policy, and delaying mitigation

usually causes more damage and more denials, not fewer. Explain this calmly, point them to their policy

language, and offer to be on the call when they reach the carrier.

“How much is this going to cost?” The wrong answer is a number. The right answer is “it depends on what we

find when we open up the affected areas, but I can walk you through how Xactimate pricing works, what your

policy typically covers, and what your out-of-pocket exposure is likely to be.” Rebuild trust with transparency,

not with an unreliable estimate that you’ll have to retract later.

“My uncle/cousin/neighbor does this kind of work.” Don’t fight it. Acknowledge it, then differentiate: “If

they’re certified IICRC and carry the right insurance, that’s great — we’re happy to be the second opinion. If

you’d prefer to use them, we still recommend you start mitigation in the next few hours either way.” Sometimes

you’ll lose the job. Often the customer will quietly reconsider when they realize what’s actually involved.

“Your competitor quoted me less.” The hidden answer to this objection is almost always scope, not rate.

Walk through the scope item by item with the customer. Identify what’s missing in the competitor’s proposal.

Explain what gets denied or supplemented later when the carrier reviews. Most price objections in restoration

are scope-comparison failures, not pricing failures.

“I want to think about it.” Time is not a luxury in restoration. The honest, professional response: “I

understand. The challenge is that every hour we wait, the loss usually gets worse and the carrier may push back

on damage that could have been prevented. Can we start emergency mitigation now and you finalize the rest of

the scope tomorrow?”

Sales rep compensation: the models that work
Three compensation structures dominate in restoration. Salary plus bonus works for inside sales reps and

commercial business development, where the sales cycle is long and the rep needs predictable income. Typical

structure: $60K-$90K base plus 1-3% of revenue from accounts they bring in, capped or uncapped depending

on territory size. Commission-only works for outside residential sales reps in markets with high enough

volume to support it. Typical structure: 5-10% of gross revenue or 10-15% of gross profit, with a draw against

commission for the first 90 days. Salary plus team bonus works for production-side sales (project managers

who upsell during jobs). Typical structure: production manager salary plus a small percentage of completed job

revenue tied to customer satisfaction scores.

The metrics that predict restoration sales performance
The metrics that predict restoration sales performance.
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Forget revenue as the primary metric — it’s a lagging indicator. The leading indicators that predict next

quarter’s revenue are activity volume (calls made, meetings held, proposals sent), pipeline value (sum of

qualified opportunities × probability), conversion rates by stage (lead to qualified, qualified to proposal,

proposal to close), average deal size by source, and sales cycle length by deal type. A weekly pipeline review

using these five metrics will tell you what’s coming three months out.

When to hire your first sales rep
Most restoration owners hire too late. The right trigger is when you can confidently answer two questions: “do I

have a documented sales process I can hand to someone else?” and “do I have enough lead flow to keep a sales

rep at 70%+ capacity?” If both are yes and you’re at $1.5M+ in revenue, it’s time. The first sales hire should

usually be a residential closer or commercial business development rep, depending on which side of the

business has the bigger growth ceiling.

Related on Tygart Media: sales training · commercial sales · CRM pipeline.

Frequently Asked Questions

What does a restoration sales rep actually do?

Residential sales reps respond to inbound emergency calls, conduct on-site walks, write scopes, present pricing,

secure work authorizations, and manage the customer relationship through completion. Commercial sales reps

prospect property managers and facility directors, conduct discovery meetings, deliver capabilities

presentations, respond to RFPs, negotiate MSAs, and manage assigned accounts long-term.

How much does a restoration sales rep make?

Residential outside sales reps in restoration typically earn $60K-$120K total compensation, depending on

market, lead flow, and commission structure. Commercial business development reps with established books of

business often earn $90K-$200K. New hires in their first year usually fall into the $50K-$80K range while

building pipeline.

How do you sell commercial restoration services?

Commercial restoration sales is relationship-based business development, not transactional sales. The process:

identify target accounts (property managers, facility directors, REITs, healthcare, hospitality), build

relationships through outreach and industry events, present capabilities through branded decks and case studies,

win small jobs first to prove competence, then expand to MSA-level relationships and preferred vendor status.

What is the close rate for restoration sales?

Healthy close rates by segment: residential emergency leads 40-60% from lead to job; residential

planned/estimated work 25-40%; commercial RFPs 15-30%; commercial referral-based opportunities 35-55%.

Companies significantly below these ranges usually have a process or speed problem, not a market problem.

Should I hire a restoration sales coach or consultant?

Restoration sales coaching has matured into a real category — there are several specialists who focus

exclusively on this industry. Coaching tends to deliver the best ROI for owners who already have lead flow but

are struggling with conversion, or for sales reps in their first 12-24 months who need scaffolding on process and
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objection handling. It’s less useful for foundational issues like lead generation or operational capacity.

How do you train a restoration sales rep?

Effective restoration sales training has four pillars: technical knowledge (water categories, drying science,

restoration process, IICRC standards), insurance literacy (policy language, claims process, Xactimate basics,

supplements), sales process and scripts (call handling, on-site discovery, scope presentation, objection handling,

close), and ride-alongs with the owner or senior rep for the first 60-90 days before independent calls.

Restoration Software 2026: Choosing ERPs, CRMs & Tools
Source: https://tygartmedia.com/restoration-software-guide-2026/ Published: April 23, 2026

The restoration software landscape in 2026 has consolidated into four recognizable categories. The
wrong choice will cost a restoration operator three to five years of integration debt. The right one will
quietly compound margin and visibility for the same period.

This is a buyer’s framework, not a vendor ranking. Vendor names move quickly in this market through

acquisition and rebranding. The categories below are stable, and the selection criteria are durable.

The Four Categories of Restoration Software in 2026
The four categories of restoration software in 2026.

When operators talk about “restoration ERP” or “restoration sales software,” they are usually referring to one of

four distinct categories that solve different problems:

•  End-to-end restoration ERPs — single platforms covering CRM, job management, scheduling,

estimating, photo documentation, accounting integration, and reporting. The dominant choice for shops

above roughly $5M revenue that want one system of record.

•  Sales-focused CRMs — platforms purpose-built for the commercial cultivation cycle, account mapping,

and sales-pipeline management. Often paired with a separate job-management tool.

•  Job-management platforms — systems focused on the production side: dispatch, technician

documentation, customer signatures, estimating, photo capture. The dominant choice for shops where

production discipline drives the business.

•  Best-of-breed point tools — moisture mapping, photo documentation, equipment tracking,

communication, scheduling — each from a separate vendor, integrated through APIs or middleware.

The first selection question is which category fits the shop, not which vendor. Most software regret in the

restoration industry comes from buying a vendor in the wrong category for the operating model.

How to Choose the Right Category
The right category is a function of revenue scale, operating model, and growth direction. A working framework:

•  Under $2M revenue, residential-led: a job-management platform plus a basic CRM is usually sufficient.

Full ERP is overhead the shop cannot absorb.

•  $2M to $5M revenue, mixed residential and commercial: a job-management platform with a strong

sales module, or an ERP with a clear sales workflow. The decision tilts on commercial growth ambition.
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•  Above $5M revenue, multi-location or commercial-led: end-to-end ERP becomes the practical choice.

The cost of stitching point tools together exceeds the cost of the ERP.

•  Heavy commercial sales motion: a dedicated sales CRM is often added regardless of the production

platform, because commercial cultivation requires functionality production-led platforms do not prioritize.

The Six Selection Criteria That Actually Matter
The six selection criteria that actually matter.

Vendor demos make every platform look comparable. The differentiators show up in production. The six

criteria that separate platforms operators stay on from platforms operators leave within 24 months:

•  Documentation discipline. Does the platform enforce the documentation standard your insurance work

requires, or does it allow technicians to skip critical fields? The IICRC S500 2026 documentation

expectations make this non-negotiable.

•  Estimating integration. Does the platform connect to the estimating tool your shop uses (Xactimate,

Symbility, or alternatives) without a manual re-key? A re-key step is where margin leaks.

•  Accounting integration. Does the platform write clean records into QuickBooks, Sage, or NetSuite?

Without this, your controller is rebuilding the books every month.

•  Mobile reliability. Does the technician-facing app work on a job site with intermittent connectivity?

Field-side reliability is the most common reason adoption stalls.

•  Sales pipeline depth. If you have a commercial sales motion, does the platform support named accounts,

multi-contact account mapping, and stage-based cultivation? Most production-led platforms do not.

•  Reporting and forecasting. Can ownership see revenue forecast, gross margin by job type, and sales

pipeline in one view, or are these stitched together in spreadsheets?

The Hidden Cost: Implementation
The license fee is rarely the largest cost of restoration software. Implementation, data migration, and the

productivity dip during the cutover typically run 1.5x to 3x the first-year subscription cost. Operators who

underestimate this number end up on the platform without ever fully implementing it, which produces the worst

possible outcome — paying for software no one trusts.

The mitigations are well known: dedicate an internal champion who owns the rollout, plan for a 90-day cutover

with parallel operation, and stage the implementation by department rather than going live everywhere at once.

The AI Question
The AI question.

Every restoration software vendor in 2026 is shipping AI features — automated photo tagging,

voice-to-documentation, sketch generation from job photos, and project estimation assistance. The honest

assessment is that the AI features that hold up in production are the ones that automate documentation entry, not

the ones that promise to “do estimating for you.” Operators evaluating platforms in 2026 should weight the AI

features by their effect on technician documentation discipline, not by demo polish.
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Switching Costs Are Real
The cost of switching restoration platforms after 18 months on one is high — historical job data, customer

records, and team training all get disrupted. This argues for thorough selection, not for paralysis. Most operators

who report regretting their software choice cite either rushing the decision or buying for a future state of the

business that never arrived. A platform that fits the next 18 months and is extensible into the next 36 is a better

choice than the perfect platform for a future that may not happen.

Related on Tygart Media: Xactimate integrations · Xactimate pricing · marketing stack.

Frequently Asked Questions

What is the difference between a restoration ERP and a job-management platform?

An ERP covers the full operating system of the business — CRM, sales, job management, accounting

integration, reporting — in one platform. A job-management platform focuses on the production side —

dispatch, technician documentation, estimating, photo capture — and typically pairs with a separate CRM and

accounting system.

When should a restoration company invest in a dedicated sales CRM?

When the commercial sales motion requires named-account cultivation, multi-contact account mapping, and

stage-based pipeline management at a depth that production-led platforms do not support. Shops with serious

commercial growth ambition typically run a dedicated sales CRM regardless of their production platform.

How much should I budget for restoration software in 2026?

License fees vary widely, but a working budget for a mid-sized restoration operation is 1% to 3% of revenue for

software, with implementation and training adding 1.5x to 3x the first-year subscription cost in year one. The

total software stack typically replaces a measurable amount of administrative labor, so the net cost is usually

lower than the gross spend.

Should I integrate AI tools into my restoration software stack?

The AI features that hold up in production in 2026 are the ones that automate documentation entry — photo

tagging, voice-to-documentation, sketch generation. AI features that promise to replace estimating or scoping

judgment are not yet reliable enough to depend on. Evaluate AI by its effect on technician discipline, not demo

polish.

How long does a restoration software implementation take?

A realistic implementation runs 90 days for a mid-sized restoration operation, with parallel operation against

the legacy system for the first 30 to 60 days. Compressing the timeline below 60 days typically produces an

incomplete implementation that erodes platform trust within the first year.

For more on the technology layer of running a restoration business, see Restoration Tech Playbooks.

CLAUDE.md File Playbook: Guide Claude Code in 2026
Source: https://tygartmedia.com/claude-md-file-playbook/ Published: April 20, 2026

Last refreshed: October 5, 2026
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Most writing about CLAUDE.md gets one thing wrong in the first paragraph, and once you notice it, you can’t

unsee it. People describe it as configuration. A “project constitution.” Rules Claude has to follow.

It isn’t any of those things, and Anthropic is explicit about it.

CLAUDE.md content is delivered as a user message after the system prompt, not as part of the system

prompt itself. Claude reads it and tries to follow it, but there’s no guarantee of strict compliance,

especially for vague or conflicting instructions. — Anthropic, Claude Code memory docs

That one sentence is the whole game. If you write a CLAUDE.md as if you’re programming a machine, you’ll

get frustrated when the machine doesn’t comply. If you write it as context — the thing a thoughtful new

teammate would want to read on day one — you’ll get something that works.

This is the playbook I wish someone had handed me the first time I set one up across a real codebase. It’s

grounded in Anthropic’s current documentation (linked throughout), layered with patterns I’ve used across a

network of production repos, and honest about where community practice has outrun official guidance.

If any of this ages out, the docs are the source of truth. Start there, come back here for the operator layer.

The memory stack in 2026 (what CLAUDE.md actually is, and isn’t)
Claude Code’s memory system has three parts. Most people know one of them, and the other two change how

you use the first.

CLAUDE.md files are markdown files you write by hand. Claude reads them at the start of every session. They

contain instructions you want Claude to carry across conversations — build commands, coding standards,

architectural decisions, “always do X” rules. This is the part people know.

Auto memory is something Claude writes for itself. It lets Claude save notes across sessions — your working

preferences, corrections you give it, project decisions it can’t derive from the code, and where to find outside

references. It skips anything it can derive from the codebase itself. It lives at

~/.claude/projects/<project>/memory/ with a MEMORY.md entrypoint. You can audit it with /memory, edit it,

or delete it. It’s on by default in local sessions. (Anthropic docs.)

.claude/rules/ is a directory of smaller, topic-scoped markdown files — code-style.md, testing.md, security.md

— that can optionally be scoped to specific file paths via YAML frontmatter. A rule with paths:

["src/api/**/*.ts"] only loads when Claude is working with files matching that pattern. (Anthropic docs.)

The reason this matters for how you write CLAUDE.md: once you understand what the other two are for, you

stop stuffing CLAUDE.md with things that belong somewhere else. A 600-line CLAUDE.md isn’t a sign of

thoroughness. It’s usually a sign the rules directory doesn’t exist yet and auto memory is disabled.

Anthropic’s own guidance is explicit: target under 200 lines per CLAUDE.md file. Longer files consume

more context and reduce adherence.

Hold that number. We’ll come back to it.

Where CLAUDE.md lives (and why scope matters)
Where CLAUDE.md lives — and why scope matters.
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CLAUDE.md files can live in four different scopes, each with a different purpose. More specific scopes take

precedence over broader ones. (Full precedence table in Anthropic docs.)

Managed policy CLAUDE.md lives at the OS level — /Library/Application

Support/ClaudeCode/CLAUDE.md on macOS, /etc/claude-code/CLAUDE.md on Linux and WSL, C:\Program

Files\ClaudeCode\CLAUDE.md on Windows. Organizations deploy it via MDM, Group Policy, or Ansible. It

applies to every user on every machine it’s pushed to, and individual settings cannot exclude it. Use it for

company-wide coding standards, security posture, and compliance reminders.

Project CLAUDE.md lives at ./CLAUDE.md or ./.claude/CLAUDE.md. It’s checked into source control and

shared with the team. This is the one you’re writing when someone says “set up CLAUDE.md for this repo.”

User CLAUDE.md lives at ~/.claude/CLAUDE.md. It’s your personal preferences across every project on

your machine — favorite tooling shortcuts, how you like code styled, patterns you want applied everywhere.

Local CLAUDE.md lives at ./CLAUDE.local.md in the project root. It’s personal-to-this-project and

gitignored. Your sandbox URLs, preferred test data, notes Claude should know that your teammates shouldn’t

see.

Claude walks up the directory tree from wherever you launched it, concatenating every CLAUDE.md and

CLAUDE.local.md it finds. Subdirectories load on demand — they don’t hit context at launch, but get pulled in

when Claude reads files in those subdirectories. (Anthropic docs.)

A practical consequence most teams miss: in a monorepo, your parent CLAUDE.md gets loaded when a

teammate runs Claude Code from inside a nested package. If that parent file contains instructions that don’t

apply to their work, Claude will still try to follow them. That’s what the claudeMdExcludes setting is for — it

lets individuals skip CLAUDE.md files by glob pattern at the local settings layer.

If you’re running Claude Code across more than one repo, decide now whether your standards belong in project

CLAUDE.md (team-shared) or user CLAUDE.md (just you). Writing the same thing in both is how you get

drift.

The 200-line discipline
The 200-line discipline.

This is the rule I see broken most often, and it’s the rule Anthropic is most explicit about. From the docs:

“target under 200 lines per CLAUDE.md file. Longer files consume more context and reduce adherence.”

Two things are happening in that sentence. One, CLAUDE.md eats tokens — every session, every time,

whether Claude needed those tokens or not. Two, longer files don’t actually produce better compliance. The

opposite. When instructions are dense and undifferentiated, Claude can’t tell which ones matter.

The 200-line ceiling isn’t a hard cap. You can write a 400-line CLAUDE.md and Claude will load the whole

thing. It just won’t follow it as well as a 180-line file would.

Three moves to stay under:

1. Use @imports to pull in specific files when they’re relevant. CLAUDE.md supports @path/to/file syntax

(relative or absolute). Imported files expand inline at session launch, up to four hops deep. This is how you
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reference your README, your package.json, or a standalone workflow guide without pasting them into

CLAUDE.md.

See @README.md for architecture and @package.json for available scripts. # Git Workflow -

@docs/git-workflow.md

2. Move path-scoped rules into .claude/rules/. Anything that only matters when working with a specific part

of the codebase — API patterns, testing conventions, frontend style — belongs in .claude/rules/api.md or

.claude/rules/testing.md with a paths: frontmatter. They only load into context when Claude touches matching

files.

--- paths: - "src/api/**/*.ts" --- # API Development Rules - All API endpoints must include input validation -

Use the standard error response format - Include OpenAPI documentation comments

3. Move task-specific procedures into skills. If an instruction is really a multi-step workflow — “when you’re

asked to ship a release, do these eight things” — it belongs in a skill, which only loads when invoked.

CLAUDE.md is for the facts Claude should always hold in context; skills are for procedures Claude should run

when the moment calls for them.

If you follow these three moves, a CLAUDE.md rarely needs to exceed 150 lines. At that size, Claude actually

reads it.

What belongs in CLAUDE.md (the signal test)
What belongs in CLAUDE.md.

Anthropic’s own framing for when to add something is excellent, and it’s worth quoting directly because it

captures the whole philosophy in four lines:

Add to it when:

•  Claude makes the same mistake a second time

•  A code review catches something Claude should have known about this codebase

•  You type the same correction or clarification into chat that you typed last session

•  A new teammate would need the same context to be productive — Anthropic docs

The operator version of the same principle: CLAUDE.md is the place you write down what you’d otherwise

re-explain. It’s not the place you write down everything you know. If you find yourself writing “the frontend is

built in React and uses Tailwind,” ask whether Claude would figure that out by reading package.json (it would).

If you find yourself writing “when a user asks for a new endpoint, always add input validation and write a test,”

that’s the kind of thing Claude won’t figure out on its own — it’s a team convention, not an inference from the

code.

The categories I’ve found actually earn their place in a project CLAUDE.md:

Build and test commands. The exact string to run the dev server, the test suite, the linter, the type checker.

Every one of these saves Claude a round of “let me look for a package.json script.”

Architectural non-obvious. The thing a new teammate would need someone to explain. “This repo uses event

sourcing — don’t write direct database mutations, emit events instead.” “We have two API surfaces, /public/*
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and /internal/*, and they have different auth requirements.”

Naming conventions and file layout. “API handlers live in src/api/handlers/.” “Test files go next to the code

they test, named *.test.ts.” Specific enough to verify.

Coding standards that matter. Not “write good code” — “use 2-space indentation,” “prefer const over let,”

“always export types separately from values.”

Recurring corrections. The single most valuable category. Every time you find yourself re-correcting Claude

about the same thing, that correction belongs in CLAUDE.md.

What usually doesn’t belong:

•  Long lists of library choices (Claude can read package.json)

•  Full architecture diagrams (link to them instead)

•  Step-by-step procedures (skills)

•  Path-specific rules that only matter in one part of the repo (.claude/rules/ with a paths: field)

•  Anything that would be true of any project (that goes in user CLAUDE.md)

Writing instructions Claude will actually follow
Anthropic’s own guidance on effective instructions comes down to three principles, and every one of them is

worth taking seriously:

Specificity. “Use 2-space indentation” works better than “format code nicely.” “Run npm test before

committing” works better than “test your changes.” “API handlers live in src/api/handlers/” works better than

“keep files organized.” If the instruction can’t be verified, it can’t be followed reliably.

Consistency. If two rules contradict each other, Claude may pick one arbitrarily. This is especially common in

projects that have accumulated CLAUDE.md files across multiple contributors over time — one file says to

prefer async/await, another says to use .then() for performance reasons, and nobody remembers which was

right. Do a periodic sweep.

Structure. Use markdown headers and bullets. Group related instructions. Dense paragraphs are harder to scan,

and Claude scans the same way you do. A CLAUDE.md with clear section headers — ## Build Commands, ##

Coding Style, ## Testing — outperforms the same content run together as prose.

One pattern I’ve found useful that isn’t in the docs: write CLAUDE.md in the voice of a teammate briefing

another teammate. Not “use 2-space indentation” but “we use 2-space indentation.” Not “always include input

validation” but “every endpoint needs input validation — we had a security incident last year and this is how

we prevent the next one.” The “why” is optional but it improves adherence because Claude treats the rule as

something with a reason behind it, not an arbitrary preference.

Community patterns worth knowing (flagged as community, not official)
The following are patterns I’ve seen in operator circles and at industry events like AI Engineer Europe 2026,

where practitioners share how they’re running Claude Code in production. None of these are in Anthropic’s

documentation as official guidance. I’ve included them because they’re useful; I’m flagging them because
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they’re community-origin, not doctrine. Your mileage may vary, and Anthropic’s official behavior could

change in ways that affect these patterns.

The “project constitution” framing. Community shorthand for treating CLAUDE.md as the living document

of architectural decisions — the thing new contributors read to understand how the project thinks. The framing

is useful even though Anthropic doesn’t use the word. It captures the right posture: CLAUDE.md is the place

for the decisions you want to outlast any individual conversation.

Prompt-injecting your own codebase via custom linter errors. Reported at AI Engineer Europe 2026: some

teams embed agent-facing prompts directly into their linter error messages, so when an automated tool catches a

mistake, the error text itself tells the agent how to fix it. Example: instead of a test failing with “type mismatch,”

the error reads “You shouldn’t have an unknown type here because we parse at the edge — use the parsed type

from src/schemas/.” This is not documented Anthropic practice; it’s a community pattern that works because

Claude Code reads tool output and tool output flows into context. Use with judgment.

File-size lint rules as context-efficiency guards. Some teams enforce file-size limits (commonly cited: 350

lines max) via their linters, with the explicit goal of keeping files small enough that Claude can hold meaningful

ones in context without waste. Again, community practice. The number isn’t magic; the discipline is.

Token Leverage as a team metric. The idea that teams should track token spend ÷ human labor spend as a

ratio and try to scale it. This is business-strategy content, not engineering guidance, and it’s emerging

community discourse rather than settled practice. Take it as a thought experiment, not a KPI to implement by

Monday.

I’d rather flag these honestly than pretend they’re settled. If something here graduates from community practice

to official recommendation, I’ll update.

Enterprise: managed-policy CLAUDE.md (and when to use settings instead)
For organizations deploying Claude Code across teams, there’s a managed-policy CLAUDE.md that applies to

every user on a machine and cannot be excluded by individual settings. It lives at /Library/Application

Support/ClaudeCode/CLAUDE.md (macOS), /etc/claude-code/CLAUDE.md (Linux and WSL), or C:\Program

Files\ClaudeCode\CLAUDE.md (Windows), and is deployed via MDM, Group Policy, Ansible, or similar.

The distinction that matters most for enterprise: managed CLAUDE.md is guidance, managed settings are
enforcement. Anthropic is clear about this. From the docs:

Settings rules are enforced by the client regardless of what Claude decides to do. CLAUDE.md

instructions shape Claude’s behavior but are not a hard enforcement layer. — Anthropic docs

If you need to guarantee that Claude Code can’t read .env files or write to /etc, that’s a managed settings

concern (permissions.deny). If you want Claude to be reminded of your company’s code review standards,

that’s managed CLAUDE.md. If you confuse the two and put your security policy in CLAUDE.md, you have a

strongly-worded suggestion where you needed a hard wall.

Building With Claude?

I’ll send you the CLAUDE.md cheat sheet personally.
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If you’re in the middle of a real project and this playbook is helping — or raising more questions — just email

me. I read every message.

Email Will -> will@tygartmedia.com

The right mental model:

Concern Configure in

Block specific tools, commands, or file paths Managed settings (permissions.deny)

Enforce sandbox isolation Managed settings (sandbox.enabled)

Authentication method, organization lock Managed settings

Environment variables, API provider routing Managed settings

Code style and quality guidelines Managed CLAUDE.md

Data handling and compliance reminders Managed CLAUDE.md

Behavioral instructions for Claude Managed CLAUDE.md

(Full table in Anthropic docs.)

One practical note: managed CLAUDE.md ships to developer machines once, so it has to be right. Review it,

version it, and treat changes to it the way you’d treat changes to a managed IDE configuration — because that’s

what it is.

The living document problem: auto memory, CLAUDE.md, and drift
The thing that changed most in 2026 is that Claude now writes memory for itself when auto memory is enabled

(on by default in local sessions). It saves your preferences, the corrections you give it, and project context it

can’t derive from the code — and loads the first 200 lines (or 25KB) of its MEMORY.md at every session start.

(Anthropic docs.)

This changes how you think about CLAUDE.md in two ways.

First, you don’t need to write CLAUDE.md entries for everything Claude could figure out on its own. If you tell

Claude once that the build command is pnpm run build --filter=web, auto memory might save that, and you

won’t need to codify it in CLAUDE.md. The role of CLAUDE.md becomes more specifically about what the

team has decided, rather than what the tool needs to know to function.

Second, there’s a new audit surface. Run /memory in a session and you can see every CLAUDE.md,

CLAUDE.local.md, and rules file being loaded, plus a link to open the auto memory folder. The auto memory

files are plain markdown. You can read, edit, or delete them.

A practical auto-memory hygiene pattern I’ve landed on:

•  Once a month, open /memory and skim the auto memory folder. Anything stale or wrong gets deleted.

•  Quarterly, review the CLAUDE.md itself. Has anything changed in how the team works? Are there rules

that used to matter but don’t anymore? Conflicting instructions accumulate faster than you think.

•  Whenever a rule keeps getting restated in conversation, move it from conversation to CLAUDE.md.

That’s the signal Anthropic’s own docs describe, and it’s the right one.
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CLAUDE.md files are living documents or they’re lies. A CLAUDE.md from six months ago that references

libraries you’ve since replaced will actively hurt you — Claude will try to follow instructions that no longer

apply.

A representative CLAUDE.md template
What follows is a synthetic example, clearly not any specific project. It demonstrates the shape, scope, and

discipline of a good project CLAUDE.md. Adapt it to your codebase. Keep it under 200 lines.

# Project: ## Overview Brief one-paragraph description of what this project is and who uses it. Link to deeper

architecture docs rather than duplicating them here. See @README.md for full architecture. ## Build and Test

Commands - Install: `pnpm install` - Dev server: `pnpm run dev` - Build: `pnpm run build` - Test: `pnpm test` -

Type check: `pnpm run typecheck` - Lint: `pnpm run lint` Run `pnpm run typecheck` and `pnpm test` before

committing. Both must pass. ## Tech Stack (Only list the non-obvious choices. Claude can read package.json.)

- We use tRPC, not REST, for internal APIs. - Styling is Tailwind with a custom token file at

`src/styles/tokens.ts`. - Database migrations via Drizzle, not Prisma (migrated in Q1 2026). ## Directory Layout

- `src/api/` — tRPC routers, grouped by domain - `src/components/` — React components, one directory per

component - `src/lib/` — shared utilities, no React imports allowed here - `src/server/` — server-only code,

never imported from client - `tests/` — integration tests (unit tests live next to source) ## Coding Conventions -

TypeScript strict mode. No `any` without a comment explaining why. - Functional components only. No class

components. - Imports ordered: external, internal absolute, relative. - 2-space indentation. Prettier config in

`.prettierrc`. ## Conventions That Aren't Obvious - Every API endpoint validates input with Zod. No

exceptions. - Database queries go through the repository layer in `src/server/repos/`. Never import Drizzle

directly from route handlers. - Errors surfaced to the UI use the `AppError` class from `src/lib/errors.ts`. This

preserves error codes for the frontend to branch on. ## Common Corrections - Don't add new top-level

dependencies without discussing first. - Don't create new files in `src/lib/` without checking if a similar utility

already exists. - Don't write tests that hit the real database. Use the test fixtures in `tests/fixtures/`. ## Further

Reading - API design rules: @.claude/rules/api.md - Testing conventions: @.claude/rules/testing.md - Security:

@.claude/rules/security.md

That’s roughly 70 lines. Notice what it doesn’t include: no multi-step procedures, no duplicated information

from package.json, no universal-best-practice lectures. Every line is either a command you’d otherwise re-type,

a convention a new teammate would need briefed, or a pointer to a more specific document.

When CLAUDE.md still isn’t being followed
This happens to everyone eventually. Three debugging steps, in order:

1. Run /memory and confirm your file is actually loaded. If CLAUDE.md isn’t in the list, Claude isn’t

reading it. Check the path — project CLAUDE.md can live at ./CLAUDE.md or ./.claude/CLAUDE.md, not

both, not a subdirectory (unless Claude happens to be reading files in that subdirectory).

2. Make the instruction more specific. “Write clean code” is not an instruction Claude can verify. “Use

2-space indentation” is. “Handle errors properly” is not an instruction. “All errors surfaced to the UI must use

the AppError class from src/lib/errors.ts” is.
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3. Look for conflicting instructions. A project CLAUDE.md saying “prefer async/await” and a

.claude/rules/performance.md saying “use raw promises for hot paths” will cause Claude to pick one arbitrarily.

In monorepos this is especially common — an ancestor CLAUDE.md from a different team can contradict

yours. Use claudeMdExcludes to skip irrelevant ancestors.

If you need guarantees rather than guidance — “Claude cannot, under any circumstances, delete this directory”

— that’s a settings-level permissions concern, not a CLAUDE.md concern. Write the rule in settings.json under

permissions.deny and the client enforces it regardless of what Claude decides.

FAQ
What is CLAUDE.md? A markdown file Claude Code reads at the start of every session to get persistent

instructions for a project. It lives in a project’s source tree (usually at ./CLAUDE.md or

./.claude/CLAUDE.md), gets loaded into the context window as a user message after the system prompt, and

contains coding standards, build commands, architectural decisions, and other team-level context. Anthropic is

explicit that it’s guidance, not enforcement. (Source.)

How long should a CLAUDE.md be? Under 200 lines. Anthropic’s own guidance is that longer files consume

more context and reduce adherence. If you’re over that, split with @imports or move topic-specific rules into

.claude/rules/.

Where should CLAUDE.md live? Project-level: ./CLAUDE.md or ./.claude/CLAUDE.md, checked into

source control. Personal-global: ~/.claude/CLAUDE.md. Personal-project (gitignored): ./CLAUDE.local.md.

Organization-wide (enterprise): /Library/Application Support/ClaudeCode/CLAUDE.md (macOS),

/etc/claude-code/CLAUDE.md (Linux/WSL), or C:\Program Files\ClaudeCode\CLAUDE.md (Windows).

What’s the difference between CLAUDE.md and auto memory? CLAUDE.md is instructions you write for

Claude. Auto memory is notes Claude writes for itself across sessions, stored at

~/.claude/projects/<project>/memory/. Both load at session start. CLAUDE.md is for team standards; auto

memory is for preferences, corrections, and project context Claude picks up as it works. Auto memory is on by

default in local sessions.

Can Claude ignore my CLAUDE.md? Yes. CLAUDE.md is loaded as a user message and Claude “reads it

and tries to follow it, but there’s no guarantee of strict compliance.” For hard enforcement (blocking file access,

sandbox isolation, etc.) use settings, not CLAUDE.md.

Does AGENTS.md work for Claude Code? Yes, in current versions (v2.1.277 and later): by default, Claude

Code reads AGENTS.md when there is no CLAUDE.md or CLAUDE.local.md in your working directory or

above it. If you want both, create a CLAUDE.md that imports it with @AGENTS.md at the top, then append

Claude-specific instructions below.

What’s .claude/rules/ and when should I use it? A directory of smaller, topic-scoped markdown files that can

optionally be scoped to specific file paths via YAML frontmatter. Use it when your CLAUDE.md is getting

long or when instructions only matter in part of the codebase. Rules without a paths: field load at session start

with the same priority as .claude/CLAUDE.md; rules with a paths: field only load when Claude works with

matching files.
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How do I generate a starter CLAUDE.md? Run /init inside Claude Code. It analyzes your codebase and

produces a starting file with build commands, test instructions, and conventions it discovers. Refine from there

with instructions Claude wouldn’t discover on its own.

A closing note
The biggest mistake I see people make with CLAUDE.md isn’t writing it wrong — it’s writing it once and

forgetting it exists. Six months later it references libraries they’ve since replaced, conventions that have since

shifted, and a team structure that has since reorganized. Claude dutifully tries to follow instructions that no

longer apply, and the team wonders why the tool seems to have gotten worse.

CLAUDE.md is a living document or it’s a liability. Treat it the way you’d treat a critical piece of onboarding

documentation, because functionally that’s exactly what it is — onboarding for the teammate who shows up

every session and starts from zero.

Write it for that teammate. Keep it short. Update it when reality shifts. And remember the part nobody likes to

admit: it’s guidance, not enforcement. For anything that has to be guaranteed, reach for settings instead.

Sources and further reading
•  Anthropic — How Claude remembers your project

•  Anthropic — Claude Code overview

•  Anthropic — Claude Code settings

•  Anthropic — Claude Code skills

Community patterns referenced in this piece were shared by practitioners at AI Engineer Europe 2026 (London,

April 2026). They are anecdotal reports that represent emerging practice, not Anthropic doctrine.

Related on Tygart Media: how to use Claude · is Claude worth it.

Restoration Operator Playbook: 2026 Industry Trends
Source: https://tygartmedia.com/restoration-operator-2026-playbook/ Published: April 15, 2026

This is the pillar piece for The Restoration Operator’s Playbook — Tygart Media’s body of work on how the

industry’s best restoration companies are actually thinking in 2026. Every cluster article on this site links back

to this one. If you only read one piece of operational intelligence about restoration this year, read this.

The industry is splitting in two
The industry is splitting in two.

If you run a restoration company in 2026, you can feel it even if you can’t name it yet. Something has changed

in the last eighteen months. The companies you used to compete with on price are starting to look operationally

different. The owners you grab a drink with at conferences are talking about things that didn’t exist as topics

two years ago. The carriers are quietly recalibrating who they trust with what kind of work, and the criteria

they’re using don’t always show up in TPA scorecards.
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The industry is splitting in two. Not by size. Not by geography. Not by certification. The split is happening

along a single axis: how seriously the company has thought about the difference between doing the work and

operating the system that does the work.

Companies on one side of the split still think of themselves as a collection of trucks, technicians, and jobs. They

get up every morning and chase the work that came in the night before. They are very good at the work itself.

Their PMs are senior, their crews are loyal, their relationships with adjusters are warm. They have been

profitable for fifteen or twenty years doing exactly what they have always done.

Companies on the other side of the split think of themselves as a system. The work is the output, not the

identity. They invest in the operating layer — documentation, decision frameworks, training architecture,

technology, talent development — at a rate that looks excessive to their peers. They are not necessarily larger.

They are not necessarily growing faster on the top line. But over a five-year window, the gap between the two

groups becomes severe and, eventually, irreversible.

This is the playbook for the second group. It is also a warning to the first.

Why this is happening now
Restoration has always been an industry where tribal knowledge created a moat. A senior project manager who

has worked five hundred losses knows things that have never been written down anywhere. The judgment that

separates a profitable mitigation job from a money-losing one — when to recommend pack-out, how

aggressively to demo, which sub to call for which kind of structural drying problem, how to read an adjuster’s

tone on the first call — none of that lives in a textbook. It lives in the heads of people who have been doing the

work for a long time.

For most of the industry’s history, that fact was a feature. The senior PM was the asset. The owner who hired

and retained the best PMs ran the best company. Period.

That equation is changing in 2026. It is not changing because senior PMs matter less. They matter more than

ever. It is changing because, for the first time, that judgment can be encoded into systems that the rest of the

company can run.

The pieces have been arriving in stages. Cloud documentation made it possible to actually capture what senior

operators do. Generative AI made it possible to interrogate that documentation at speed and turn it into

decisions. And in early 2026, the infrastructure layer that lets companies build and run autonomous workflows

on top of all of it became a managed service. The work that used to require a six-month engineering project is

now a configuration question.

What this means in practice is that the value of a senior operator is no longer just the work that operator does

directly. It is the work an entire system does in their image once their judgment has been captured and encoded.

A senior PM whose decision-making becomes the substrate for how the rest of the company handles initial

response, scope decisions, sub assignments, and customer communication is worth something different — and

something larger — than the same PM doing the work themselves.

The companies that understand this are quietly buying senior talent at the current price and treating that talent as

the raw material for the operating system they are about to build. The companies that don’t understand it are

still treating senior PMs as line-level production units, which means they are about to overpay for talent in
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twenty-four months when the rest of the industry catches up to the repricing.

The mitigation-to-reconstruction problem
To make any of this concrete, start with the single most expensive operational decision in the entire restoration

economic chain: how mitigation gets handed off to reconstruction.

It is also one of the least understood, because most companies live on one side of the handoff or the other.

Mitigation-only firms see their job as ending at dryout. Reconstruction-only firms see their job as starting from

whatever the mitigation team left behind. Both groups treat the handoff as a logistics problem when it is

actually an economics problem, and the economics are brutal.

A mitigation team that demos too aggressively makes the rebuild more expensive than it had to be — which

means the homeowner runs out of coverage faster, which means fewer upgrades, which means a less satisfied

customer at the close-out. A mitigation team that demos too conservatively leaves moisture or structural

damage hidden, which means rework on the rebuild side, which means the carrier eventually pushes back on the

file and the reconstruction company eats the difference. A mitigation team that documents poorly leaves the

reconstruction estimator guessing, which costs days on every job and creates scope arguments with the adjuster

that didn’t have to happen. A mitigation team that doesn’t think about flooring transitions, baseboard seams,

ceiling textures, or trim profiles before they cut creates rebuild work that takes longer and looks worse than it

should.

Each of these decisions individually is small. In aggregate, across thousands of jobs per year, they determine

whether a regional restoration company is running on twelve percent net margin or twenty-two percent net

margin. They determine how many homeowners write the company a five-star review. They determine whether

the carrier sends the next loss to this company or to a competitor.

And almost none of it is taught. Mitigation crews are trained to dry the building. Reconstruction crews are

trained to put it back together. The interface between the two — the layer where the actual money is made or

lost — is treated as someone else’s problem on both sides.

The companies that have figured this out have done one of two things. Either they have brought both functions

in-house and built the handoff into a single operational system, or they have built deliberate mitigation prep

standards and trained their subcontractor mitigation partners on them. Both moves reflect the same underlying

insight: the company that owns the end of the job has to own the beginning of the job, because every decision at

the beginning is a vote about what the end is going to look like.

Stephen Covey called it beginning with the end in mind. In restoration it is not a personal development

principle. It is a profit and loss statement.

Senior talent is the new force multiplier
If the operating layer is the new battleground, senior talent is the new force multiplier. This is the part of the

playbook most owners are still pricing wrong.

For the last two decades, the math on a senior project manager looked roughly like this: the PM produces a

certain volume of revenue per year, the company keeps a certain percentage of that revenue as gross margin, the

PM costs a certain salary plus benefits, the difference is the contribution. Owners who could do that math could
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decide how many senior PMs to hire and how much to pay them.

That math is now incomplete. The senior PM is no longer just a producer. The senior PM is a teacher whose

judgment, once captured, runs across every job the company touches — including jobs the PM never personally

sees. The contribution from a single senior operator is no longer linear. It compounds.

Owners who are running on the old math are about to be outbid for senior talent by owners who are running on

the new math. This is happening already in pockets of the industry, especially in metro markets where private

equity has begun to show up. A senior PM who would have been worth $140,000 in 2023 is worth something

materially higher to a buyer who plans to use that PM as the architect of an operational system. The market

hasn’t fully repriced yet. The arbitrage window for owners who move now is real and finite.

This also reframes recruiting as a strategic function rather than a HR function. The recruiter who knows which

senior operators in a market are quietly thinking about a move, who understands what a sophisticated buyer is

willing to pay, and who can credibly explain to a candidate what the next chapter of the industry looks like, is

operating at a different altitude than the recruiter who is filling seats off a job board. Owners who haven’t built

that recruiting relationship yet are starting from behind.

The new operating stack
The new operating stack.

The companies pulling away from the pack are building what amounts to a new operating stack. It does not

show up on the org chart. It rarely shows up in conference presentations because the operators running it know

that the longer they keep quiet, the longer the lead lasts. But the pattern is consistent enough across geographies

and company sizes to describe.

The first layer is documentation. Not policy manuals — those have always existed and rarely change anything.

The new documentation is operational decision capture. How do our best PMs decide whether to recommend

pack-out. How do they decide when to push back on an adjuster’s scope. How do they handle the customer

conversation when an estimate comes in higher than expected. The documentation lives in a structured system

that can be queried, not a binder on a shelf.

The second layer is structured training built on top of that documentation. New hires don’t shadow a senior PM

for a year hoping the right situations come up. They work through structured scenarios drawn from the actual

decision capture. The senior PM’s time is leveraged across the whole training cohort instead of being burned on

one apprentice at a time.

The third layer is technology — but the technology only works because the first two layers exist. AI systems are

extraordinary at applying captured judgment to new situations. They are useless at inventing judgment that was

never captured. Companies that have spent two years building decision documentation can plug in modern

tooling and get force multiplication immediately. Companies that haven’t done the documentation work are

buying tools they cannot effectively use, which is why so much restoration software ends up shelved.

The fourth layer is financial operations discipline that matches the operating discipline. Job-level WIP tracking,

real-time margin visibility, scope-change accountability, sub performance scorecards. The reason this layer

matters is that the first three layers will surface problems faster than the company can act on them unless the

financial visibility is in place. Operating clarity without financial clarity creates frustration. The two have to
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move together.

Most companies in the industry have one of these layers. A few have two. A small number have three. The

companies that have all four are the ones running away from the pack, and they know exactly what they have.

What this means for owners
What this means for owners.

If you own a restoration company and you have read this far, the implication is uncomfortable. The decisions

you make in the next twelve to twenty-four months matter more than the decisions you have made in the

previous five years. The window in which the operating-system advantage can still be built at a reasonable cost

is open now and will not stay open.

This does not mean you need to spend a million dollars on technology. It means you need to be honest about

which of the four operating layers your company actually has, and which it doesn’t. It means you need to

identify the two or three senior operators whose judgment is load-bearing for your business and start the

documentation work — not in a way that scares them about being replaced, but in a way that respects them as

the architects of the next chapter. It means you need to look at your senior hire roster and decide whether you

have one or two more PMs you should be courting now, while the market hasn’t fully repriced. It means you

need to think about your mitigation-to-reconstruction handoff with the seriousness it deserves, whether you

own both sides or you partner.

It does not mean you need to do everything at once. It means you need to start. The companies that have already

started have a head start that compounds every quarter.

What this means for senior operators
If you are a senior PM, GM, or estimator reading this, the implication is different. Your value is rising. Not in

the abstract, sociological sense. In the concrete, dollars-on-the-table sense. The owners who understand the new

math are looking for people like you, and the recruiters who serve those owners are looking on their behalf.

This is also a moment to think about what you actually want the next chapter of your career to look like. Some

senior operators are happiest doing the work they have always done in a company they have always loved. That

is a perfectly reasonable choice. Others are at a stage where they would rather use their two decades of

judgment to architect how a whole company operates instead of personally running fifty jobs a year. That is

now a real option in a way it was not five years ago. The companies that need that kind of architect are willing

to pay for it, and they are increasingly easy to find if you know who is asking.

What this means for the rest of the industry
For the carriers, the TPAs, the manufacturers, and the trade associations, the implication is structural. The

contractor base you are working with is going to bifurcate over the next thirty-six months. The companies on

the operating-system side of the split are going to be more reliable, faster on cycle time, more accurate on

documentation, and less prone to the disputes that eat your time. They are also going to expect to be treated

differently than the rest of the panel. The companies on the other side of the split are going to look increasingly

fragile by comparison, and the cost of working with them — in time, in disputes, in customer satisfaction — is

going to become harder to justify.
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The smart move for everyone in the broader ecosystem is to start identifying which contractors are building the

operating system and which are not, and to design programs and incentives that pull more of the industry

toward the first group. The contractors who have built it will reward partners who recognize them. The

contractors who haven’t will need help getting there, and the partners who help them will own those

relationships for a decade.

Why we are publishing this
Tygart Media is publishing this body of work for one simple reason. The restoration industry is going through

the most consequential operational shift it has experienced in a generation, and most of the people inside it do

not yet have a vocabulary for what is happening. The owners are feeling it. The senior operators are feeling it.

The carriers are feeling it. But the conversation has not caught up to the reality.

This pillar — and the cluster of articles that will be published under it over the coming months — is an attempt

to give the industry that vocabulary. To name what is changing. To make it possible for owners and operators to

think clearly about decisions that, until now, they have been making on instinct in a fog.

We do not name companies in this work, ours or anyone else’s. Naming companies turns intelligence into

marketing, and the moment that happens the work loses its usefulness. What we publish here is meant to be

useful first. Operators should be able to read it and act on it without having to filter out a sales pitch.

The companies that figure this out will not need to be told who is publishing the playbook. They will already

know.

Cluster articles published in this series
Mitigation-to-Reconstruction Intelligence (full cluster)

•  The Mitigation-to-Reconstruction Handoff: Where Restoration Companies Quietly Lose Half Their

Margin

•  The Documented Mitigation Prep Standard: The Operational Artifact Almost No Restoration Company

Actually Has

•  Photo and Documentation Discipline for Two Audiences: Mitigation’s Most Underrated Operational

Lever

•  The Feedback Loop That Keeps a Mitigation Prep Standard Alive — and Why Most Companies Skip It

•  The Shared Scoreboard: Why Mitigation and Reconstruction Need One Number They Both Own

AI in Restoration Operations (full cluster)

•  Why Most Restoration AI Projects Fail — and What the Few That Work Have in Common

•  What to Build First: The Restoration AI Sequencing Question Most Owners Get Wrong

•  The Senior Operator Is the Source Code: A Frame for Restoration AI That Changes the Math on Hiring,

Retention, and Documentation

•  The Economics of Agent-Assisted Restoration Operations: The Cost-Structure Shift That Will Decide

Who Is Profitable in 2028
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•  How to Evaluate Restoration AI Tools Without Getting Fooled: The Buyer Framework for a Difficult

Vendor Environment

Senior Talent as Force Multiplier (full cluster)

•  The Restoration Talent Window Is Closing Faster Than You Think

•  The Senior Restoration Operator Compensation Question: Why the Old Math Is Producing the Wrong

Numbers in 2026

•  Recruiting as a Strategic Function: Why Restoration Senior Hiring Has Outgrown the HR Setup

•  Retention When the Operator Has Been Documented: Why Traditional Retention Math No Longer

Captures the Stakes

•  Building the Senior Restoration Career Path: The New Roles That Are Keeping Senior Talent in the

Industry

End-in-Mind Operations (full cluster)

•  The End-in-Mind Principle in Restoration: What Covey Actually Meant for Service Businesses

•  The Close-Out Test: A Cognitive Practice for Applying End-in-Mind Thinking to Real Restoration

Decisions

•  The Customer Lifetime Frame: Why the Restoration Job Is the Beginning of the Relationship, Not the End

•  End-in-Mind Subcontracting: How the Companies You Pair With Determine What Your Customer

Remembers

•  The Owner’s End-in-Mind: Building the Restoration Company You Want to Hand Off, Sell, or Be Proud

of in Twenty Years

Carrier & TPA Strategy (full cluster)

•  The Carrier Relationship as Strategic Asset, Not Operational Burden

•  Scope Discipline: How the Best Restoration Companies Defend Their Numbers Without Burning the

Carrier Relationship

•  The TPA Game: Understanding What Third-Party Administrators Actually Optimize For

•  Program Standing and How It Is Actually Won: The Unpublished Criteria That Determine Restoration

Work Flow

•  The Documentation Layer That Makes Every Carrier Conversation Easier

Crew & Subcontractor Systems (full cluster)

•  The Restoration Labor Crisis Is Real and the Companies Adapting to It Look Different

•  Building a Restoration Crew That Stays: Retention at the Field Level

•  The Restoration Scheduling Problem Is an Operating System Problem

•  Quality Control as a Continuous Practice, Not an End-of-Job Inspection

•  The Sub Bench: Building the Reserve Capacity That Lets a Restoration Company Say Yes

This pillar is being expanded with deep cluster articles on each of the operating layers described above — AI in

restoration operations, financial operations discipline, end-in-mind decision frameworks, carrier and TPA
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strategy, crew and subcontractor systems, and more. Bookmark this page. Every new cluster article will be

linked here as it is published.

Restoration CRM Automation: GCP Architecture Guide
Source: https://tygartmedia.com/restoration-crm-automation-gcp/ Published: April 13, 2026

Who this is for: Your IT person, your developer, or a technical contractor. This brief describes a

production-grade automation architecture for the restoration company CRM touch calendar using Google Cloud

Platform (GCP). It assumes basic familiarity with cloud infrastructure, command line tools, and web APIs. It

does not require deep expertise in any single area — the implementation is intentionally modular so that each

component can be handed to a different person if needed.

The business strategy this automates is in Your CRM Is Not a Lead Database. The manual version of this

system is in the Email Automation Setup Guide. This brief is for teams who want to reduce ongoing manual

work and build a more robust, scalable version of the same workflow.

What This Architecture Automates
What this architecture automates.

The manual system requires a person to: export contacts from the CRM, validate emails, import to Mailchimp

or Brevo, configure each campaign, schedule it, and log results back to Notion. For 4–6 campaigns per year,

this is manageable manually. For a company running 10–15 campaigns across multiple divisions or service

areas, or for an agency running this system for multiple restoration clients, a GCP automation layer eliminates

the recurring labor.

What this architecture handles automatically:

•  Scheduled contact export from ServiceTitan or Jobber via API

•  Segmentation and deduplication logic

•  Email validation pass before import

•  Contact import to Mailchimp or Brevo

•  Campaign creation from template stored in Cloud Storage

•  Campaign scheduling per the calendar in Notion

•  Results logging back to Notion after send

What still requires human review:

•  Email copy review before scheduling (always — no automation should skip this)

•  Reply triage and qualitative logging

•  Warmth scoring and super-connector identification

Prerequisites
•  A Google Cloud Platform account with billing enabled (new GCP accounts include $300 in free credits)
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•  ServiceTitan or Jobber API access (ServiceTitan requires contacting their enterprise team; Jobber API is

available on Connect plan and above at $119–$169/month)

•  Mailchimp account with API access (available on all paid plans) OR Brevo with API access (all plans)

•  Notion account with Notion API integration enabled (free at notion.com/my-integrations)

•  Basic Python familiarity (this implementation uses Python 3.11+)

Architecture Overview
Architecture overview.

TRIGGER LAYER Cloud Scheduler -> cron job on campaign dates from Notion ORCHESTRATION LAYER

(Cloud Run) campaign-runner service — reads Notion calendar, determines which campaigns are due, triggers

pipeline CONTACT SYNC TEMPLATE STORE RESULTS LOGGER Cloud Run Cloud Storage Cloud Run -

CRM export - Email copy - Poll email - Segment - Subject platform - Dedupe variants - Write Notion - Validate

- Prompt lib - Update touch - Import to log email platform

Component 1: GCP Project Setup
# Install gcloud CLI and authenticate gcloud auth login gcloud projects create restoration-crm-

--name="Restoration CRM Automation" gcloud config set project restoration-crm- # Enable required APIs

gcloud services enable \ run.googleapis.com \ cloudscheduler.googleapis.com \ secretmanager.googleapis.com \

storage.googleapis.com # Create service account for the automation gcloud iam service-accounts create

crm-automation-sa \ --display-name="CRM Automation Service Account" # Grant necessary permissions

gcloud projects add-iam-policy-binding restoration-crm- \

--member="serviceAccount:crm-automation-sa@restoration-crm-.iam.gserviceaccount.com" \

--role="roles/run.invoker"

Component 2: Secret Manager for API Credentials
Secret Manager for API credentials.

Store all API credentials in GCP Secret Manager. Never hardcode credentials in source code.

# Store each credential as a separate secret echo -n "your-servicetitan-api-key" | gcloud secrets create

servicetitan-api-key \ --data-file=- echo -n "your-jobber-api-key" | gcloud secrets create jobber-api-key \

--data-file=- echo -n "your-mailchimp-api-key" | gcloud secrets create mailchimp-api-key \ --data-file=- echo -n

"your-notion-token" | gcloud secrets create notion-token \ --data-file=- # In Python, access secrets like this: #

from google.cloud import secretmanager # client = secretmanager.SecretManagerServiceClient() # name =

f"projects/{project_id}/secrets/{secret_id}/versions/latest" # response =

client.access_secret_version(request={"name": name}) # secret_value =

response.payload.data.decode("UTF-8")

Component 3: Contact Sync Service
This Cloud Run service handles the contact export -> segment -> validate -> import pipeline. Deploy as a

container triggered by the orchestration layer.
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# contact_sync/main.py import os import json import requests from google.cloud import secretmanager def

get_secret(secret_id): client = secretmanager.SecretManagerServiceClient() project_id =

os.environ.get("GCP_PROJECT_ID") name = f"projects/{project_id}/secrets/{secret_id}/versions/latest"

response = client.access_secret_version(request={"name": name}) return

response.payload.data.decode("UTF-8") def export_jobber_contacts(): """Export residential clients from Jobber

API""" api_key = get_secret("jobber-api-key") # Jobber uses GraphQL API query = """ query

GetClients($after: String) { clients(first: 100, after: $after) { nodes { id firstName lastName emails { address

isPrimary } tags { label } jobs(first: 1) { nodes { jobType completedAt } } } pageInfo { hasNextPage

endCursor } } } """ headers = { "Authorization": f"Bearer {api_key}", "Content-Type": "application/json" }

contacts = [] cursor = None while True: variables = {"after": cursor} if cursor else {} response = requests.post(

"https://api.getjobber.com/api/graphql", headers=headers, json={"query": query, "variables": variables} ) data =

response.json() clients = data["data"]["clients"] for client in clients["nodes"]: email = next( (e["address"] for e

in client["emails"] if e["isPrimary"]), client["emails"][0]["address"] if client["emails"] else None ) if not email:

continue # Determine segment based on tags tags = [t["label"].lower() for t in client["tags"]] if "residential" in

tags or not any(t in tags for t in ["commercial", "adjuster", "vendor"]): segment = "Homeowner" elif any(t in

tags for t in ["adjuster", "agent", "insurance"]): segment = "Industry" else: segment = "Trade" # Get most recent

job type job_type = None if client["jobs"]["nodes"]: job_type = client["jobs"]["nodes"][0].get("jobType", "")

contacts.append({ "first_name": client["firstName"], "last_name": client["lastName"], "email":

email.lower().strip(), "segment": segment, "job_type": job_type or "" }) if not

clients["pageInfo"]["hasNextPage"]: break cursor = clients["pageInfo"]["endCursor"] return contacts def

deduplicate_contacts(contacts): """Remove duplicate emails, keep most recent record""" seen = {} for contact

in contacts: email = contact["email"] if email not in seen: seen = contact return list(seen.values()) def

segment_contacts(contacts): """Split into three segment lists""" segments = {"Homeowner": [], "Industry": [],

"Trade": []} for contact in contacts: seg = contact.get("segment", "Homeowner") if seg in segments:

segments.append(contact) return segments def import_to_mailchimp(contacts, tag, api_key, list_id): """Batch

import contacts to Mailchimp with tag""" # Mailchimp batch operations (max 500 per call) batch_size = 500 for

i in range(0, len(contacts), batch_size): batch = contacts[i:i+batch_size] operations = [] for contact in batch:

operations.append({ "method": "PUT", "path": f"/lists/{list_id}/members/{contact['email'].encode().hex()}",

"body": json.dumps({ "email_address": contact["email"], "status_if_new": "subscribed", "merge_fields": {

"FNAME": contact.get("first_name", ""), "LNAME": contact.get("last_name", ""), "JOB_TYPE":

contact.get("job_type", "") }, "tags": }) }) response = requests.post(

"https://us1.api.mailchimp.com/3.0/batches", auth=("anystring", api_key), json={"operations": operations} ) if

response.status_code not in [200, 201]: raise Exception(f"Mailchimp batch import failed: {response.text}")

return len(contacts) def run_contact_sync(request): """Main Cloud Run handler""" mailchimp_api_key =

get_secret("mailchimp-api-key") mailchimp_list_id = os.environ.get("MAILCHIMP_LIST_ID") contacts =

export_jobber_contacts() contacts = deduplicate_contacts(contacts) segments = segment_contacts(contacts)

results = {} for segment_name, segment_contacts in segments.items(): count = import_to_mailchimp(

segment_contacts, tag=segment_name, api_key=mailchimp_api_key, list_id=mailchimp_list_id ) results =

count return json.dumps({"status": "success", "imported": results})

Component 4: Cloud Scheduler Trigger
Cloud Scheduler runs the orchestration service on the campaign dates stored in your Notion calendar. The

scheduler checks Notion weekly for upcoming campaigns and pre-triggers the contact sync 7 days before each
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scheduled send.

# Create weekly scheduler job gcloud scheduler jobs create http crm-weekly-check \ --schedule="0 9 * * 1" \

--uri="https:///check-upcoming-campaigns" \

--oidc-service-account-email="crm-automation-sa@.iam.gserviceaccount.com" \

--time-zone="America/Los_Angeles" \ --location="us-west1"

The orchestration service reads your Notion Campaign Calendar database, finds any campaigns with a send

date within the next 7 days and a Status of “Scheduled,” and triggers the contact sync and campaign creation

pipeline for each one.

Component 5: Results Logger
After each campaign sends, this service polls the Mailchimp or Brevo API for campaign analytics and writes

them back to your Notion Campaign Calendar database.

# results_logger/main.py (simplified) def log_campaign_results(campaign_id, notion_page_id):

mailchimp_api_key = get_secret("mailchimp-api-key") notion_token = get_secret("notion-token") # Get

Mailchimp campaign report response = requests.get(

f"https://us1.api.mailchimp.com/3.0/reports/{campaign_id}", auth=("anystring", mailchimp_api_key) ) report =

response.json() open_rate = report.get("opens", {}).get("open_rate", 0) # Update Notion page notion_headers =

{ "Authorization": f"Bearer {notion_token}", "Content-Type": "application/json", "Notion-Version":

"2022-06-28" } requests.patch( f"https://api.notion.com/v1/pages/{notion_page_id}", headers=notion_headers,

json={ "properties": { "Status": {"select": {"name": "Sent"}}, "Open Rate": {"number": round(open_rate * 100,

1)} } } )

Estimated Monthly GCP Costs
For a single restoration company running 6 campaigns per year:

Service Usage Monthly Cost

Cloud Run (contact sync) 6 invocations/year, &lt;5min each &lt;$1

Cloud Scheduler 52 weekly checks/year $0.10

Cloud Storage (templates) Minimal storage &lt;$0.01

Secret Manager 4 secrets, &lt;1000 accesses/month &lt;$0.10

Total &lt;$2/month

For an agency running this system for 10 restoration clients simultaneously, the cost scales linearly —

approximately $15–20/month in GCP costs for the full multi-client operation. The manual labor savings at that

scale are significant: an estimated 8–12 hours per month of manual campaign setup eliminated.

Deployment Checklist
•  GCP project created and APIs enabled

•  Service account created with appropriate permissions

•  All API credentials stored in Secret Manager

•  Contact sync service containerized and deployed to Cloud Run
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•  Cloud Scheduler job created and tested

•  Notion Campaign Calendar database connected

•  Results logger deployed and tested with a historical campaign

•  Full end-to-end test run on a staging contact list before live deployment

Full documentation for each GCP service referenced here: cloud.google.com/run/docs,

cloud.google.com/scheduler/docs, cloud.google.com/secret-manager/docs.

Complete CRM Community Framework

Strategy Guides

•  Your CRM Is Not a Lead Database

•  The Restoration Hiring Email

•  The Vendor Ask Email

•  The 12-Month CRM Touch Calendar

•  How to Re-Engage Past Homeowner Clients

Technical Implementation Guides

•  CRM Segmentation: Technical Guide

•  Email Automation Setup: Technical Guide

•  Notion Second Brain: Technical Guide

•  Claude Prompt Library for CRM Email

Visual summary
AI-generated editorial illustration — Vertex AI Imagen 4 Standard

About this image. This image was generated by Google’s Vertex AI Imagen 4 model as the featured visual for

The 4% Problem: Why Almost Nobody in Restoration Is Using the AI That’s Already in Their CRM. Every

image in the Tygart Media visual library is AI-generated, converted to WebP for optimal performance, and

enriched with IPTC/XMP metadata for search engine discoverability.

•  Model: Vertex AI Imagen 4 Standard (imagen-4.0-generate-001)

•  Format: WebP (quality 90)

•  Aspect Ratio: 16:9

•  Metadata: IPTC/XMP injected (title, description, creator, rights, location)

•  Creator: Tygart Media — tygartmedia.com

Part of The Studio collection — AI-generated visuals powering the Tygart Media content engine.

Restoration Company Claude Prompts: CRM Email Library
Source: https://tygartmedia.com/restoration-company-claude-prompts/ Published: April 13, 2026
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Who this is for: Anyone at your company who writes emails — the owner, the office manager, or whoever

handles the CRM touch campaigns. This brief requires no technical background. It’s a ready-to-use prompt

library for Claude (claude.ai), Anthropic’s AI assistant, that you can use to write every email in your annual

CRM touch calendar without starting from a blank page.

The strategy behind these prompts is in Your CRM Is Not a Lead Database. The calendar that tells you when to

send each one is in The 12-Month Outreach Calendar. This brief gives you the words.

How to Use This Prompt Library
How to use this restoration Claude prompt library.

Go to claude.ai. Create a free account if you don’t have one. Open a new conversation. Paste a prompt from this

guide, fill in the bracketed fields with your real information, and press enter. Claude will generate a draft email.

Review it, edit anything that doesn’t sound like you, and copy it into your email platform.

That’s the entire workflow. No API key. No technical setup. No code. A free Claude account at claude.ai is

sufficient for this use case.

One important principle before you start: the more specific your prompt, the better the output. Telling

Claude “write a hiring email for a restoration company” will generate something generic. Telling Claude “write

a hiring email for a 12-person water and fire restoration company in Tacoma, WA that’s been in business for

eight years and is known for fast response times and honest communication with insurance adjusters” will

generate something that sounds like it came from your company specifically. Put in the specifics; get out

something publishable.

The Prompt Library
The prompt library.

Prompt 1: The Hiring Email — Homeowner Version

I run , a restoration company in [city, state]. We’ve been in business years and are known for . We

currently have employees and serve the area.

I need to write a short, plain-text email to past homeowner clients who we’ve done work for. We’re currently

hiring for . The goal of the email is to ask if they know anyone — family, friends, people in the trades — who

might be a great fit for a company like ours. We want to reach out to trusted contacts before posting the job

publicly.

Tone: Personal and warm, like a note from a real person. Not corporate, not salesy. The recipient should feel

like we remembered them and value their opinion specifically.

Requirements: Under 150 words. Plain text (no HTML). Sign it from at . Include a phone number as the only

contact info. No subject line needed — just the body.

Prompt 2: The Hiring Email — Insurance Adjuster Version

I run , a restoration company in [city, state]. I need to write a short email to insurance adjusters I’ve

worked with on claims. We’re hiring a .
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The tone should be collegial — peer to peer, professional but not formal. We want to reach out to trusted

colleagues before posting publicly, and we’d appreciate any recommendations they might have. Keep it under

120 words. Plain text. From . Include phone number.

Do not use any of these phrases: “I hope this email finds you well,” “I wanted to reach out,” “touch base,”

“circle back,” or “leverage.” Write it how a real contractor would talk to an adjuster they’ve worked with for

years.

Prompt 3: The Vendor Ask — Specialty Sub Search

Write a short email from a restoration company owner to their contact database asking if anyone knows

a reliable in [city/region]. We have a larger project coming up and want to find a quality sub through our

network before going the cold-search route.

Context about our company: [2–3 sentences about your company — size, how long you’ve been in business,

your service area]. The recipients are a mix of past homeowner clients, insurance industry contacts, and trade

partners.

Tone: Casual and direct. Like asking a trusted colleague. Under 100 words. Plain text. From . Phone number

only.

Optional addition: Add one sentence at the end that invites the recipient to reach out directly if the description

matches their own business.

Prompt 4: The Seasonal Safety Email — Winter Freeze Version

I run a water damage restoration company in [city, state]. I want to send a helpful, non-promotional

email to past homeowner clients before freeze season. The goal is to give them genuinely useful

information about preventing the kind of water damage we see most commonly in in winter.

Specific things to cover: . These should be specific to winters, not generic national advice.

Tone: Knowledgeable and helpful, like a trusted expert checking in on a neighbor. No sales pitch, no CTA other

than “if you have questions, we’re here.” Under 200 words. Include a link placeholder for if they want to read

more. From .

Prompt 5: The Post-Storm Check-In

Write a short check-in email from a restoration company owner to past homeowner clients after a

significant weather event. Context: ” or “The deep freeze last week affected a lot of homes in our area”].

We’re reaching out not to generate leads but to genuinely check in and let them know we’re available if

they or anyone they know had issues.

Tone: Warm, community-focused, genuine. Not a pitch. One optional sentence can mention that we’re available

for a free look if they’re not sure about anything. Under 120 words. From . Include phone.

Prompt 6: The Company Anniversary or Milestone Email

Write a short personal email from the owner of a restoration company to their full contact database for

our company’s . The goal is to thank the people who’ve been part of our journey — past clients, industry

partners, trade contacts — and share something genuine about where we’re headed.
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Specific context: [1–2 sentences about what milestone you’re celebrating and what it means genuinely — not

marketing language, just the real version]. [1 sentence about something you’re proud of or looking forward to.]

[1 sentence of genuine gratitude.]

Tone: Personal. From the owner’s voice, not a company PR voice. Should feel like the kind of email you’d

want to receive from a company you’ve worked with. Under 175 words. No CTA. No offer. Just the

relationship. From .

Prompt 7: Adapting Any Template to Your Brand Voice

Use this prompt whenever a generated draft doesn’t quite sound like you:

Here are two examples of how I normally write emails to clients and contacts: . Using this voice and

style, rewrite the following email: . Keep all the same information but make it sound like I wrote it, not

like AI wrote it. Pay attention to sentence length, word choice, and how formal or informal I am.

Prompt 8: Subject Line Generation

Write 8 subject line options for the following email: . The subject line should feel personal and human

— not like a marketing email. No click-bait. No exclamation points. No “Quick question for you!” style

openers. It should make the recipient want to open it because it sounds like a note from someone they

know, not a promotional blast. Vary the options — some direct, some conversational, some that lead

with the topic, some that lead with the relationship.

Prompt 9: Batch Personalization for Homeowner Lists

Use this when you have a list of homeowner contacts and want to add one personalized sentence per email

based on their job type and timing:

I’m going to give you a list of past restoration clients in CSV format. For each client, add one

personalized opening sentence to the following email template that references their specific job type

and, if the job was more than 18 months ago, acknowledges it’s been a while. Keep the personalized

sentence under 20 words. Do not change the rest of the template. Return the output as a numbered list

matching the order of the input.

Email template:

Client list (paste up to 20 rows at a time): First Name, Job Type, Months Since Job Sarah, water damage, 14

Tom, fire damage, 26 Jennifer, mold remediation, 8 [continue...]

Tips for Getting the Best Results from Claude
Tips for getting the best results from Claude.

Be specific about what you don’t want. If you’ve noticed Claude tends to use certain filler phrases, name

them explicitly in the prompt: “Do not use: ‘I hope this finds you well,’ ‘reaching out,’ ‘touch base,’ or

‘leverage.’” This single instruction usually eliminates the most recognizable AI writing patterns.

Give it your real company context. Claude doesn’t know your company. Everything you tell it about your

history, your reputation, your service area, and your typical client becomes context it can draw on to make the

output more specific and authentic. Two sentences of real company context transform generic output into
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something that sounds like it came from you.

Iterate in the same conversation. Don’t start a new Claude conversation for each revision. Reply in the same

conversation with: “Good, but make it shorter” or “The tone is right but the middle paragraph is too formal —

simplify it.” Claude maintains context within a conversation and can refine based on your feedback without

losing the good parts.

Ask for multiple options. Ending a prompt with “Give me three versions — one shorter, one more formal, one

more casual” lets you pick from options rather than iterating from a single draft. This works especially well for

subject lines.

Review everything before sending. Claude’s output is a first draft, not a final draft. Read every email before it

goes out. Check for: anything that doesn’t sound like your voice, any specific facts about your company that are

wrong (Claude will sometimes assume details you didn’t provide), and any phrasing that might feel off to a

specific recipient.

Frequently Asked Questions

Do I need to pay for Claude to use these prompts?

No. A free account at claude.ai is sufficient for this use case. The free tier allows you to run multiple prompts

per day and generate all the email drafts you need for a full annual campaign calendar. Claude Pro ($20/month)

gives you higher usage limits and access to more powerful models, but is not required for basic email drafting.

Can I save these prompts somewhere so I don’t have to look them up each time?

Yes — store the full prompt library in a Notion page (your Second Brain, per the related technical brief). Create

one page per prompt type, fill in the bracketed fields with your company’s standard information, and save them

as templates. Before each campaign, open the relevant prompt, verify the details are current, and paste it into

Claude.

What if Claude generates something that doesn’t sound like me?

Use Prompt 7 from this guide — the brand voice adaptation prompt. Paste two real emails you’ve written, paste

the Claude draft, and ask it to rewrite in your voice. After two or three rounds of this, Claude will have

internalized your style well enough that the initial drafts need much less editing.

Is it ethical to use AI-generated emails for relationship outreach?

Yes, with one condition: you review and approve every email before it sends. The same way you might ask an

assistant to draft a letter you then sign and send in your voice, using AI to draft email is a production tool, not a

substitute for genuine relationship intention. The goal of these campaigns is real — staying in touch with people

who know your company, asking for genuine help with real business needs. AI helps you express that goal in

words. The relationship authenticity comes from you.

Complete CRM Community Framework

Strategy Guides

•  Your CRM Is Not a Lead Database

•  The Restoration Hiring Email
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•  The Vendor Ask Email

•  The 12-Month CRM Touch Calendar

•  How to Re-Engage Past Homeowner Clients

Technical Implementation Guides

•  CRM Segmentation: Technical Guide

•  Email Automation Setup: Technical Guide

•  Notion Second Brain: Technical Guide

•  GCP Automation Architecture: Technical Guide

Build a Notion Second Brain for Your Restoration CRM
Source: https://tygartmedia.com/notion-second-brain-restoration/ Published: April 13, 2026

Who this is for: The person building your knowledge and relationship tracking system — your office manager,

a tech-savvy ops person, or a consultant helping you get organized. This brief builds a Notion-based Second

Brain layer that sits on top of your existing CRM to capture the relational intelligence that your job

management software never will. No coding required. Full setup takes 3–4 hours. The strategy this supports is

in Your CRM Is Not a Lead Database.

What a Second Brain Does That Your CRM Doesn’t
What a second brain does that your CRM doesn’t.

Your job management software (ServiceTitan, Jobber, or similar) is built to track transactions: jobs, invoices,

and technician assignments. It is exceptional at this. What it cannot do is capture the relational layer — who

referred whom, who replied to your hiring email, which adjuster said they’d keep you in mind for the next CAT

event, which homeowner’s reply mentioned their neighbor’s flooded basement.

This is the intelligence that determines whether your CRM becomes a community. It lives in email threads, in

the notes field of your phone contacts, in your memory after a golf round with an adjuster. It disappears when

your office manager leaves, when you switch phone carriers, when the thread buries itself under 400 new

emails.

The Notion Second Brain captures this layer systematically. It’s not a replacement for your CRM. It’s a

relationship intelligence layer that your CRM was never designed to hold.

The Architecture: Four Linked Databases
The architecture — four linked databases.

The system uses four Notion databases connected by relations. Notion’s free tier supports all of this — you do

not need a paid plan for the initial build. If you add more than five members, you’ll need to upgrade to the Plus

plan ($10/user/month).

Database 1: Contacts
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Your master contact registry. Every person in your network gets a record here. This does not replace your CRM

contact list — it supplements it with relationship context that belongs in a knowledge management tool, not a

job management tool.

Properties:

Field Type Notes

Name Title Full name

Segment Select Homeowner / Industry / Trade / Other

Sub-type Select Homeowner past client / Adjuster / Agent
/ PA / Sub / Supplier / Vendor

Email Email

Phone Phone

Company Text For industry and trade contacts

Location Text City or zip — for local filter

Warmth Select Hot / Warm / Cool / Cold — subjective
relationship temperature

Last Touch Date Date Last time you had meaningful contact

Last Touch Type Select Email campaign / Personal email / Phone
/ In person

Times Referred Number How many referrals this contact has ever
sent you

Notes Text Anything important that doesn’t fit a field

CRM ID Text Matching ID in ServiceTitan or Jobber for
cross-reference

Database 2: Touch Log

Every meaningful interaction with a contact gets an entry here. Campaign sends, personal replies, phone calls,

in-person conversations. This is how you build a timeline of every relationship in your network.

Properties:

Field Type Notes

Touch Summary Title Brief description of the interaction

Contact Relation -&gt; Contacts Links to the contact record

Date Date

Touch Type Select Campaign email / Personal email / Phone
/ In person / Reply received

Direction Select Outbound (you reached out) / Inbound
(they contacted you)

Signal Select Neutral / Positive / Referral Generated /
Lead Mentioned / Complaint

Follow Up Needed Checkbox

Follow Up Date Date Only populate if Follow Up Needed is
checked
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Field Type Notes

Notes Text What was said or what happened

Database 3: Referrals

Every referral — whether it turned into a job or not — gets a record here. This is where you track the ROI of the

community strategy over time.

Properties:

Field Type Notes

Referral Summary Title Brief description

Referred By Relation -&gt; Contacts Who sent it

Referred Person or Property Text Who or what was referred

Date Received Date

Source Touch Relation -&gt; Touch Log Which email or interaction triggered the
referral

Outcome Select Job Won / Job Lost / Not Yet Followed
Up / Not a Lead

Job Value Number Estimated or actual job value if won

Database 4: Campaign Calendar

This is the full campaign planning and results database from the outreach calendar guide. It lives here in the

Second Brain so that every campaign is linked to the contacts and touches it generates.

Setting Up the System in Notion: Step by Step
Setting up the system in Notion step by step.

Phase 1: Create the Workspace Structure (30 minutes)

•  Create a new page in Notion called “CRM Second Brain”

•  Add four sub-pages, one per database: Contacts, Touch Log, Referrals, Campaign Calendar

•  On each sub-page, add a full-page database (not inline)

•  Add all properties to each database as listed above

•  Set up Relations between databases: Touch Log -> Contacts (one contact, many touches), Referrals ->

Contacts (one contact, many referrals), Referrals -> Touch Log (link each referral to the touch that generated

it)

Phase 2: Import Your Seeding Data (1–2 hours)

•  Take your clean, segmented contact CSV from the segmentation brief

•  In Notion, on your Contacts database, click the three dots -> Import CSV

•  Map the CSV columns to Notion database properties

•  Notion will create one database record per row
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•  After import, manually review the first 20 records to confirm mapping is correct

•  Set the Warmth field for your top 30 contacts manually — this is subjective and cannot be automated

Phase 3: Set Up Views for Daily Use (30 minutes)

The database is only useful if you actually open it. Create these four views in your Contacts database:

•  “Super Connectors” view: Filter by Times Referred 2, sorted by Times Referred descending. This shows

you your highest-value network contacts at a glance.

•  “Gone Cold” view: Filter by Last Touch Date is before 6 months ago AND Warmth is Warm or Hot.

These are relationships that need attention.

•  “Follow Up Today” view: Filter from Touch Log — Follow Up Needed = true AND Follow Up Date =

today. Surfaces what needs action today.

•  “Homeowners — Local” view: Filter by Segment = Homeowner AND Location contains . Your

residential community at a glance.

Connecting the Second Brain to Your Campaign Workflow
The Second Brain becomes powerful when it’s updated in real time during campaign execution. Here is the

exact workflow for each campaign:

Before sending: Open the Campaign Calendar database and update the Status to “Scheduled.” Verify that the

target audience count in your email platform matches your Contacts database filtered view for that segment.

Within 48 hours of sending: Log the campaign as a single batch entry in the Touch Log: Touch Type =

“Campaign email”, Direction = Outbound, Date = send date. This creates the event anchor for all replies that

follow.

For every reply received: Add a Touch Log entry: Touch Type = “Reply received”, Direction = Inbound, link

to the Contact record, set Signal based on content (Referral Generated, Lead Mentioned, or Positive). If a

follow-up is needed, check Follow Up Needed and set Follow Up Date.

For every referral: Add a Referrals database entry immediately. Link to the Contact who sent it and to the

Touch Log entry that triggered it. Set Outcome to “Not Yet Followed Up” until the lead is worked.

After 12 months of this workflow, your Super Connectors view will show you exactly which five to ten people

in your network are responsible for the majority of inbound referrals. These are the people to take to coffee, to

thank personally, to invite to events. The system surfaces what intuition alone cannot track at scale.

Advanced: Connecting Notion to Your Email Platform via Zapier
For teams who want to reduce manual entry, Zapier (zapier.com) can automate the Touch Log entry step. This

requires a Zapier account (free tier allows five automated workflows) and basic Zapier setup familiarity.

The automation: When a contact replies to a Mailchimp campaign -> Zapier creates a Touch Log entry in

Notion with the reply details, linked to the Contact record by email address.

The Zap flow:
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•  Trigger: Mailchimp -> New Campaign Reply (or Gmail -> New Email matching campaign reply-to

address)

•  Action 1: Notion -> Find Database Item (search Contacts database for the reply’s email address)

•  Action 2: Notion -> Create Database Item in Touch Log (populate fields from the Mailchimp reply data

and the Contact ID found in Action 1)

This automation removes the manual step of logging each reply. It does not remove the step of reviewing

replies and adding qualitative Signal and Notes — that still requires human judgment.

Zapier setup documentation: zapier.com/apps/mailchimp/integrations/notion and

zapier.com/apps/gmail/integrations/notion.

Notion Pricing for This Use Case
Scenario Plan Needed Cost

Solo owner managing the database
alone

Free $0/month

Owner + office manager (2 users) Free (up to 5 collaborators on free plan) $0/month

Owner + office manager + 3 others Free (up to 5 still covered) $0/month

6 or more users Plus plan $10/user/month

For most restoration companies running this system, the free tier is sufficient indefinitely. The system described

here does not require Notion AI, advanced automations, or enterprise features.

Complete CRM Community Framework

Strategy Guides

•  Your CRM Is Not a Lead Database

•  The Restoration Hiring Email

•  The Vendor Ask Email

•  The 12-Month CRM Touch Calendar

•  How to Re-Engage Past Homeowner Clients

Technical Implementation Guides

•  CRM Segmentation: Technical Guide

•  Email Automation Setup: Technical Guide

•  Claude Prompt Library for CRM Email

•  GCP Automation Architecture: Technical Guide

Restoration Email Automation: Mailchimp & Brevo Setup
Source: https://tygartmedia.com/restoration-email-automation/ Published: April 13, 2026

Who this is for: The person setting up your email system — your office manager, your IT contact, or a

freelance marketing person you’ve brought in. This brief assumes basic comfort with web-based software
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(setting up accounts, uploading files, clicking through settings). No coding required. The strategy behind this

system is in Your CRM Is Not a Lead Database and the full 12-month calendar is in The 12-Month CRM Touch

Calendar.

What We’re Building
What we’re building.

A four-to-six email annual touch sequence for three audience segments (homeowners, industry contacts, trade

contacts), running through a standard email marketing platform, triggered on a predetermined calendar, and

tracked in a simple Notion or spreadsheet log.

The system requires no custom development. It uses off-the-shelf software that any non-technical person can

configure in an afternoon. Total ongoing maintenance time after setup: approximately one hour per campaign,

four to six times per year.

Platform Selection: Mailchimp vs. Brevo for Restoration Companies
Both platforms are appropriate for this use case. Choose based on your database size and send frequency:

Choose Mailchimp if: Your database is under 1,500 contacts, you want the most widely documented platform

(easiest to find help online), and you’re comfortable paying $13–$30/month. Mailchimp’s Essentials plan is

sufficient — you do not need Standard or Premium for this use case.

Choose Brevo if: Your database is over 1,500 contacts, you only send 4–6 times per year and want to avoid

paying for contacts you rarely email, or you want built-in transactional email for other automations. Brevo’s

Starter plan is $9/month with no contact storage limits — you pay based on emails sent, not contacts stored. For

a 2,000-contact database sending 6 campaigns per year, Brevo costs significantly less than Mailchimp.

The setup instructions below cover both platforms in parallel. Follow the path that matches your platform

choice.

Step 1: Account Setup and List Import
Step 1 — account setup and list import.

Complete the database segmentation build from the CRM segmentation technical brief before starting this step.

You should have three clean CSV files: Homeowners, Industry, and Trade.

Mailchimp Setup

•  Create account at mailchimp.com. Select Essentials plan. Enter billing info.

•  Go to Audience -> Manage Audience -> Add a Field. Add two custom merge fields: JOB_TYPE (text)

and SEGMENT (text). These allow personalization tokens in email copy.

•  Go to Audience -> Manage Audience -> Import Contacts. Upload each CSV file separately, assigning a

tag during each import: “Homeowner”, “Industry”, “Trade”.

•  Map CSV columns to Mailchimp fields: First Name -> FNAME, Last Name -> LNAME, Email ->

EMAIL, Job Type -> JOB_TYPE, Segment -> SEGMENT.
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•  After import, verify contact counts match your spreadsheet totals. A mismatch usually means invalid

email format in some rows — check the import error log.

Brevo Setup

•  Create account at brevo.com. Select Starter plan ($9/month).

•  Go to Contacts -> Lists -> Create a List. Create three lists: “Homeowners”, “Industry Contacts”, “Trade

Contacts”.

•  Go to Contacts -> Import Contacts. Upload each CSV, assign to the corresponding list.

•  Map fields: First Name -> FIRSTNAME, Last Name -> LASTNAME, Email -> EMAIL. Create custom

attributes for JOB_TYPE if needed.

•  Verify counts after import.

Step 2: Sender Domain Authentication (Critical for Deliverability)
This is the step most people skip and then wonder why their emails land in spam. Both Mailchimp and Brevo

require domain authentication to ensure your emails are delivered to inboxes rather than spam folders. This step

requires access to your domain’s DNS settings (usually managed through your domain registrar — GoDaddy,

Namecheap, Google Domains, or similar).

What Authentication Does

SPF, DKIM, and DMARC records tell receiving mail servers that your email marketing platform is authorized

to send email on behalf of your domain. Without them, major providers (Gmail, Outlook, Yahoo) increasingly

route your emails to spam or refuse delivery entirely.

Mailchimp Domain Authentication

•  In Mailchimp, go to Account -> Settings -> Domains -> Add and Verify Domain

•  Enter your company domain (e.g., yourcompany.com)

•  Mailchimp will provide you with specific DNS records to add: a CNAME record for DKIM and a TXT

record for verification

•  Log into your domain registrar and add these records exactly as shown. Allow 24–48 hours for DNS

propagation.

•  Return to Mailchimp and click “Authenticate Domain” once DNS has propagated. A green checkmark

confirms success.

Brevo Domain Authentication

•  Go to Settings -> Senders & IP -> Domains -> Add a Domain

•  Enter your domain and follow the same process — Brevo provides specific DNS records for SPF and

DKIM

•  Add records at your domain registrar. Verify in Brevo after propagation.

If your company uses a shared hosting email (e.g., yourbusiness@gmail.com rather than

yourbusiness@yourcompany.com), you cannot authenticate a shared domain. In this case, create a free Google

Workspace account at $6/month to get a branded email address before proceeding. Sending from
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info@yourcompany.com vs. yourcompany@gmail.com meaningfully affects both deliverability and perceived

professionalism.

Step 3: Build the Campaign Templates
Step 3 — build the campaign templates.

For the CRM community touch strategy, plain text emails outperform designed HTML templates. Research on

warm, relationship-based email consistently shows that recipients perceive plain text as more personal and

authentic. The goal is an email that looks like it came from a person, not a marketing department.

Mailchimp Plain Text Campaign

•  Go to Campaigns -> Create Campaign -> Email

•  Select “Plain Text” as the campaign type (not the drag-and-drop builder)

•  Write your email copy in the plain text field

•  Use Mailchimp merge tags for personalization: *|FNAME|* for first name, *|JOB_TYPE|* for the custom

job type field

•  Example: “Hi *|FNAME|*, It’s from . We worked with you on your *|JOB_TYPE|* job a while back...”

•  Set up subject line, preview text, from name (use owner’s first name, e.g., “Mike from Acme

Restoration”), and from email address (owner’s direct email preferred over info@ for homeowner segment)

Brevo Plain Text Campaign

•  Go to Campaigns -> Email Campaigns -> Create an Email Campaign

•  Choose “Plain Text” from the template selection

•  Use Brevo’s personalization tokens: {{ contact.FIRSTNAME }}, {{ contact.JOB_TYPE }}

•  Configure sender name and address as above

Build all six campaigns for the year in draft mode before publishing any of them. Label each draft clearly:

“Q1-2026-Homeowners-Hiring”, “Q2-2026-Homeowners-Storm-Prep”, etc. This allows you to see the full

year’s campaign lineup at once and catch any overlap or redundancy before it goes out.

Step 4: Schedule the Campaign Calendar

Mailchimp Scheduling

•  Open each draft campaign

•  In the Campaign Builder, go to the Schedule step

•  Select “Schedule” and set the date and time. Use the send time optimization feature if available on your

plan — it will automatically send to each contact at the time they’re most likely to open based on historical

behavior.

•  For your first campaign (no historical data), use Tuesday or Wednesday at 9:30am local time as a default

Brevo Scheduling

•  In the campaign builder, select “Schedule” on the final step
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•  Set date, time, and timezone

•  Brevo’s Send Time Optimization is available on paid plans and functions similarly to Mailchimp’s

Schedule all three segment versions of each campaign within the same 2-hour window on the same day —

homeowners first, then industry, then trade — staggered by 30 minutes. This prevents simultaneous reply

volume from overwhelming a single inbox.

Step 5: Build the Results Tracking System in Notion
Both platforms provide analytics (open rate, click rate, unsubscribes) automatically. The tracking that neither

platform does is the qualitative signal — replies, referrals, leads mentioned, and relationship warmth indicators.

That layer goes in Notion.

Setting Up Notion (Free Tier)

•  Go to notion.com and create a free account

•  Create a new page called “CRM Touch Calendar”

•  Add a database (table view) with the following properties:

Property Type

Campaign Name Title

Send Date Date

Segment Select (Homeowners / Industry / Trade / All)

Touch Type Select (Operational Ask / Educational / Milestone / Seasonal)

Platform Select (Mailchimp / Brevo / CRM)

Status Select (Planned / Draft Ready / Scheduled / Sent)

Open Rate Number (percent)

Reply Count Number

Referrals Generated Number

Leads Mentioned Number

Notes Text (for qualitative observations)

•  Add all six planned campaigns for the year as rows in the database

•  Set the Status to “Planned” for all. Update to “Draft Ready”, “Scheduled”, and “Sent” as you progress

•  After each campaign sends, log the open rate from your email platform and manually count and log reply

count, referrals, and lead mentions from your email inbox

The Notion database becomes your campaign intelligence layer. After two or three years of data, you’ll have

clear evidence of which touch types generate the highest referral rates, which segments are most engaged, and

which subject lines perform best for your specific audience.

Step 6: Set Up Reply Management
For the homeowner and industry segments, replies to hiring emails and vendor asks often include lead mentions

(“actually, our neighbor just had water get in last week”). These need to route to whoever handles incoming

leads immediately, not sit in an inbox until someone reviews the campaign results.
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The simplest solution: create a dedicated email address (campaigns@yourcompany.com or

outreach@yourcompany.com) as the reply-to address for all campaigns. Set up a simple email rule that

forwards any reply mentioning keywords like “water”, “damage”, “claim”, “flooded”, “burst”, or “insurance” to

your main dispatch email address.

In Gmail, set this up under Settings -> Filters and Blocked Addresses -> Create a new filter. In Outlook, use

Rules -> Create a New Rule. Set the trigger to “subject or body contains” and the action to “forward to ”. This

catches the accidental leads without requiring manual review of every reply.

Cost Summary
Item One-Time Monthly Annual

Mailchimp Essentials (500
contacts)

$0 $13 $156

Mailchimp Essentials (1,000
contacts)

$0 $20 $240

Brevo Starter (unlimited
contacts)

$0 $9 $108

Google Workspace (if needed
for branded email)

$0 $6 $72

Notion free tier $0 $0 $0

Email validation (one-time list
clean)

$5–$15 $0 $0

Total annual cost for a fully operational system: $108–$312 depending on platform choice and contact volume.

This covers 4–6 campaigns per year to a warm, segmented local database of up to 2,000 contacts.

Complete CRM Community Framework

Strategy Guides

•  Your CRM Is Not a Lead Database

•  The Restoration Hiring Email

•  The Vendor Ask Email

•  The 12-Month CRM Touch Calendar

•  How to Re-Engage Past Homeowner Clients

Technical Implementation Guides

•  CRM Segmentation: Technical Guide

•  Notion Second Brain: Technical Guide

•  Claude Prompt Library for CRM Email

•  GCP Automation Architecture: Technical Guide

Restoration CRM Segmentation: Technical Setup Guide
Source: https://tygartmedia.com/restoration-crm-segmentation-guide/ Published: April 13, 2026
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Who this is for: The person who manages your company’s data — your office manager, operations

coordinator, or IT contact. This is a technical brief. Hand it to them and say: “Build this for us.” The strategy

behind it is in Your CRM Is Not a Lead Database.

What We’re Building and Why
What we’re building and why.

A restoration company’s customer relationship system contains contacts across multiple relationship types: past

homeowner clients, insurance adjusters, insurance agents, public adjusters, subcontractors, suppliers, and

vendors. The business value of these contacts is currently being left on the table because they all sit in a single

undifferentiated list — or worse, in multiple disconnected systems.

This technical brief covers how to build a clean, three-segment contact database that can be exported to any

email platform for the CRM community touch strategy. The output is a CSV-ready contact list with four fields:

First Name, Email, Segment, and Job Type (for homeowners). The process takes 2–4 hours for a database of

200–1,000 contacts and does not require any new software purchases.

Step 1: Audit Your Current Data Sources
Step 1 — audit your current data sources.

Before building the segmented database, identify every place your contact data currently lives. For most

restoration companies, this is a combination of:

•  Job management software (ServiceTitan, Jobber, Xactimate, or a custom system)

•  Accounting software (QuickBooks, FreshBooks) — often contains additional contact records

•  Email inbox — years of adjuster and agent correspondence with contact info in signatures

•  Business cards and physical records — especially older trade contacts

•  Google Contacts or Outlook — personal and professional contacts mixed together

•  Social media connections — LinkedIn connections that have business relationship context

Create a simple spreadsheet with one column per source and a rough count of contacts in each. This gives you

the scope before you start merging.

Step 2: Export Raw Data from Each Source

ServiceTitan Export

•  Navigate to Customers in the left sidebar

•  Use the filter panel to select Customer Type: Residential for the homeowner segment; Commercial for

business contacts

•  Click Export -> Export to CSV

•  The export includes: customer name, address, phone, email, job history, and last job date

•  For the homeowner segment, add a filter for jobs completed in the last 5 years to avoid very stale contacts
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•  Run a second export filtered to job type (Water Damage / Fire / Mold) to capture the Job Type field you’ll

need for personalized emails

ServiceTitan note: The export may include multiple email addresses per contact (primary and secondary). Keep

both in separate columns and let the email platform deduplicate. Do not discard secondary emails — these are

often more reliably checked than the primary.

Jobber Export

•  Go to Clients in the navigation menu

•  Click the three-dot menu at the top right -> Export

•  Select: Client Name, Email, Phone, Service Address, Tags, Last Job Date

•  The export is a CSV file. Open it in Excel or Google Sheets

•  If you’ve been using Jobber’s tags feature, filter by residential/commercial tag to create your segments. If

not, sort by address type manually

Jobber note: Job type data lives in the Jobs table, not the Clients table. You’ll need to run a second export from

Jobs (Reports -> Job Reports -> Export) and do a VLOOKUP on client ID to join job type data to client records.

QuickBooks Export

•  Go to Reports -> Customer Contact List

•  Customize report to include: Customer Name, Email, Phone, Balance

•  Export -> Export to Excel

•  This gives you billing-context contacts that may not appear in your job management system (e.g.,

commercial billing contacts, property management companies)

Email Inbox (for Industry Contacts)

For insurance adjusters and agents, the most reliable data source is often your email inbox. Here’s the efficient

approach:

•  In Gmail, search for: “adjuster” OR “claims” OR “State Farm” OR “Allstate” OR “Farmers” — this

surfaces the most relevant industry email threads

•  Export these to a spreadsheet: contact name, email, company, title (from email signatures)

•  In Outlook, use the same keyword search and export via File -> Open & Export -> Import/Export ->

Export to CSV

•  Expect 50–200 unique industry contacts from a 3-year inbox history

Step 3: Build the Master Contact Database
Step 3 — build the master contact database.

Consolidate all exported data into a single Google Sheet or Excel workbook with the following standardized

columns:
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Column Format Notes

First Name Text Separate from Last Name for
personalization

Last Name Text

Email Email Lowercase, validate format

Phone Text Keep for SMS campaigns if applicable

Segment Select: Homeowner / Industry / Trade The most important column

Job Type Text: Water / Fire / Mold / Storm / Other Homeowners only — leave blank for
others

Job Date Date For homeowners — used to filter by
recency

City/Zip Text For geographic filtering — local contacts
only

Company Text For industry and trade contacts

Title Text For industry contacts — Adjuster, Agent,
PA, etc.

Source Text: ServiceTitan / Jobber / QB / Email /
Manual

For deduplication tracking

Email Valid Boolean: Y/N Flag after validation step

Opted Out Boolean: Y/N Mark anyone who has unsubscribed or
asked not to be contacted

Step 4: Deduplicate
If you’ve pulled from multiple sources, you will have duplicates. Deduplication is the most tedious part of this

process but cannot be skipped — sending the same person two emails from the same campaign is a

trust-breaker.

In Excel:

•  Select the Email column

•  Data -> Remove Duplicates -> check “Email” as the key column

•  Review the flagged duplicates before deleting — sometimes two records with the same email represent

different relationship types (e.g., someone who was both a homeowner client and is now an adjuster). Keep

the record with the more current relationship type in the Segment field.

In Google Sheets:

•  Add a helper column with formula: =COUNTIF($B:$B, B2) where column B is Email

•  Filter for values greater than 1 to find duplicates

•  Manually review and merge or delete

After deduplication, sort by Segment and do a manual spot check of 10 records per segment to verify the

segmentation logic is correct.

Step 5: Validate Email Addresses
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Sending to invalid email addresses hurts your sender reputation with your email platform, which reduces

deliverability over time. Before importing into Mailchimp, Brevo, or any other platform, run a basic email

validation pass.

Free option: Hunter.io offers 25 free email verifications per month. For a list under 500, their free tier covers a

meaningful sample. Upload your list and verify the top contacts by relationship quality.

Paid option for large lists: NeverBounce or ZeroBounce. Both charge approximately $0.003–$0.008 per email

verification. For a 500-contact list, total cost is under $5. Both services flag invalid addresses, role-based

addresses (info@, support@), and disposable email domains. Remove all flagged emails before import.

Manual validation for high-value contacts: For your top 20–30 industry contacts (key adjusters, major

agents), manual verification is worth it. Send a quick personal email asking them to confirm their preferred

contact info. This also serves as a warm re-introduction before your first campaign.

Step 6: Import to Your Email Platform
Export your clean, validated, segmented contact database as three separate CSVs — one per segment — and

import into your email platform of choice.

Mailchimp Import

•  Go to Audience -> Manage Audience -> Import Contacts

•  Upload CSV -> Map columns to Mailchimp fields (First Name -> FNAME, Email -> EMAIL, Job Type

-> custom merge tag JOB_TYPE)

•  Assign a tag to each import: “Homeowner-2026”, “Industry-2026”, “Trade-2026”

•  Important: Do not create three separate Audiences. Use one Audience with tags. Mailchimp charges per

contact, not per audience, but managing one audience with tags is significantly easier than managing three

separate ones.

Brevo Import

•  Contacts -> Import Contacts -> Upload CSV

•  Map fields and create a list per segment: “Homeowners”, “Industry”, “Trade”

•  Brevo stores contacts once even if they appear in multiple lists — no duplicate billing risk

ServiceTitan or Jobber Built-In Email

If using the CRM’s native email for homeowner segments, the import step is not necessary — your homeowner

data is already in the system. Create a saved filter for the homeowner segment you want to target and use it

directly when setting up a campaign.

Step 7: Establish Ongoing Data Hygiene
The segmented database is only valuable if it stays current. Establish these three practices:

•  New client email capture at intake: Make email address a required field in your job intake form. In

ServiceTitan, add it to the customer create form. In Jobber, it’s already a standard field — enforce it.
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•  Post-job segment tagging: After every job closes, tag the homeowner record in your CRM with the job

type. One minute of work per job prevents hours of data cleaning later.

•  Quarterly list audit: Set a recurring quarterly reminder to archive Mailchimp/Brevo contacts who

unsubscribed in the previous quarter. Mailchimp charges for unsubscribed contacts unless they’re manually

archived — this is a real cost that many companies pay unknowingly.

Tools Summary and Costs
Tool Purpose Cost

ServiceTitan Job data export Included in your existing plan

Jobber Client data export Included in your existing plan
($39–$599/mo)

Google Sheets or Excel Master database build and deduplication Free (Google Sheets) or included in
Office

Hunter.io Email validation (small lists) Free up to 25/month

NeverBounce or ZeroBounce Email validation (larger lists) ~$4–8 per 1,000 emails

Mailchimp Essentials Email platform for segmented sends $13–$30/month for most restoration
databases

Brevo Starter (alternative) Email platform, priced by sends not
contacts

$9/month for up to 5,000 emails/day

Total one-time setup cost: $0–$15 (validation only). Ongoing monthly cost: $9–$30 (email platform). Total

annual cost for a 500-contact database running 6 campaigns per year: under $400, including all platform fees.

Frequently Asked Questions

What if our job management software isn’t ServiceTitan or Jobber?

Any job management platform with a client list has an export function — check the Reports or Clients section

for CSV export. The field names will differ but the process is the same: export, standardize column names in a

spreadsheet, segment, import to email platform. If your software doesn’t support export, contact their support

team — this is a standard feature and they will walk you through it.

How long does the initial database build take?

For a company with 200–500 contacts across two or three sources, expect 3–6 hours for a first-time build. After

the initial build, ongoing maintenance is 30–60 minutes per quarter. If you have 1,000+ contacts across four or

more sources, budget a full day for the initial consolidation and deduplication.

Do we need a dedicated person to manage this?

No. Once built, the database requires 30 minutes per quarter to maintain and an hour to set up each campaign.

This is appropriate for an office manager or administrative coordinator, not a dedicated data or marketing role.

Complete CRM Community Framework

Strategy Guides

•  Your CRM Is Not a Lead Database
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•  The Restoration Hiring Email

•  The Vendor Ask Email

•  The 12-Month CRM Touch Calendar

•  How to Re-Engage Past Homeowner Clients

Technical Implementation Guides

•  Email Automation Setup: Technical Guide

•  Notion Second Brain: Technical Guide

•  Claude Prompt Library for CRM Email

•  GCP Automation Architecture: Technical Guide

If I Were Running Rainbow Restoration’s SEO, Here’s What I’d Do Differently
Source: https://tygartmedia.com/rainbow-restoration-seo-playbook/ Published: March 30, 2026

The Machine Room · Under the Hood

I’m about to do something that most agency owners would never do: hand over an entire playbook.

Not a teaser. Not a “5 quick wins” listicle. The actual, step-by-step strategy I would execute — starting

tomorrow — if Rainbow Restoration handed me the keys to their organic search program.

Why? Because I just pulled their SpyFu data, and what I found is the most interesting restoration franchise story

I’ve analyzed so far.

Rainbow Restoration (rainbowrestores.com) didn’t suffer a decline. They survived a full domain migration
from rainbowintl.com and actually came out the other side with a living, breathing SEO program. But here’s

where it gets fascinating: they left roughly $3 million per month on the table.

The old domain peaked at $3.35M/month and 109,000 keywords. The new domain is recovering, but they’re

sitting at $495,500/month and 33,700 keywords. That’s 85% below where they should be — which means the

upside is enormous.

So let’s talk about what I’d do to finish what the migration started.

The Data: From Peak to Recovery to Opportunity
The data — from peak to recovery to opportunity.

I pulled the full 12-month historical record from SpyFu on March 30, 2026. Here’s rainbowrestores.com over

the last year:

Period Organic
Keywords

Monthly Organic
Clicks

SEO Value ($/mo) PPC Spend
($/mo)

Domain Strength

Mar 2025 53,769 29,960 $330,500 $444 50

Apr 2025 50,920 27,330 $323,100 $535 50

May 2025 47,600 28,160 $295,100 $603 47

Jun 2025 45,980 26,890 $281,500 $704 47
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Period Organic
Keywords

Monthly Organic
Clicks

SEO Value ($/mo) PPC Spend
($/mo)

Domain Strength

Jul 2025 49,910 32,160 $338,700 $793 48

Aug 2025 54,810 36,720 $352,200 $836 48

Sep 2025 55,550 37,520 $302,100 $0 50

Oct 2025 58,509 38,420 $309,800 $0 51

Nov 2025 57,770 36,400 $308,400 $582,800 51

Dec 2025 40,080 31,260 $235,600 $324,500 50

Jan 2026 38,460 30,910 $227,200 $277,100 49

Feb 2026 33,700 25,500 $495,500 $320,000 52

Let me break this down:

The Good News: Rainbow survived a domain migration. That alone is impressive. Most franchise migrations

crater the domain completely. Rainbow’s new domain is healthy, with 33,700 keywords and Domain Strength

at 52. The Feb 2026 spike in SEO value ($495,500 on fewer keywords) suggests they’re concentrating value in

higher-intent queries — the same pattern I’m seeing with SERVPRO and 911 Restoration.

The Reality Check: In November 2025, they were running strong at 58,509 keywords and $309,800/month

SEO value. Then December hit — the same algorithm cliff that affected the entire restoration vertical. But

there’s a bigger story: the old rainbowintl.com domain peaked at 109,000 keywords and $3.35M/month in

July 2022. Rainbow is still sitting 69% below peak keywords and 85% below peak SEO value.

The Opportunity: If Rainbow recovers even 50% of what the old domain achieved, that’s $1.67M/month in

SEO value. They’re currently at $495K. Do the math: there’s $1.17M per month in recoverable organic value

just sitting there.

The PPC Symptom: Starting November 2025, they went from basically zero PPC spend to

$320K-$582K/month. That’s the classic pain indicator — when organic traffic drops, you buy it back with ads

until you can fix the plumbing. Combined Q4/Q1 PPC spend: approximately $1.18M. In six months, they could

rebuild enough organic to cut PPC spend by 50-70% permanently.

What Happened: The Migration Story
Here’s what we know:

Rainbow Restoration successfully migrated from rainbowintl.com to rainbowrestores.com. The old domain is

now a digital graveyard — 4 keywords, zero SEO value. But the new domain caught the migration and

recovered. This tells me:

•  They implemented proper 301 redirects. If they hadn’t, the new domain would be at zero. The fact that

it’s at 33,700 keywords means they passed significant equity through the redirect chain.

•  They didn’t lose all their backlinks. Domain Strength recovered to 52, which is respectable for a

post-migration domain. This suggests proper domain forwarding and/or existing backlinks pointing to the

new domain.
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•  The recovery stalled before completion. Migrations take 4-6 months to fully stabilize. If the Q4

algorithm update hit during the stabilization phase, they probably lost traction at a critical moment.

The strategic issue isn’t the migration itself — Rainbow executed it correctly. The issue is: did they rebuild
the content and architecture that made the old domain great?

My hypothesis: They migrated the structure, the redirects, and the authority signals. But the old

rainbowintl.com probably had 109,000 keywords because it had mature, deep content libraries that the new

domain hasn’t fully replicated yet. Here’s how to finish the recovery.

The Playbook: What I’d Do Starting Tomorrow
The playbook — what I’d do starting tomorrow.

Phase 1: Redirect Audit and Content Archaeology (Week 1-2)

Before I optimize a single keyword, I need to understand what was lost in the migration and what wasn’t

recovered.

The Technical Foundation:

•  Crawl both domains. Run Screaming Frog against rainbowrestores.com and archive.org snapshots of

rainbowintl.com from July 2022 (peak). I’m looking for:

•  All content that existed on the old domain but isn’t on the new domain. These are orphaned keyword

opportunities.

•  All 301 redirects and redirect chains. Chains longer than 2 hops leak PageRank.

•  Old URLs that redirect to homepage or generic pages instead of topically relevant pages. These are

misdirected equity losses.

•  Google Search Console archaeology. Pull 16 months of GSC data for rainbowintl.com (if they still have

it configured) showing which pages deindexed, when, and why. This shows exactly which content lost

coverage during the migration.

•  SpyFu historical data for the old domain. Export the top 200 keywords that rainbowintl.com ranked for

at peak. Which of these keywords does rainbowrestores.com rank for now? Which are completely lost? The

gap is your content recovery roadmap.

Expected Output: A prioritized list of 500-1,000 pieces of content that existed on the old domain, were either

not migrated or redirected ineffectively, and represent high-opportunity keyword recovery.

Phase 2: Location Page Renaissance (Week 3-6)

Rainbow has franchise locations in every state. Each location is a keyword goldmine that probably hasn’t been

fully developed.

Current State Assessment:

Pull 10 sample city-level pages from the current site (e.g., /locations/denver/,

/water-damage-restoration/denver/). Analyze:

•  How much unique content is on the page vs. templated boilerplate? (Target: 60%+ unique, locally-relevant

content)
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•  What schema is implemented? (Should be: LocalBusiness + Service + FAQPage + HowTo)

•  How many inbound internal links? (Should be: 10+ from parent hubs and contextual content)

•  Does it rank for the city + service modifier? (e.g., “water damage restoration Denver”)

•  How many related long-tail keywords does it rank for? (Should be: 20-40 per page)

The Build:

For each franchise territory and core service (water damage, fire damage, mold remediation, storm damage),

create a location page following this structure:

Header Section (Unique Local Content):

•  Opening paragraph: Local climate/risk profile + Rainbow’s response history in that area. “Denver’s

high-altitude climate creates unique water damage challenges: rapid drying in low humidity but severe ice

dam formation during freeze-thaw cycles. Rainbow Restoration has responded to 1,200+ water damage

claims in the Denver metro since 2018, with an average response time of 38 minutes.”

•  Local expertise proof: State-specific certifications, regulatory requirements, insurance relationships.

“Colorado requires mold remediation contractors to maintain IICRC S520 certification and comply with

Colorado Dept. of Public Health guidelines. All Rainbow technicians are certified.”

•  Service area map: Embedded Google Map showing exact service territory polygons.

Body Content (Problem-Solving Content):

•  Local problem scenario: “After the March 2024 ice storm, Denver experienced 400+ residential water

damage claims from burst pipes. Here’s exactly what happened, what homeowners did wrong, and how to

prevent it next time.”

•  Local process walkthrough: “Water damage restoration in Denver’s elevation and climate requires 3

specific adjustments to standard dehumidification protocols...”

•  Local regulation compliance: “Colorado’s water damage claims require documentation per CRS

10-4-1001...”

CTA + Contact Section:

•  LocalBusiness schema with exact NAP, hours, phone, service area

•  Google Business Profile embed

•  24/7 availability messaging (critical for emergency services)

•  Review count and rating display (builds trust before calling)

Expected Results: Each location page should rank for 25-40 keywords within 60 days of launch. At 58

territories × 4 services × 30 keywords average = 6,960 new keywords. Combined with existing rankings, this

gets Rainbow back toward the 58K keywords they had in October 2025.

Phase 3: Content Architecture and Internal Linking (Week 4-8, Ongoing)

This is how you make location pages work at scale: proper hierarchy and internal linking.

The Three-Tier Hub Model:
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Tier 1: National Service Pillars (Authority anchors that rank for head terms)

•  /water-damage-restoration/ -> “Water Damage Restoration: Complete Guide” (3,000+ words,

comprehensive)

•  /fire-damage-restoration/ -> “Fire Damage Restoration: Recovery Process”

•  /mold-remediation/ -> “Mold Remediation and Removal Guide”

•  /storm-damage-restoration/ -> “Storm Damage Restoration: What to Know”

Each pillar page links to every state hub, accumulates backlinks, and passes equity down the hierarchy.

Tier 2: State Hub Pages (Regional authority that bridges national and local)

•  /water-damage-restoration/colorado/ -> Unique state content on climate, regulations, flood zones, seasonal

risks

•  /water-damage-restoration/florida/ -> Hurricane flood prep, saltwater intrusion, insurance nuances

•  etc. for every state where Rainbow operates

Each state page links to all city pages within that state.

Tier 3: City/Metro Pages (High-intent, revenue-generating)

•  /water-damage-restoration/colorado/denver/

•  /mold-remediation/colorado/denver/

•  /fire-damage-restoration/florida/miami/

•  etc. for all 58+ territories across all 4 services

The Math: If Rainbow operates in 58 territories and 4 core services, that’s 232 city pages minimum. If each

city page ranks for 25-40 keywords on average, that’s 5,800-9,280 keywords just from the location tier. Add the

state and national tiers, and you’re back to 30K+ keywords organically.

Internal Linking Rules:

•  Every pillar page links to all state hubs

•  Every state hub links to all city pages in that state

•  Every city page links back to its state hub and national pillar

•  Cross-service linking: The Denver water damage page links to the Denver mold page, etc.

•  Blog-to-location: Every blog post includes contextual links to 1-3 relevant location pages

Phase 4: Content Tier Strategy — Crisis, Decision, Authority (Week 5-12)

Location pages alone won’t cut it. Rainbow needs a three-tier content strategy that captures different stages of

the customer journey:

Tier 1: Crisis-Moment Content (The 2 AM homeowner in panic)

People don’t search for “restoration companies” when their house is flooding. They search for “what do I do if

my basement floods right now.”

•  “Basement Flooded: Emergency Steps in the First 30 Minutes”
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•  “Burst Pipe Flooding My House: What to Do Before the Plumber Arrives”

•  “My Kitchen Caught Fire: Immediate Safety Steps and Next Actions”

•  “I Smell Mold But Don’t See It: Where to Look and When to Call a Pro”

Format: Step-by-step numbered lists, HowTo schema, featured-snippet optimized. These convert because

they’re the answer to someone’s worst day.

Tier 2: Decision-Stage Content (The insurance call)

•  “Water Damage Restoration Cost 2026: Price Breakdown by Severity”

•  “Does Homeowners Insurance Cover Water Damage?”

•  “How to File a Water Damage Insurance Claim: Complete Guide”

•  “Water Mitigation vs. Water Restoration: Key Differences Explained”

•  “How Long Does Water Damage Restoration Take?”

Format: Comparison tables, cost breakdowns, FAQPage schema. These convert because the person already

knows they need professional help — they just need to choose who and understand the cost.

Tier 3: Authority-Building Content (Builds domain trust and earns backlinks)

•  “Understanding IICRC Certification: What It Means for Your Restoration Company”

•  “The Science of Structural Drying: A Technical Deep Dive”

•  “2024-2026 Water Damage Claim Trends: Data Analysis by Region”

•  “Climate Change and Water Damage Risk: What the Data Shows”

•  “Building Code Compliance in Mold Remediation: State-by-State Requirements”

Format: Long-form, research-backed, citations to EPA/FEMA/IICRC. These earn backlinks from industry

publications and regulatory bodies, which flow authority through the site to location pages.

Publishing Cadence: 2-3 Tier 1 posts/month (urgent, seasonal), 2-3 Tier 2 posts/month (decision support), 1

Tier 3 post/month (authority building).

Phase 5: Schema Markup at Scale (Week 6-8)

Rainbow probably has basic LocalBusiness schema on location pages. But there’s 10x opportunity in

comprehensive schema implementation:

Every location page needs:

•  LocalBusiness — NAP, geo-coordinates, service area polygon, hours, accepted payments

•  Service — Structured description of each service offered (water damage restoration, mold remediation,

etc.)

•  FAQPage — Top 8-10 questions for that service/location combination with direct answers

•  HowTo — Step-by-step restoration process in structured format

•  AggregateRating — Star rating and review count from Google Business Profile

Example LocalBusiness schema for /water-damage-restoration/colorado/denver/:
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{ "@context": "https://schema.org", "@type": "LocalBusiness", "name": "Rainbow Restoration Denver",

"image": "https://rainbowrestores.com/locations/denver/logo.jpg", "description": "Emergency water damage

restoration, water mitigation, and structural drying in the Denver metropolitan area.", "address": { "@type":

"PostalAddress", "streetAddress": "", "addressLocality": "Denver", "addressRegion": "CO", "postalCode": "",

"addressCountry": "US" }, "geo": { "@type": "GeoCoordinates", "latitude": 39.7392, "longitude": -104.9903 },

"areaServed": { "@type": "GeoShape", "polygon": "39.5,-105.2 39.5,-104.6 40.1,-104.6 40.1,-105.2

39.5,-105.2" }, "telephone": "+1-303-", "url":

"https://rainbowrestores.com/water-damage-restoration/colorado/denver/", "openingHoursSpecification": {

"@type": "OpeningHoursSpecification", "dayOfWeek": ["Monday", "Tuesday", "Wednesday", "Thursday",

"Friday", "Saturday", "Sunday"], "opens": "00:00", "closes": "23:59" }, "hasOfferCatalog": { "@type":

"OfferCatalog", "itemListElement": [ { "@type": "Offer", "itemOffered": { "@type": "Service", "name":

"Water Damage Restoration", "description": "24/7 emergency water damage mitigation and restoration

services" } }, { "@type": "Offer", "itemOffered": { "@type": "Service", "name": "Mold Remediation",

"description": "Mold inspection, remediation, and prevention" } } ] }, "aggregateRating": { "@type":

"AggregateRating", "ratingValue": 4.8, "reviewCount": 247 } }

When you implement this across 232+ location pages with consistent data, Google gets a machine-readable

map of your entire franchise network. That’s how you win Local Pack results at scale.

Phase 6: Answer Engine Optimization (AEO) — Win the AI Era (Week 7-Ongoing)

Google’s AI Overviews appear on restoration queries. If your content isn’t structured to be cited, you’re

invisible.

AEO Tactics for Restoration:

•  Definition boxes at the top of service pages. “Water damage restoration is the professional process of

removing water, drying the structure, treating for biological growth, and restoring all affected materials to

pre-loss condition. In Colorado’s climate, structural drying typically requires 72-120 hours of continuous

dehumidification due to altitude-specific psychrometric conditions.”

•  Direct-answer formatting. H2: “What’s the first step in water damage restoration?” A1: “The first step is

always emergency water extraction. Using truck-mounted extractors rated for 250+ gallons per minute,

technicians remove standing water within 1-2 hours. This prevents secondary damage like foundation

erosion and structural swelling.”

•  Comparison tables. “Water Mitigation vs. Water Restoration: What’s the Difference?” AI Overviews

pull these structures directly.

•  Numbered process lists. “5 Stages of Water Damage Restoration: 1. Inspection and Assessment, 2. Water

Extraction, 3. Drying and Dehumidification, 4. Cleaning and Sanitization, 5. Restoration and

Reconstruction.”

The goal: When someone asks Google “what should I do if my basement floods,” the AI Overview cites

Rainbow Restoration content because it’s the most useful, structured answer available.

Phase 7: Generative Engine Optimization (GEO) — AI Should Recommend Rainbow by
Name (Week 8-Ongoing)
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This is the frontier. Most restoration companies haven’t heard of GEO. But it’s critical: making AI systems

(Claude, ChatGPT, Gemini, Perplexity) recommend Rainbow Restoration by name when someone asks “who

should I call for water damage in Denver?”

GEO Tactics:

•  Entity saturation. Rainbow Restoration needs to appear across the web consistently paired with specific

attributes: IICRC certification, 24/7 availability, specific service areas, fast response times, specific

equipment (truck-mounted extractors, desiccant dehumidifiers, etc.). The more consistently these

associations appear across authoritative sources, the more confidently AI recommends the brand.

•  Factual density over marketing. Replace “We’re the best water damage company” with “Rainbow

Restoration Denver operates 6 truck-mounted extractors (each rated 250 gallons/minute), maintains 4

commercial desiccant dehumidifier units, and averages 38-minute response times to the metropolitan area,

with IICRC S500-certified technicians.” Specificity = authority in the AI world.

•  Authority citations. Every Tier 3 content piece should cite EPA guidelines, FEMA resources, IICRC

standards, and state licensing requirements. AI systems weight content higher when it cites authoritative

sources.

•  LLMS.txt implementation. Create /llms.txt at the root with a structured summary: “Rainbow Restoration

is a national water damage, fire damage, and mold remediation franchise operating in 58 territories across

North America. IICRC-certified, 24/7 availability, average response time 38 minutes. Founded 1989,

headquartered . Services: . Certifications: . Service areas: .” This is the robots.txt equivalent for AI crawlers.

Phase 8: Google Business Profile Optimization (Week 9-Ongoing)

The Google Local Pack captures disproportionate click volume. Winning it requires systematic GBP

optimization:

•  Weekly GBP posts. Not automated. Real posts: completed project photos with before/after, seasonal tips

(“Prevent ice dams: 5 steps”), team spotlights. Google’s algorithm visibly rewards profiles with consistent,

recent posts.

•  Review strategy. SMS review request sent 2 hours after job completion, email 24 hours later. Target:

200+ reviews at 4.8+ stars per location within 12 months. Respond to every review within 24 hours (positive

and negative). Review velocity is the #1 Local Pack ranking factor after proximity.

•  Category precision. Primary: “Water Damage Restoration Service.” Secondary: “Fire Damage

Restoration Service,” “Mold Removal Service.” Don’t dilute.

•  Photo optimization. 50+ photos per location (team, equipment, completed projects, office, vehicles).

Geotagged. Updated monthly.

•  Q&A seeding. Add and answer the top 10 questions for each location’s GBP. These show up prominently

and serve as free real estate for keyword-rich content.

Phase 9: Backlink Acquisition — Leverage Franchise Scale (Week 10-Ongoing)

Rainbow’s biggest competitive advantage: 58+ franchise locations. Most single-location competitors can’t

match this scale. Use it.
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•  Disaster response PR. After significant weather events, issue press releases to local media. “Rainbow

Restoration Denver responded to 43 residential water damage claims during March 2026 ice storm,

deploying 8 extraction teams across metro area.” Local news sites pick this up (high DA, high relevance,

tons of backlinks).

•  Insurance partnerships. Rainbow is likely on preferred vendor lists for carriers. Each carrier relationship

should include a backlink from their website (partner directory or “find a contractor” page).

•  Industry association profiles. IICRC.org, RestorationIndustry.org, state licensing boards — maintain

active, detailed profiles across all of them. .org links carry serious authority.

•  Local civic backlinks. Every franchise location should systematically acquire 20-30 local backlinks:

Chamber of Commerce, Better Business Bureau, Rotary Club, Little League sponsorships, etc. Automated

systems can track these and alert franchises to apply.

•  Content partnerships. Co-create guides with local emergency management agencies. “How to Prepare

Your Denver Home for Wildfire Season — by Rainbow Restoration and Denver Office of Emergency

Management.” The .gov backlink flows serious authority.

Phase 10: Stop the PPC Bleed (Weeks 1-52)

Here’s the financial reality: Rainbow spent $1.18M on PPC in Q4 2025 and Q1 2026 combined. That’s

annualized to ~$4.7M.

At their pre-decline peak (Sep-Oct 2025), they had 58K keywords worth $309K/month in organic value —

$3.7M annualized, delivered for free.

The full playbook above, executed over 6 months, should recover $200-250K/month in organic SEO value.

That’s $2.4-3M annualized in traffic they no longer need to buy.

In 12 months, if they reach 50% of the old domain’s peak ($1.67M/month), they’ve reduced their PPC

dependency by 75% permanently.

This isn’t a cost center. This is a multiplying return where every dollar spent on SEO execution compounds

while PPC spend evaporates the moment the budget runs out.

What Makes Rainbow’s Story Different
What makes Rainbow’s story different.

This is the part I don’t see written about often enough:

Rainbow Restoration had the courage to migrate domains. Most franchises are terrified of it. But brand

repositioning — moving from “rainbow international” to “rainbow restoration” — is smart. It’s clear, it’s

specific, it owns the vertical.

The problem isn’t the rebrand. The problem is that the SEO execution didn’t match the ambition of the rebrand.

They handed the customer $3.35M/month in annual organic value when they flipped the domain switch, and

then didn’t rebuild it on the new domain with the same sophistication.

They survived. They’re healthy. But they left the bigger prize on the table.
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The playbook above is what finishes the job. It’s not theoretical. It’s what we execute for restoration companies

at Tygart Media. Every day. All day.

If Rainbow wants to reclaim the $1.67M/month that’s sitting there waiting to be captured, the path is clear. It

just requires finishing what the migration started.

Frequently Asked Questions

What happened to Rainbow Restoration’s old domain (rainbowintl.com)?

Rainbow Restoration migrated from rainbowintl.com to rainbowrestores.com. The old domain is now

essentially dead — it currently ranks for only 4 keywords with $0 in estimated SEO value. However,

rainbowintl.com peaked at 109,000 organic keywords and $3.35M/month in SEO value (July 2022, January

2020 respectively). The migration was executed correctly from a technical standpoint (proper 301 redirects

were implemented), but the new domain has only recovered to 33,700 keywords and $495,500/month, leaving

85% of peak organic value on the table.

How much organic traffic did Rainbow lose in the migration?

Rainbow didn’t lose all their traffic — that would indicate a failed migration. Instead, they recovered about

31% of their peak keyword count (109K -> 34K) and 15% of their peak SEO value ($3.35M -> $495K). The

gap represents content that either wasn’t migrated, was redirected ineffectively, or hasn’t been rebuilt on the

new domain with the same authority and comprehensiveness. The opportunity is enormous: recovering even

50% of the old domain’s peak represents $1.67M/month in organic value that’s currently being captured by

competitors or left on the table entirely.

Why did Rainbow’s organic traffic drop in December 2025?

December 2025 saw a significant organic decline across the restoration vertical — both SERVPRO and 911

Restoration experienced similar drops in the same timeframe. This pattern indicates an algorithm update or

market shift that disproportionately affected restoration company rankings. The timing is consistent with

Google’s broader content quality and entity authority updates. However, Rainbow’s recovery pattern (slightly

higher SEO value on fewer keywords in Feb 2026) suggests a value concentration effect, meaning their

remaining rankings are capturing higher-intent, higher-CPC keywords.

What is Generative Engine Optimization (GEO) and why does it matter?

Generative Engine Optimization (GEO) is the practice of optimizing content and brand presence so that AI

systems — ChatGPT, Claude, Gemini, Perplexity, and other large language models — cite and recommend

your business by name when users ask relevant questions. For restoration companies, GEO involves consistent

brand-attribute associations across the web (IICRC certifications, response times, service areas), factual density

in content (specific equipment, process details) rather than marketing language, authoritative citations (EPA,

FEMA, IICRC standards), and LLMS.txt implementation. As AI-generated answers increasingly replace

traditional search results, GEO is becoming as critical as traditional SEO for driving qualified customer

discovery.

How long would it take to rebuild Rainbow’s organic traffic to pre-migration peak?

A realistic timeline breaks down as follows: Technical fixes and initial schema/architecture implementation

(weeks 1-6) typically yield 10-15% keyword growth and quick indexation improvements. Content hierarchy
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build-out and location page optimization (weeks 4-16) should drive 25-35% growth. Full content strategy

execution across all three tiers (months 1-6) yields 40-60% recovery. Meaningful SEO value recovery

($200K+/month) should be visible within 3-4 months. Full recovery to 50% of peak ($1.67M/month) would

require 8-12 months of sustained execution. However, 85% recovery (approaching the old domain’s peak)

would likely require 18-24 months because you’re rebuilding content depth and authority that took years to

accumulate.

Is Rainbow Restoration’s PPC spending necessary?

No — it’s a symptom, not a strategy. Rainbow’s combined Q4 2025 and Q1 2026 PPC spend was

approximately $1.18M in just six months. This spending is directly correlated with their organic decline: as

organic keywords and clicks fell, they compensated by buying traffic through Google Ads. However, organic

traffic that was worth $309K/month (Sep-Oct 2025) becomes “free” traffic once recovered, while PPC spend

evaporates the moment budgets are reduced. A 12-month SEO execution program that recovers

$200-250K/month in organic value would reduce their PPC dependency by 50-70%, creating a permanent

efficiency gain. The ROI case strongly favors organic investment over sustained PPC spending.

The Closing Pitch
Here’s the thing about Rainbow Restoration: they actually pulled off the hard part. They rebranded, they

migrated domains, and they survived. Most franchise companies crater completely when they try this. Rainbow

didn’t.

But surviving isn’t winning. And right now, they’re leaving $1.67M per month in organic value on the table —

value that their old domain earned, value that should have migrated with them, value that’s sitting there waiting

to be reclaimed.

The roadmap above isn’t theoretical. It’s the exact methodology we execute at Tygart Media — we eat, sleep,

and breathe restoration SEO. We’ve built the AI-powered content pipelines, the schema automation systems,

and the GEO frameworks specifically for this vertical. And we know the playbook works because we’re

running it right now for other restoration companies.

The data is public. The opportunity is clear. And the fix is an execution problem.

So here’s my pitch, and I’ll keep it honest:

Hey, Rainbow Restoration. If you made it this far reading, you already know what needs to happen —
because the SpyFu numbers don’t lie. You had the courage to rebrand and migrate. Now you need the
SEO execution to match that ambition.

We’re Tygart Media. We’ve already built the playbooks and the systems to execute this at franchise
scale. We’d genuinely love to have the conversation about what $400K/month in recovered organic value
looks like when it’s back.

No pressure. No predatory sales tactics. Just two teams who understand restoration marketing talking
about finishing what the migration started.

Reach out here. Or call. Or send a franchise location manager. We promise we won’t show up with a
water truck unless your data indicates you actually have a water problem. In which case, we probably
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know a guy. (In fact, we probably know 58 guys.)

The Complete Restoration Franchise SEO Playbook Series

This article is part of a 6-part series analyzing the SEO performance of every major restoration franchise in

America. Read the full series:

•  If I Were Running 911 Restoration’s SEO — Full Playbook

•  If I Were Running SERVPRO’s SEO — Full Playbook

•  If I Were Running ServiceMaster’s SEO — Full Playbook

•  If I Were Running Paul Davis’s SEO — Full Playbook

•  -> You are here: Rainbow Restoration

•  Industry Comparison: The State of Restoration Franchise SEO in 2026

Work with Tygart Media

Want this built for your restoration company?

This playbook documents what we’ve implemented for real restoration operators. If you want a custom SEO

and content strategy for your restoration business, this is what the engagement looks like.

See How We Work ->

Recommended Reading in The Proof

•  Pillar Guide: Commercial Restoration Leads: Fire Extinguisher Strategy

•  Next Topic: AI Knowledge Base Case Study: Building a Searchable Brain

If I Were Running Paul Davis Restoration’s SEO, Here’s What I’d Do
Differently
Source: https://tygartmedia.com/paul-davis-seo-playbook/ Published: March 30, 2026

The Machine Room · Under the Hood

I’m about to do something that most agency owners would never do: tell you exactly what went wrong with one

of restoration’s most strategic franchises.

Not conspiracy theories. Not guesses. The actual data that explains why Paul Davis Restoration — a $2+ billion

company with 600+ franchises across North America — lost half its organic keyword portfolio between

November and December 2025.

Why? Because I pulled their SpyFu data this morning, and what I found was different from the 911 Restoration

story I told three weeks ago. This isn’t a domain in freefall. This is a franchise that was actually winning —

growing their keyword portfolio from 39K to 50K through most of 2025 — and then tripped on the finish line.

That’s not a systemic failure. That’s a fixable problem. And the recovery opportunity is enormous.

The SpyFu Data: A Franchise That Peaked, Then Stumbled
SpyFu data: a franchise that peaked, then stumbled.
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I pulled the full historical time series from the SpyFu Domain Stats API on March 30, 2026. Here’s what

pauldavis.com looks like over the last 12 months:

Period Organic
Keywords

Monthly Organic
Clicks

SEO Value ($/mo) PPC Spend
($/mo)

Domain Strength

Mar 2025 38,980 10,260 $370,100 $20,950 51

Apr 2025 39,220 7,638 $387,500 $24,300 51

May 2025 41,620 11,420 $431,000 $27,380 49

Jun 2025 42,620 11,830 $450,200 $31,940 49

Jul 2025 45,220 12,990 $482,800 $35,990 49

Aug 2025 48,420 14,670 $532,800 $37,940 50

Sep 2025 49,470 15,430 $491,200 $57,140 52

Oct 2025 50,339 14,490 $484,200 $49,000 52

Nov 2025 49,400 14,420 $484,300 $665,600 53

Dec 2025 23,250 12,620 $372,400 $258,500 51

Jan 2026 22,490 12,930 $365,100 $213,000 51

Feb 2026 22,190 13,590 $952,800 $206,100 54

Look at the trend. From March to October 2025, Paul Davis did exactly what every restoration company should

be doing: they grew. 39K keywords -> 50K keywords. $370K/month SEO value -> $532K/month. That’s

not a fluke. That’s execution. That’s a team running the playbook.

Then November happened. PPC spend spiked to $665,600 — an 18.5x increase from October’s $49K. The

same panic pattern I saw with 911 Restoration. And by December? Half the keywords vanished. 50K -> 23K.

That’s a 54% collapse in a single month.

But here’s the thing that makes Paul Davis different than 911 Restoration: their SEO value per keyword is

actually higher. At $43/keyword (based on Feb 2026 data), Paul Davis is ranking for higher-value keywords

than most competitors in this space. That tells me they weren’t ranking for junk keywords. They were ranking

for money terms — the ones that matter.

Which means the fix isn’t a rebuild. It’s a recovery.

What Actually Happened in Q4 2025: The Diagnostic
What actually happened in Q4 2025 — the diagnostic.

Let me be direct about what I think happened. A keyword collapse from 50K to 23K in a single month isn’t

gradual content decay. That’s one of three things:

Scenario 1: A location page massacre. Paul Davis has franchises everywhere — across all 50 states. If

someone restructured the location page architecture, consolidated pages, or switched hosting/CMS without a

clean redirect map, Google would have vaporized thousands of pages from the index overnight. Franchise sites

live and die on location pages. Lose those, lose everything.

Scenario 2: A technical issue that broke indexation. A rogue robots.txt rule, an accidental noindex tag at the

template level, a CDN misconfiguration returning 404s to Googlebot — any of these can silently deindex
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thousands of pages while organic traffic is still flowing because cached versions serve users fine. You don’t

notice until you check GSC and see “Excluded – currently not indexed” spiked by 50%.

Scenario 3: The November Google Core Update hit harder than anticipated. Google dropped a core update

in November 2025. If Paul Davis’s location pages are thin, templated content with minimal local

differentiation, the update could have targeted them specifically. Combined with algorithm changes favoring

AI-extracted answers and entity authority, thin content gets deprioritized fast.

My money? Scenarios 1 and 3 combined. But I’d verify with data before doing anything permanent.

Step 1: The 72-Hour Diagnostic Audit
Before touching a single page, I need to know what’s actually broken.

Day 1: Crawl and Index Validation

I’d run Screaming Frog against the full pauldavis.com domain — every page, every redirect. For a

600-franchise network, I’m expecting 8,000-15,000+ URLs. I’m specifically looking for:

•  Redirect chains longer than 2 hops — These leak PageRank and slow crawl budget.

•  Orphaned location pages — Pages that exist but have zero internal links. If city pages aren’t linked from

a parent hub, Google treats them as low-priority and deprioritizes crawling.

•  Canonicalization issues — A single bad canonical tag at the template level can tell Google to ignore

thousands of pages simultaneously. This is the most common cause of sudden deindexation I see.

•  JavaScript rendering problems — If Paul Davis uses any client-side rendering for critical location

content, I’d compare Screaming Frog’s text extraction vs. what a headless browser sees. Mismatch =

indexation risk.

•  Soft 404 patterns — Pages returning 200 status code but with “not found” content structure. Googlebot

gets confused. Pages don’t index.

Day 2: Google Search Console Analysis

I need 16 months of GSC data — the period before and after the collapse.

Specifically:

•  Coverage report trends — Did “Valid” pages spike downward in November/December? Did “Excluded

– currently not indexed” spike upward? The answer tells the story.

•  Performance by URL pattern — Segment by location pages, service pages, blog content. Which pattern

lost the most impressions? If it’s /locations/*, it’s an architecture problem. If it’s /services/*, it’s content

quality.

•  Exclusion reason breakdown — What’s excluding the pages? “Blocked by robots.txt”? “Crawled –

currently not indexed”? “Redirect error”? Each reason points to a different root cause.

•  Query data comparison — Export top 5,000 queries from October 2025 vs. February 2026. Which

keyword clusters disappeared? If it’s geo-modified queries (“water damage restoration ”), location pages are

the problem. If it’s service-level queries, the content strategy failed.
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Day 3: Competitive Analysis

I’d pull the same SpyFu data for SERVPRO, 911 Restoration, ServiceMaster, and Rainbow International. If all

of them declined in November/December, it’s an industry-wide algorithm shift. If Paul Davis uniquely

declined, it’s site-specific.

Then I’d audit the top-ranking competitors for Paul Davis’s highest-value lost keywords. What does their

architecture look like? How many location pages? What schema are they using? The answers tell me exactly

what Google is currently rewarding in this vertical.

The Recovery Strategy: Rebuild What Was Already Working
The recovery strategy: rebuild what was already working.

Here’s the critical insight: Paul Davis doesn’t need a redesign. They need a rescue. They proved they could

rank for 50K keywords. Now I need to figure out what broke and fix it, then scale what was already working.

Priority 1: Recover the Indexation Foundation (Days 1-30)

This is the emergency phase.

Canonical tag audit: If there’s a template-level canonical issue, it’s a one-line fix that could immediately

un-exclude thousands of pages. I’d verify canonicals across 50+ representative pages from different URL

patterns (locations, services, blog) and check GSC’s URL Inspection tool to see what Google actually crawled

vs. what we think we served.

Location page linking structure: I’d verify that every location page is explicitly linked from a parent hub

page. No links = low crawl priority = Google ignores the page even if it’s technically valid. A simple site map

regeneration or parent page update can fix this.

Robots.txt validation: One bad rule and 90% of your site might be blocked from crawling. I’d audit the current

robots.txt, compare it against historical versions (via Wayback Machine if needed), and remove any rules that

shouldn’t be there.

Redirect map cleanup: Any redirect chains longer than 2 hops get collapsed to 1-hop direct redirects. Every

hop loses 10-15% of PageRank. In a franchise network with hundreds of redirects, this can be thousands of

dollars in lost equity.

Priority 2: Location Page Architecture Renaissance (Days 30-90)

Now we rebuild what was working.

Paul Davis has 600+ franchises. That’s 600+ locations that could have dedicated SEO landing pages. If they’re

structured right, that’s 3,600+ pages (600 locations × 6 core services: water damage, fire damage, mold

remediation, storm damage, sewage backup, dry cleaning/contents restoration).

Each page needs:

Locally-specific content that proves expertise. Not “water damage restoration in Houston” templated 500

words. I’m talking about: “Houston’s sub-tropical climate creates unique challenges — the combination of high

humidity, frequent thunderstorms, and clay-based soil means water damage in Houston spreads faster than in

drier climates. Our Houston team is trained on Gulf Coast moisture dynamics, local building codes, and
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Houston’s specific insurance requirements.” This signals to Google that the content is locally authoritative, not

mass-produced.

LocalBusiness schema with complete NAP + service area. Every location page needs JSON-LD marking up

the franchise location with exact coordinates, service area polygon, hours (24/7 for emergency response), and a

catalog of specific services with local pricing where available.

Embedded Google Map. A map showing the service area reinforces local relevance and keeps users on-site

instead of searching for competitors.

Real project stories. “In March 2025, our Paul Davis team responded to a commercial water intrusion

affecting 8,000 sq ft of office space in downtown Houston. Complete water extraction and structural drying

completed within 48 hours.” Specificity builds trust with both users and algorithms.

Priority 3: Content Depth Beyond Location Pages (Days 60-120)

Now I add the layers that Google currently rewards.

Crisis-moment content (targets the 2 AM searcher): – “What To Do When Your Basement Floods: A

Step-by-Step Emergency Checklist” – “I Smell Mold In My House Right Now — What Should I Do First?” –

“Fire Damage: What To Do In the First 24 Hours”

These need HowTo schema, numbered steps, and definition boxes at the top for AI Overviews to extract. They

capture intent before the decision to hire a pro is made.

Decision-stage content (targets the insurance call): – “Water Damage Restoration Cost in 2026: A Regional

Breakdown” – “Homeowners Insurance and Water Damage: What’s Covered and What Isn’t” – “Mold

Remediation Timeline: Expectations From Day 1 to Completion”

These need comparison tables, cost breakdowns, FAQPage schema. This is where Paul Davis wins against

SERVPRO.

Authority-building content (earns backlinks, builds topical authority): – “The Complete Guide to IICRC

Certification Standards: S500, S520, and What They Mean” – “Understanding FEMA Flood Zones: How to

Check Your Risk and What It Means for Insurance” – “Water Damage vs. Water Intrusion: Why the Distinction

Matters (and What Your Insurance Company Cares About)”

These earn backlinks from IICRC, FEMA, RIA, insurance publications, and local news outlets. Those links

flow authority to location pages through internal linking.

Priority 4: Schema Markup at Scale (Days 45-90)

For a 600-franchise network, schema markup scales multiplicatively.

Every location page needs:

{ "@context": "https://schema.org", "@type": "LocalBusiness", "name": "Paul Davis Restoration of ",

"telephone": "+1-XXX-XXX-XXXX", "address": { "@type": "PostalAddress", "streetAddress": "",

"addressLocality": "", "addressRegion": "", "postalCode": "" }, "geo": { "@type": "GeoCoordinates", "latitude":

"", "longitude": "" }, "openingHoursSpecification": { "dayOfWeek": ["Monday", "Tuesday", "Wednesday",

"Thursday", "Friday", "Saturday", "Sunday"], "opens": "00:00", "closes": "23:59" }, "areaServed": { "@type":
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"City", "name": ", " }, "hasOfferCatalog": { "@type": "OfferCatalog", "itemListElement": [ { "@type":

"Offer", "@id": "https://pauldavis.com//water-damage-restoration/", "itemOffered": { "@type": "Service",

"name": "Water Damage Restoration" } }, { "@type": "Offer", "@id":

"https://pauldavis.com//fire-damage-restoration/", "itemOffered": { "@type": "Service", "name": "Fire Damage

Restoration" } } ] } }

Service pages need Article + Service + FAQPage + HowTo (when applicable).

When you implement this at scale across 3,600+ pages with consistent, accurate data, you’re giving Google a

machine-readable map of every franchise location and every service offering. That’s how you dominate Local

Pack results and organic search simultaneously.

Priority 5: Google Business Profile Velocity (Ongoing)

The Local Pack wins happen here.

For every franchise location:

•  Weekly GBP posts — Real posts, not automated junk. Project summaries with before/after photos,

seasonal preparedness tips, team spotlights. Google’s algorithm visibly rewards active, engaged profiles.

•  Review acquisition and response — Every location should hit 200+ reviews at 4.8+ stars within 12

months. SMS review request 2 hours post-completion, email 24 hours later. Respond to every review within

24 hours. This is the #1 Local Pack ranking factor after proximity.

•  Primary category precision — “Water Damage Restoration Service” as primary. Secondary categories

should reflect the strongest service mix for that region.

•  Photo pipeline — 50+ geotagged photos per location updated monthly. Team, equipment, completed

projects, office, vehicles. Google prioritizes profiles with fresh, diverse visual content.

Priority 6: Answer Engine Optimization for the AI Age (Days 60-120)

Google AI Overviews now dominate informational restoration queries. If your content isn’t structured to be

cited, you’re invisible.

Definition boxes — Every service page opens with a 50-word authoritative definition. “Water damage

restoration is the professional process of returning a property to its pre-loss condition following water intrusion

from flooding, burst pipes, or precipitation. It encompasses emergency water extraction, structural assessment

and documentation, industrial-grade dehumidification, antimicrobial treatment, and full restoration of affected

materials.”

Direct-answer formatting — H2s as questions, answered completely in the first 50 words. “How much does

water damage restoration cost? The average cost ranges from $2,000 for minor localized damage to $25,000+

for significant structural involvement, with most homeowners paying $5,000-$15,000. Your final cost depends

on the square footage affected, severity of damage, materials involved, and necessary structural repairs.”

Comparison tables — “Water Mitigation vs. Water Restoration: Key Differences.” Side-by-side comparison

of timeline, cost, scope, and outcomes.

Numbered process lists — “The 5 Stages of Water Damage Restoration: 1. Emergency Response and

Assessment, 2. Water Extraction and Removal, 3. Drying and Dehumidification, 4. Cleaning, Sanitizing, and
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Antimicrobial Treatment, 5. Restoration and Reconstruction.” This format wins HowTo rich results and AI

Overview citations.

Priority 7: The PPC Dependency: From $665K Spike Back to Baseline (Immediate)

The November 2025 PPC spike to $665,600/month tells a clear story: organic pipeline broke, paid ads

compensated.

Here’s the math:

•  October 2025: $484,200/month organic value, $49K PPC spend. Healthy ratio.

•  November 2025: $484,300/month organic value, $665,600 PPC spend. Panic mode — the algorithms

changed mid-month and they flooded with paid to keep revenue up.

•  Current: $952,800/month organic value (February 2026), $206,100 PPC spend. Recovery mode, but still

elevated PPC.

The strategic move isn’t to cut PPC cold turkey. It’s to systematically shift budget back to organic as rankings

recover:

•  Months 1-3: Maintain current PPC as organic recovery actions take effect. Target high-intent paid

keywords that should be ranking organically but aren’t.

•  Months 4-6: As location pages recover and start ranking, reduce PPC spend by 20-30% on those

keywords and reinvest savings into content creation.

•  Months 6-12: If organic recovery hits 60%+ of the pre-November level, reduce PPC spend by another

50%.

The goal: In 12 months, get back to a $50K-75K/month PPC baseline (for new market testing and seasonal

peaks) while organic carries the core demand.

That $206K/month in current PPC spend? Reinvested in organic SEO gives you a 8-12 month payoff at which

point that traffic is free for the next 5 years.

Why Paul Davis’s Recovery is Easier Than 911 Restoration’s Rebuild
Here’s the critical difference:

911 Restoration peaked at 4,466 keywords in July 2024. By March 2025 when we wrote the playbook, they

were down to 3,306. Now (February 2026) they’re at 816. They’ve been declining for 20+ months. The

recovery path is long.

Paul Davis peaked at 50,339 keywords in October 2025 — last year. They were still growing in September.

The fundamental SEO infrastructure that generated 50K keywords is still there. The content is still there. The

domain authority is still there (54, up from 51 in March).

The problem is fixable because the foundation is recent and sound. It’s not a rebuild. It’s a bounce-back.

With the 7-step strategy above, here’s what I’d expect:

•  Month 1-2: Technical fixes and canonicalization repair shows up in GSC coverage. Expect 500-1,000

re-indexed pages.
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•  Month 2-3: Location page architecture updates and schema implementation. Expect rankings to improve

on the most valuable pages first.

•  Month 3-6: New content layers (crisis-moment, decision-stage) start ranking. Keywords begin

recovering. Conservative estimate: 35,000-40,000 keywords by June.

•  Month 6-12: Full content architecture matures. Location pages reinforce each other through internal

linking. Authority content earns backlinks. Expect 45,000-50,000 keywords recovered.

That trajectory puts Paul Davis back to $450K+/month organic value within 12 months, which means cutting

PPC spend from $206K to $50-75K and freeing up $150K+/month in marketing budget that can be reinvested

in growth.

The Playbook Works Because Paul Davis Proved It Works
The reason I’m confident in this recovery isn’t theory. It’s data. Paul Davis demonstrated they could execute

SEO at scale — they grew from 39K to 50K keywords over eight months. That’s not luck. That’s a team

running a good playbook.

The November collapse wasn’t a signal that the playbook failed. It was a signal that something broke in

execution — a technical issue, a structural change, an algorithm shift.

But the foundation is there. The domain authority is there. The franchise network is there. All that’s missing is

the diagnostic (days 1-3), the fix (days 4-30), and then doubling down on what already works (months 2-12).

I’ve built the systems to execute this at franchise scale — the AI-powered content pipelines, the schema

automation, the GEO optimization frameworks. And honestly? Watching a company that was actually winning

bounce back is far more satisfying than watching a company rebuild from 800 keywords.

Frequently Asked Questions

What caused Paul Davis Restoration’s 54% keyword drop in December 2025?

Based on the data pattern — a collapse from 50K to 23K keywords in a single month, combined with a spike in

PPC spending — the most likely causes are a location page architectural change without proper redirects, a

technical indexation issue (robots.txt, noindex tag, or CDN misconfiguration), or the November 2025 Google

Core Update hitting thin location pages specifically. The best way to confirm is through a 72-hour audit of GSC

coverage data (checking when “Excluded – currently not indexed” spiked) and a URL crawl to identify redirect

errors, orphaned pages, or canonicalization issues.

Why is Paul Davis’s SEO value higher per keyword than other restoration companies?

Paul Davis has an estimated SEO value of $43/keyword ($952,800 ÷ 22,190 keywords in February 2026),

compared to SERVPRO’s $33/keyword. This suggests Paul Davis is ranking for higher-value, higher-intent

keywords — likely more commercial terms and geo-modified queries rather than informational content. It’s a

quality-over-quantity advantage: fewer keywords, but more profitable ones. This is actually the ideal position

for recovery, since restoring 5,000 high-value keywords is more profitable than restoring 20,000 low-value

ones.

How should Paul Davis balance PPC spending during SEO recovery?
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Don’t cut PPC immediately — that leaves money on the table and risks losing customers to competitors during

the recovery window. Instead, maintain current PPC baseline (around $206K/month) during the first 60-90 days

of recovery actions, then systematically shift budget to organic as rankings improve. A realistic timeline: reduce

PPC by 20-30% by month 6 (when organic is recovering), then by another 50% by month 12 (when organic has

achieved 60%+ recovery). This keeps revenue stable while investing in the long-term organic channel.

What’s the difference between Paul Davis’s situation and 911 Restoration’s?

911 Restoration has been declining for 20+ months (peaked July 2024 at 4,466 keywords, now at 816). It’s a

comprehensive, systemic failure requiring a full rebuild. Paul Davis peaked in October 2025 (50,339 keywords)

and collapsed sharply in November/December — suggesting a fixable technical or structural issue rather than a

fundamental SEO failure. Paul Davis’s recovery is faster and more straightforward because the foundation

(domain authority, content corpus, franchise network) is recent and proven to work. It’s a bounce-back, not a

rebuild.

How important is location page optimization for franchise restoration companies?

It’s the engine of the entire strategy. If Paul Davis has 600 franchises across 6 core services, that’s 3,600+

location-service pages. A well-optimized location page can rank for 15-40 related keywords through local

modifiers, long-tail variants, and service-specific searches. The math: 3,600 pages × 15 keywords average =

54,000 potential ranked keywords. Paul Davis currently has 22,190, meaning they have capacity for 32,000+

additional keyword rankings just by optimizing what exists. Location pages are where restoration companies

win.

What is Generative Engine Optimization (GEO) and why does Paul Davis need it?

GEO is optimizing content so that AI systems — ChatGPT, Claude, Gemini, Google AI Overviews, Perplexity

— cite and recommend your business by name. For restoration, GEO involves entity saturation (consistent

brand-attribute associations across the web), factual density (specific claims about IICRC certification,

response times, service areas), authoritative citations (EPA, FEMA, IICRC standards), and implementing

LLMS.txt to guide AI crawlers. As AI-generated answers increasingly replace traditional search results, GEO

becomes as important as traditional SEO. Paul Davis needs GEO to win when someone asks an AI system “who

should I call for water damage in Houston?”

What’s the realistic timeline for Paul Davis to recover to 40,000+ keywords?

Based on the severity of the collapse (54% in one month) but the strength of the foundation (recent peak, high

domain authority, proven content infrastructure), I’d estimate:

•  Month 1-2: Technical fixes and indexation recovery (expect 1,000-2,000 page re-indexing)

•  Month 3-6: Location page optimization and new content layers take effect (expect climb from 22K to

35,000-40K keywords)

•  Month 6-12: Full architecture maturity and authority building (expect 45,000-50,000 keywords)

The path is faster than 911 Restoration because the problem is fixable, not systemic.

There’s a reason I’m telling you all this instead of keeping it proprietary. Paul Davis Restoration was doing it

right through most of 2025. They hit 50K keywords because they executed a real strategy at real scale. Then

something broke. But broken things can be fixed.
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We’re Tygart Media. We build the systems that execute this playbook for restoration companies at franchise

scale. We’ve already figured out the location page architecture, the schema automation, the content velocity

pipeline, the GEO optimization. And honestly? Helping a company that knows how to execute bounce back is

exactly the kind of project we live for.

The data is public. The opportunity is real. And the timeline for recovery is tight — every month without action

is another month where competitors gain ground.

Reach out here if you want to have the conversation. Or don’t. But at least you’ll know what’s possible.

(And hey, if you actually do have a water damage emergency while you’re thinking about this, we can

recommend a Paul Davis location. We probably know a guy. Actually, at this point, we’ve worked with enough

franchises that we definitely know a guy.)

The Complete Restoration Franchise SEO Playbook Series

This article is part of a 6-part series analyzing the SEO performance of every major restoration franchise in

America. Read the full series:

•  If I Were Running 911 Restoration’s SEO — Full Playbook

•  If I Were Running SERVPRO’s SEO — Full Playbook

•  If I Were Running ServiceMaster’s SEO — Full Playbook

•  -> You are here: Paul Davis

•  If I Were Running Rainbow Restoration’s SEO — Full Playbook

•  Industry Comparison: The State of Restoration Franchise SEO in 2026

Get Your Free Restoration SEO Playbook

This is the same competitive analysis we run for restoration companies across the country. Submit your

company URL below and we’ll put together a version specific to your market — no cost, no pitch call required.

Recommended Reading in The Proof

•  Pillar Guide: Commercial Restoration Leads: Fire Extinguisher Strategy

•  Next Topic: If I Were Running Rainbow Restoration’s SEO, Here’s What I’d Do Differently

ServiceMaster SEO Playbook: Reversing an 88% Decline
Source: https://tygartmedia.com/servicemaster-seo-playbook/ Published: March 30, 2026

The Machine Room · Under the Hood

I’m about to do something that most agency owners would never do: give away the entire playbook.

Not a teaser. Not a “5 tips to improve your SEO” fluff piece. The actual, technical, step-by-step strategy I would

execute — starting tomorrow — if **ServiceMaster** handed me the keys to their organic search program.

Why? Because I pulled their SpyFu data this morning, and what I found stopped me mid-coffee. ServiceMaster

essentially invented modern restoration franchising. They built the playbook that every restoration company has

copied for the last three decades. They have brand recognition that money can’t buy. And they’re watching their
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organic search presence get destroyed in real time while they seem completely unconcerned.

This isn’t gossip. This is data. And data deserves a response.

## The SpyFu Data: A Legacy Brand in Free Fall

I pulled the full historical time series from the SpyFu Domain Stats API on March 30, 2026. Here’s what

servicemaster.com looks like over the last 12 months:

| Period | Organic Keywords | Monthly Organic Clicks | SEO Value ($/mo) | PPC Spend ($/mo) | Domain

Strength | |——–|——————|———————-|——————|—————–|—————–|| | Mar 2025 |

7,582 | 9,055 | $77,130 | $0 | 45 | | Apr 2025 | 7,612 | 8,755 | $86,940 | $0 | 45 | | May 2025 | 6,169 | 7,911 |

$54,900 | $0 | 41 | | Jun 2025 | 5,413 | 6,592 | $48,260 | $0 | 41 | | Jul 2025 | 5,718 | 7,363 | $68,590 | $0 | 42 | |

Aug 2025 | 3,168 | 5,604 | $28,880 | $253 | 39 | | Sep 2025 | 2,462 | 5,708 | $24,980 | $401 | 40 | | Oct 2025 |

2,548 | 5,664 | $30,280 | $512 | 41 | | Nov 2025 | 2,514 | 5,766 | $28,270 | $4,920 | 41 | | Dec 2025 | 1,870 | 3,910 |

$15,380 | $9,266 | 39 | | Jan 2026 | 1,593 | 4,436 | $13,460 | $7,096 | 38 | | Feb 2026 | 1,742 | 4,435 | $39,300 |

$7,039 | 42 |

Let that sink in.

**Peak SEO value: $334,384/month** (February 2020, historical data). **Current: $39,300/month.** That’s

an **88.3% decline in six years**.

**Peak keywords: 20,696** (August 2017). **Current: 1,742.** A **91.6% catastrophic wipeout in nine

years**.

And look at the trajectory from April to February 2026. In just 10 months, they hemorrhaged from 7,612

keywords down to 1,742. That’s a 77% collapse in a single year. The PPC column tells the real story: $0 in

spend through most of 2025, then desperately cranking it up to $7,000/month by early 2026. They’re not

marketing. They’re triage.

That’s not strategy. That’s a company that’s stopped fighting.

## What Likely Went Wrong (And What It Means)

Before I hand over the playbook, I need to be honest about what I think happened — because you don’t fix

symptoms, you fix disease.

A keyword portfolio shrinking from 20,696 to 1,742 over nine years isn’t content decay. Content decay is

gradual — maybe 10-15% annually. This is **structural abandonment**. There are really only a few things that

cause this pattern:

**Scenario 1: Corporate Deprioritization.** ServiceMaster is a publicly traded company (part of Serco Group

plc). If corporate decided that restoration franchising wasn’t a priority — maybe they divested or consolidated

the business — then suddenly, nobody’s funding the SEO team. No budget = no optimization = rank collapse

over time.

**Scenario 2: Franchise Model Shift.** ServiceMaster franchises are independently owned and operated. If the

franchisor stopped providing central marketing support and pushed franchisees to run their own local

marketing, you’d see exactly this pattern: the parent domain deteriorates while individual franchise sites (if

they’re managed well) might hold their own. But the national brand suffers catastrophically.
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**Scenario 3: Algorithm Penalties or Core Web Vitals Failures.** If servicemaster.com experienced technical

issues — slow page load times, poor Core Web Vitals, indexation problems — and nobody fixed them over

several years, Google would systematically de-rank the domain.

**Scenario 4: Content Strategy Atrophy.** The simplest explanation: they stopped creating new content. No

blog updates since 2021. No location page optimization. No response to algorithm updates. Just letting an old

site sit on autopilot while Google moved on.

My bet? It’s Scenario 1 and 4 combined. ServiceMaster owns the restoration space, but they’ve clearly decided

it’s not where corporate energy goes anymore.

## Step 1: The 72-Hour Emergency Audit

Before I write a single word of content or restructure a single URL, I need to understand what’s actually broken.

This is a diagnostic sprint.

### Day 1: Crawl and Indexation Analysis

I’d run **Screaming Frog** against the full servicemaster.com domain — every page, every redirect, every

canonical tag. For a company this size, I’m expecting 3,000-8,000 URLs. I’m looking for:

* **Redirect chains and loops** — Years of site updates create redirect chains that leak authority. Every 301

chain longer than 2 hops costs you PageRank. * **Orphan pages** — Pages that exist but have zero internal

links pointing to them. If service pages or location pages aren’t linked from the main navigation, Google won’t

prioritize crawling them. * **Duplicate content signals** — Thin location pages that share 90%+ identical

content get consolidated by Google. If you have 50 city pages that all say the exact same thing, Google is

ignoring 49 of them. * **JavaScript rendering issues** — If servicemaster.com uses client-side rendering for

critical content, Google’s bot might not see what humans see. * **Canonical tag audit** — One broken

template-level canonical directive can tell Google to ignore every page using that template. This is more

common than you’d think on old franchise sites.

### Day 2: Google Search Console Deep Dive

I need 48 months of GSC data — enough to cover the entire collapse. Specifically:

* **Coverage report** — How many pages are in “Valid” vs. “Excluded”? When did the exclusion count

spike? That tells me exactly when things broke. * **Exclusion reasons** — “Discovered – currently not

indexed,” “Blocked by robots.txt,” “Alternate page with proper canonical tag.” Each reason points to a different

root cause. * **Performance by page group** — Segment by URL pattern: /locations/*, /services/*,

/franchise/*, /blog/*. Which group lost the most impressions? That’s where the problem is. * **Query decay

over time** — Export 5 years of query data. When did the keyword count start declining? What types of

queries disappeared first? If it’s all branded queries, the brand authority is intact but topical authority is gone. If

it’s all location-based queries, the local pages are the problem.

### Day 3: Competitive Benchmarking

I’d pull SpyFu data for their direct competitors — **SERVPRO**, **911 Restoration**, **Paul Davis

Restoration**, **Belfor** — and chart the trajectories side by side.

The question: did the entire restoration industry decline, or is this a ServiceMaster-specific problem?
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If everyone declined together, it’s an algorithm shift or industry disruption. ServiceMaster can compete by

being smarter.

If only ServiceMaster declined, it’s a self-inflicted wound that’s fixable.

## Step 2: Location Page Architecture — The Engine of Franchise Dominance

This is the difference between a franchise that owns Google and a franchise that rents from Google.

ServiceMaster’s corporate network spans restoration across North America with different legal entities,

different service mixes, and different regional focuses. That complexity is an opportunity if architected

correctly.

### The Hub-and-Spoke Model (Adapted for ServiceMaster’s Structure)

Here’s the architecture I’d build:

**Tier 1: National Service Pillar Pages**

These are the authority anchors:

* /water-damage-restoration/ -> Targets “water damage restoration,” “water damage restoration company,” etc.

* /fire-damage-restoration/ -> Targets “fire damage restoration,” “fire damage repair” * /mold-remediation/ ->

Targets “mold removal,” “mold remediation” * /commercial-restoration/ -> Targets “commercial water

damage,” “business restoration services” * /carpet-cleaning-restoration/ -> Targets “carpet cleaning,” “carpet

restoration”

Each pillar page is 3,500+ words of comprehensive, authoritative content that positions ServiceMaster as the

category leader. These pages accumulate backlinks and pass equity down the hierarchy.

**Tier 2: Regional Hub Pages**

ServiceMaster should have one page per major region or state where they operate:

* /restoration-services/texas/ * /restoration-services/california/ * /restoration-services/northeast/

These pages contain regional-specific information — common restoration issues by climate, local building

codes, regional partnership relationships. They link down to every service-specific page in that region.

**Tier 3: Location/Franchise Pages**

One page per franchise or operating location per service:

* /restoration-services/texas/water-damage-restoration/ * /restoration-services/texas/fire-damage-restoration/ *

/restoration-services/california/water-damage-restoration/

If ServiceMaster operates 80+ locations across 4-5 core service categories, that’s **400-500 location-service

combinations**. At 25 long-tail keywords per page, that’s **10,000-12,500 rankable keywords** — which is

more than the 1,742 they currently have.

## Step 3: Content Strategy — Crisis, Decision, Authority

Restoration companies make a fatal mistake: they only create bottom-of-funnel content. Every page says “call

ServiceMaster for water damage restoration.” But a homeowner standing in an inch of water isn’t searching for
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a restoration company. They’re searching for “what should I do right now?”

Whoever answers that question gets the call.

### Tier 1: Crisis-Moment Content (The 2 AM Searcher)

* “What to Do When Your House Floods: Emergency Steps Before Professional Help Arrives” * “My

Basement Is Flooded — What Do I Do Right Now?” * “House Fire Damage Assessment: What to Check First”

* “Black Mold Found in My House: Immediate Steps to Take” * “Pipe Burst During Winter: Emergency

Response Checklist”

Format: Numbered steps, definition boxes, HowTo schema, featured snippet optimization. These pages are

designed to be cited in Google AI Overviews and answered in voice search.

### Tier 2: Decision-Stage Content (The Insurance Conversation)

* “Does Homeowners Insurance Cover Water Damage? Complete 2026 Guide” * “Water Damage Restoration

Cost: Regional Breakdown and Pricing Factors” * “Water Mitigation vs. Restoration: What’s the Difference?”

* “Choosing a Restoration Company: What to Look For” * “Timeline for Water Damage Restoration: What to

Expect”

These pages need comparison tables, cost breakdowns, and FAQPage schema. They’re designed for someone

who already knows they need professional help but is shopping around.

### Tier 3: Authority-Building Content

* “IICRC Certification Explained: Why It Matters in Water Damage Restoration” * “The Science of Structural

Drying: Complete Technical Guide” * “Mold Testing vs. Mold Inspection: What’s the Difference?” * “How to

Prepare Your Home for Storm Season: Disaster Preparedness Guide” * “Understanding FEMA Flood Zones

and What They Mean for Your Property”

These pages earn backlinks from industry associations, insurance publications, local news, and real estate blogs.

Those links flow equity to the money pages.

## Step 4: Schema Markup — The Technical Foundation

Structured data is where most restoration companies leave 20-30% of their ranking potential on the table.

### Required Schema Implementation

**LocalBusiness schema on every location page:**

“`json { “@type”: “LocalBusiness”, “name”: “ServiceMaster of ”, “address”: { “@type”: “PostalAddress”,

“streetAddress”: “”, “addressLocality”: “”, “addressRegion”: “”, “postalCode”: “”, “addressCountry”: “US” },

“geo”: { “@type”: “GeoCoordinates”, “latitude”: “”, “longitude”: “” }, “telephone”: “”,

“openingHoursSpecification”: [ { “@type”: “OpeningHoursSpecification”, “dayOfWeek”: [“Monday”,

“Tuesday”, “Wednesday”, “Thursday”, “Friday”, “Saturday”, “Sunday”], “opens”: “00:00”, “closes”: “23:59” }

], “areaServed”: { “@type”: “City”, “name”: “” }, “hasOfferCatalog”: { “@type”: “OfferCatalog”,

“itemListElement”: [ { “@type”: “Offer”, “itemOffered”: { “@type”: “Service”, “name”: “Water Damage

Restoration” } }, { “@type”: “Offer”, “itemOffered”: { “@type”: “Service”, “name”: “Fire Damage

Restoration” } }, { “@type”: “Offer”, “itemOffered”: { “@type”: “Service”, “name”: “Mold Remediation” } } ]
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} } “`

**On service pages:** Article + Service + FAQPage + BreadcrumbList + Schema.org/Service

**On blog posts:** Article + FAQPage + Speakable (on answer paragraphs)

When implemented across 400+ pages with consistent data, you’re giving Google a machine-readable map of

ServiceMaster’s entire franchise network.

## Step 5: Google Business Profile Management — The Local Pack Battleground

In restoration, the Local Pack (the 3 map results) captures more high-intent traffic than organic results. When

someone searches “water damage restoration near me,” they look at the map first.

Winning the Local Pack requires systematic GBP optimization:

* **Weekly GBP posts** — Real posts about completed projects, seasonal preparedness tips, team spotlights.

Google’s algorithm rewards consistent posting activity. * **Review velocity** — Every location needs a

systematic review request process. Target: 200+ reviews at 4.8+ stars per location within 12 months. Respond

to every review within 24 hours. * **Photo strategy** — 50+ photos per location: team, equipment, projects,

office, vehicles. Geotagged. Updated monthly. * **Q&A seeding** — Proactively add and answer the top 10

questions for each location’s GBP. * **Service area clarity** — Define service areas as precise polygons, not

just “surrounding areas.”

## Step 6: Answer Engine Optimization (AEO) — Win the AI Results

Google’s AI Overviews now appear on most informational queries. When someone asks “what do I do if my

house floods,” Google generates a synthesized answer and cites specific sources.

If ServiceMaster’s content isn’t structured to be cited, they’re invisible.

* **Definition boxes** — Open every service page with a 50-word authoritative definition. This is what

Google AI extracts and cites. * **Direct-answer formatting** — Structure H2s as questions. Answer them

completely in the first 50 words. AI Overviews pull from this pattern. * **Comparison tables** — “Water

Damage vs. Fire Damage” with side-by-side tables. AI loves structured comparisons. * **Numbered process

lists** — “The 7 Stages of Water Damage Restoration.” This format wins HowTo rich results and AI citations

simultaneously.

## Step 7: Generative Engine Optimization (GEO) — Be the Company AI Recommends

This is the frontier. Most restoration companies don’t even know this exists. GEO is about making AI systems

— Claude, ChatGPT, Gemini, Perplexity — recommend ServiceMaster by name.

* **Entity saturation** — “ServiceMaster” needs to appear across the web in consistent association with

specific attributes: IICRC certified, 24/7 availability, regional expertise, specific certifications, risk response

capability. * **Factual density** — Replace “we provide excellent restoration services” with “ServiceMaster’s

team is trained to IICRC S500/S520 standards and deploys truck-mounted extractors capable of removing 300+

gallons per minute.” * **Authoritative citation weaving** — Link to EPA mold guidelines, FEMA flood

resources, IICRC standards, state-specific regulations. AI systems weight this higher because it signals

expertise. * **LLMS.txt implementation** — Add a /llms.txt file to root domain providing AI crawlers with a

structured summary of ServiceMaster’s business, services, geographic coverage, and authoritative attributes.
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## Step 8: Internal Linking — The Circulatory System

A franchise site without proper internal linking is a highway system with no on-ramps.

* **Pillar -> State -> City cascade** — National pillar links to every regional hub. Regional hubs link to every

city page in that region. City pages link back up. Closed loop of authority. * **Cross-service linking at the city

level** — Houston water damage page links to Houston mold page, Houston fire page. Keeps users on site and

signals contextual relevance. * **Blog-to-location contextual links** — Every blog post includes natural

in-text links to relevant city pages. “If you’re dealing with flooding in Chicago, our IICRC-certified team is

available 24/7 — .” * **Related content blocks** — Automated bottom-of-page blocks showing 3-5 topically

related pages. Scales automatically as you publish more content.

## Step 9: Backlink Acquisition — Leverage the Franchise Network

ServiceMaster’s franchise structure is an asset most competitors can’t match:

* **Disaster response PR** — After every major emergency, issue press releases to local media with quotes

from location owners. Local news sites (high authority, high relevance) pick these up. * **Insurance

partnerships** — ServiceMaster should be on preferred vendor lists with insurance carriers. Each carrier

relationship should include a backlink from their website. * **Industry association profiles** — Active profiles

on IICRC.org, RestorationIndustry.org, state contractor licensing boards. These .org links carry significant trust

signals. * **Civic partnerships** — Chamber of Commerce, BBB profiles, Rotary sponsorships, local

organization memberships. Each location should systematically acquire 20-30 local directory backlinks. *

**Content partnerships** — Co-create disaster preparedness guides with FEMA, emergency management

agencies, fire departments. “Hurricane Preparedness Guide — by ServiceMaster and the American Red Cross.”

The .gov backlink is worth the effort.

## Step 10: Kill the PPC Dependency (And Rebuild the Organic Engine)

ServiceMaster spent an estimated **$21,587 on Google Ads in the last 12 months** (increasing from $0 to

$7,039/month). That’s reactive and unsustainable. Here’s the math:

* At their 2020 peak, ServiceMaster’s organic traffic was worth **$334,384/month** — **$4.01

million/year** in equivalent ad spend delivered for free. * A comprehensive SEO program would cost a

fraction of their current PPC spend. * If they rebuild to just **half their peak value** ($167K/month), that’s

**$2 million/year** in traffic they no longer need to buy. * Organic traffic compounds. SEO is a long-term

asset. PPC is a treadmill.

The ROI case is overwhelming.

## The Bottom Line

ServiceMaster invented the restoration franchise. They built the playbook that SERVPRO and 911 Restoration

have copied. They have 70+ years of brand history. They have franchise infrastructure across North America.

They have domain authority that still ranks at 42 despite years of neglect.

And they’re getting outranked by companies 1/10th their size because those companies are actually trying.

ServiceMaster didn’t fail because restoration franchising is saturated. They’re failing because they stopped

investing in the channel that built their brand — organic search.
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The opportunity isn’t a mystery. It’s an execution problem. And the 10-step playbook above is how you fix it.

Here’s my real talk:

**Hey, ServiceMaster. You invented this industry. You should own Google for every restoration keyword that

exists. The data is public. The decline is real. The fix isn’t a mystery — it’s investment and execution.**

**We’re (https://tygartmedia.com). We live and breathe restoration SEO. We’ve built the systems to execute

everything above at franchise scale. We’ve already done this for companies in your space. And honestly? We’d

love to have the conversation about what $200K+/month in organic value looks like when it’s back.**

**(https://tygartmedia.com/contact). No pressure. No hard sell. Just two teams who understand the industry

talking about what a digital resurrection looks like.**

**Or don’t. Keep spending $7K/month on Google Ads for the traffic you’re literally giving away.**

**Your choice. We’ll be here either way. Just maybe not for your competitors. **

## Frequently Asked Questions

### How much organic traffic has ServiceMaster lost?

ServiceMaster’s organic presence has declined catastrophically over the last nine years. Their peak of 20,696

organic keywords (August 2017) has collapsed to 1,742 keywords as of February 2026 — a 91.6% reduction.

Their peak SEO value was $334,384/month (February 2020), compared to just $39,300/month today (February

2026) — an 88.3% decline. In the last 10 months alone (April 2025 to February 2026), they lost 77% of their

keywords, dropping from 7,612 to 1,742.

### Why isn’t ServiceMaster spending on Google Ads if they understand the traffic problem?

ServiceMaster spent $0 on Google Ads for most of 2025, then gradually increased spending to $7,039/month by

February 2026. This pattern suggests they may not have recognized the organic decline urgently, or corporate

prioritization shifted away from the restoration vertical. The recent increase in PPC spending indicates they’re

now buying back traffic they used to capture organically — which is more expensive and less sustainable than

organic search.

### What is the most critical SEO fix for ServiceMaster?

The most impactful single fix would be rebuilding and optimizing the location page architecture.

ServiceMaster’s franchise structure creates a natural advantage: 80+ locations × 4-5 service categories =

400-500 location-service combinations. Each properly optimized page targeting unique, locally-relevant

content could drive 25+ keywords. That alone could restore 10,000+ keywords within 12 months. Currently,

they’re capturing a fraction of this potential.

### How does ServiceMaster’s situation compare to 911 Restoration?

Both companies have experienced severe organic decline, but ServiceMaster’s is more dramatic. 911

Restoration’s peak was $407,500/month (March 2022) vs. $22,700 current. ServiceMaster’s peak was

$334,384/month (February 2020) vs. $39,300 current. However, ServiceMaster’s keyword collapse is steeper

(91.6% over nine years). 911 Restoration’s decline happened faster (94.4% from peak) but more recently. Both

represent massive opportunities for comprehensive SEO rebuilding.
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(https://tygartmedia.com/911-restoration-seo-playbook/).

### What is Generative Engine Optimization (GEO) and why does it matter?

Generative Engine Optimization is the practice of optimizing your content and online presence so that AI

systems — Google AI Overviews, ChatGPT, Claude, Gemini, Perplexity — recommend your business by

name. For restoration companies, this means consistent entity saturation across the web (brand + attributes),

factual density (specific, verifiable claims), authoritative citations (EPA, FEMA, IICRC standards), and

LLMS.txt implementation. GEO is becoming critical as AI-generated answers increasingly replace traditional

search results.

### How long would it take to restore ServiceMaster’s organic traffic?

A realistic timeline for ServiceMaster would be 6-12 months for technical fixes and content architecture to take

effect, with meaningful improvement visible within 4-6 months. Full recovery to even half their peak (75 years

of organic value) would require 12-18 months of sustained effort. The first 90 days typically show the

highest-impact gains because fixing technical issues (indexation, redirects, schema) often produces immediate

improvements once Google re-crawls the corrected pages.

The Complete Restoration Franchise SEO Playbook Series

This article is part of a 6-part series analyzing the SEO performance of every major restoration franchise in

America. Read the full series:

•  If I Were Running 911 Restoration’s SEO — Full Playbook

•  If I Were Running SERVPRO’s SEO — Full Playbook

•  -> You are here: ServiceMaster

•  If I Were Running Paul Davis’s SEO — Full Playbook

•  If I Were Running Rainbow Restoration’s SEO — Full Playbook

•  Industry Comparison: The State of Restoration Franchise SEO in 2026

{ “@context”: “https://schema.org”, “@type”: “Article”, “headline”: “If I Were Running ServiceMasters SEO,

Heres What Id Do Differently”, “description”: “ServiceMaster built modern restoration. Now their digital

presence looks like 1989. A $334K/month peak vs. $39K today. Here’s the exact playbook to resurr”,

“datePublished”: “2026-03-30”, “dateModified”: “2026-04-03”, “author”: { “@type”: “Person”, “name”: “Will

Tygart”, “url”: “https://tygartmedia.com/about” }, “publisher”: { “@type”: “Organization”, “name”: “Tygart

Media”, “url”: “https://tygartmedia.com”, “logo”: { “@type”: “ImageObject”, “url”:

“https://tygartmedia.com/wp-content/uploads/tygart-media-logo.png” } }, “mainEntityOfPage”: { “@type”:

“WebPage”, “@id”: “https://tygartmedia.com/servicemaster-seo-playbook/” } }

Recommended Reading in The Proof

•  Pillar Guide: Commercial Restoration Leads: Fire Extinguisher Strategy

•  Next Topic: If I Were Running Paul Davis Restoration’s SEO, Here’s What I’d Do Differently

SERVPRO SEO Playbook: How to Fix a 108k Keyword Bleed
Source: https://tygartmedia.com/servpro-seo-playbook/ Published: March 30, 2026
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The Machine Room · Under the Hood

SERVPRO owns 178,900 keywords worth $5.8 million per month in organic search value. They’re the

800-pound gorilla of the water restoration space. But they just lost 108,000 keywords in four months—a 38%

collapse from their October 2025 peak. And they’re spending $2 million per month on PPC to paper over the

cracks.

By William Tygart | Tygart Media | March 30, 2026

The Math That Should Keep SERVPRO’s CMO Up at Night
The math that should keep SERVPRO leadership up at night.

Let that sink in. In October 2025, SERVPRO ranked for 286,900 keywords. By February 2026—four months

later—they were down to 178,900. That’s not algorithmic drift. That’s not seasonal. That’s a Category 5

hurricane hitting your organic search machine, and it happened almost silently while they threw another $2M at

Google Ads to keep the lights on.

Here’s the thing: SERVPRO has domain strength of 62, the strongest I’ve seen in the restoration vertical. They

have brand authority. They have content. They have traffic. But they’re treating SEO like a legacy channel

while they shovel money into PPC—the exact opposite of what their competitive position should demand.

I ran the numbers on SERVPRO’s performance over the last 12 months. Take a look.

Month Keywords
Ranking

Monthly Clicks SEO Value Domain Strength PPC Spend

Feb 2025 245,100 148,300 $3,950,000 60 $1,820,000

Mar 2025 251,200 152,400 $4,180,000 60 $1,950,000

Apr 2025 248,900 150,100 $4,100,000 60 $1,880,000

May 2025 253,400 153,900 $4,270,000 61 $1,920,000

Jun 2025 259,100 157,200 $4,420,000 61 $1,880,000

Jul 2025 265,300 161,000 $4,580,000 61 $1,950,000

Aug 2025 272,100 164,800 $4,750,000 61 $2,010,000

Sep 2025 281,200 170,400 $5,120,000 61 $2,080,000

Oct 2025 286,900 174,000 $5,420,000 62 $2,150,000

Nov 2025 268,400 162,500 $4,840,000 62 $2,090,000

Dec 2025 223,100 135,200 $3,200,000 62 $1,980,000

Feb 2026 178,900 151,700 $5,825,000 62 $1,944,000

Wait. Stop. Look at February 2026 again. Keywords tanked to 178,900, but SEO value exploded to

$5,825,000. How is that possible?

Because SERVPRO stopped chasing long-tail volume and started extracting revenue from money keywords.

They’re ranking for fewer terms, but the terms they *are* ranking for convert harder. That’s actually a sign that

something—either an algorithm shift or a deliberate technical decision—forced them to consolidate their

keyword real estate.
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But here’s what kills me: they’re still spending $1.944M per month on PPC. If they could stabilize their organic

keyword portfolio and clean up their technical architecture, they could cut that spend by half and *increase*

total revenue. Instead, they’re patching the hole with paid traffic.

What Likely Went Wrong (And Why It Matters)
What likely went wrong — and why it matters.

SERVPRO owns 2,000+ franchise locations across North America. Each location is its own business, often

with its own digital presence. That’s the double-edged sword of their model: massive reach, but fragmented

authority.

When you have that much real estate spread across the internet, a single algorithm update—or a deliberate

consolidation on Google’s part—can evaporate keyword rankings overnight. Here are the most likely culprits:

1. Location Page Cannibalization

If SERVPRO has 2,000 location pages all competing for “water damage restoration near me” or “SERVPRO ,”

they’re killing their own rankings. Google gets confused. It doesn’t know which page to rank. So it ranks fewer

of them.

The fix: Implement a tiered location strategy. National hub page > regional cluster > local pages. Internal link

from hub to region to local. Avoid keyword duplication. Use structured data (LocalBusiness with serviceArea)

to signal geographic relevance without creating duplicate content.

2. Content Architecture Decay

SERVPRO’s main site probably wasn’t architected with 2,000+ location pages in mind when it was built. Over

time, internal linking broke, breadcrumb trails became inconsistent, and authority stopped flowing predictably.

No one’s actively managing the link graph at scale.

The fix: Conduct a full internal linking audit. Map out which pages should funnel authority to which. Restore

broken links. Create programmatic breadcrumb trails. Use topic clusters to create thematic authority hubs that

feed into location pages.

3. E-E-A-T Fragmentation

Google’s moved heavily toward E-E-A-T (Experience, Expertise, Authoritativeness, Trustworthiness) in recent

years. A national franchise system’s E-E-A-T is strong at the brand level, but uneven at the franchise location

level. Some franchisees have reviews and credentials. Some don’t.

The fix: Standardize E-E-A-T signals across the network. Ensure every location page has aggregated reviews,

credentials, licenses, and “about” information. Use Author entities to link individual technicians to content.

Make the system defensible against algorithm swings.

4. Technical Debt From Franchise Independence

Here’s the ugly truth: SERVPRO franchisees run their own businesses. Some have modern websites. Some are

running 2015-era WordPress themes. Some use white-label platforms that Google barely indexes. When you

have 2,000 franchise sites under one umbrella, you’re battling technical inconsistency at scale.
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The fix: Offer franchisees a standardized tech stack. Migrate independent sites into a consolidated platform

(either subdomains or a federated network). Enforce technical requirements (Core Web Vitals, mobile

responsiveness, schema markup). Make SEO non-negotiable.

The SERVPRO SEO Playbook: 8 Steps to Recover 150,000+ Keywords

Step 1: Conduct a Keyword Bleed Forensics Audit

Pull your keyword history for the last 24 months in SpyFu. Sort by rank drop (now ranking outside top 100).

Segment by keyword type:

•  Money keywords (water damage restoration, fire damage, mold removal): Why did you lose these? Pull

them up in GSC. Are impressions down? CTR down? Rank dropped?

•  Branded + geo keywords (SERVPRO , water damage ): You should own almost all of these. If you’ve

lost them, it’s likely location page cannibalization.

•  Long-tail keywords (what can I do about water damage in my basement): This is where the

108,000-keyword drop is probably concentrated. These are lower-value keywords. Maybe that’s intentional.

Maybe it’s not.

•  Competitor keywords (911 restoration competitors, other local services): Are you losing share in

competitive space, or just retracting from low-intent terms?

Once you’ve segmented, you know exactly where the damage is. Then you can fix the right thing instead of

guessing.

Step 2: Audit Your Location Page Architecture

Pull a sample of 50 location pages across different regions. Check these metrics:

•  Are they templated consistently, or do they vary widely?

•  Do they have unique content (service descriptions, local reviews, technician bios), or are they duplicates?

•  How do they link to each other? Is there an authority flow from national > regional > local?

•  Are they indexed individually, or are some being de-indexed?

Run a GSC export to see which location pages are getting search impressions. You’ll likely see a long tail

where 80% of your locations get minimal organic traffic.

That’s your content architecture problem. Fix it and watch rankings come back.

Step 3: Implement a Three-Tier Location Page System

Replace the flat structure with depth:

Tier 1: National Hub — One authority page covering water damage restoration, fire damage, mold removal,

etc. This page should be a semantic authority fortress: comprehensive content, strong internal linking,

high-quality backlinks. All location pages link back to this.

Tier 2: Regional Clusters — Group your 2,000 locations into 20-30 regions (Northeast, Southeast, Midwest,

etc.). Create regional pages covering “water damage restoration in ” with:

•  Aggregated statistics (e.g., “SERVPRO has restored 50,000+ properties in the Northeast”)
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•  Links to all location pages in that region

•  Regional case studies or testimonials

•  Regional licensing/credentials information

Tier 3: Local Pages — One page per location (or market). Include:

•  Unique local content (service menu tailored to local disasters, local team bios, local case studies)

•  LocalBusiness schema with full address, phone, reviews

•  Internal links from regional page and national hub

•  Links to adjacent locations (e.g., nearby franchise territories)

•  Unique on-page content that distinguishes this location from others (at least 500-1000 words)

This structure signals to Google: “These are related but distinct properties. Each one has authority and

relevance to its geography.”

Step 4: Repair Internal Linking at Scale

Your 286,900-keyword peak suggests you had strong internal linking. Your 178,900-keyword current state

suggests it broke. Here’s how to rebuild it:

Map the authority flow: Create a spreadsheet showing how authority should flow. National page (highest

authority) > Regional pages (medium) > Location pages (local). Add cross-links between adjacent locations.

Add contextual links from blog content to relevant location pages.

Fix broken links: Run your site through Screaming Frog. Find all 404s and redirect chains. Fix them. Broken

links kill authority flow.

Create topic clusters: Your main content topics (water damage, fire damage, mold, etc.) should each have a

hub page. Every blog post should link to the relevant hub. Every location page should link to the relevant hub.

This creates thematic relevance signals that help with rankings.

Implement breadcrumb navigation: Home > Service > Location. This signals site structure to Google and

improves crawlability.

At scale, this is a 6-8 week project, but it’s foundational. You can’t have 5.8M in monthly SEO value without a

solid internal link graph.

Step 5: Standardize E-E-A-T Across All Locations

Create a template/playbook for franchisees that includes:

•  Local review aggregation: Pull Google, Yelp, and industry reviews to each location page. Show star

ratings. Highlight top reviews. Aggregate to the brand level.

•  Credentials display: State licenses, certifications, insurance. Show that this franchisee is legit. Make it

dynamic (pull from a central database, don’t hardcode).

•  Local team bios: Include photos and bios of the top 3-5 technicians at each location. Give them Google

Author profiles if possible. Make E-E-A-T tangible.
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•  Local case studies: Every location should have at least 2-3 case studies showing real work they’ve done.

Before/after photos, descriptions. This builds Experience + Authoritativeness.

•  Trust signals: Display member affiliations (DRIstoration Network, IICRC, etc.), “Featured in” logos,

awards. Design signals matter.

This isn’t optional. It’s the baseline for ranking in a trust-dependent vertical. Do it across all 2,000 locations and

you’ll see keyword recovery.

Step 6: Implement Generative Engine Optimization (GEO)

Google’s Gemini, ChatGPT, and Claude are increasingly the first place people go for answers. You should own

that real estate too.

Make your site AI-friendly:

•  Add a FAQ schema on every page with questions people actually ask. Make sure your answers are

comprehensive and cite-worthy.

•  Create a structured data layer that AI engines can parse: LocalBusiness, FAQPage, HowTo, Review. The

richer your data, the more likely AI pulls from you.

•  Target conversational queries in your content: “What should I do if I have water damage?” “How much

does restoration cost?” “Can I restore water-damaged documents?” These are the queries AI-powered search

will prioritize.

•  Build a knowledge base or glossary explaining restoration terminology. AI systems will index this as

foundational content.

The restoration vertical is perfect for GEO. People are panicked when they need you. An AI system

recommending “SERVPRO is the largest restoration franchise” is worth millions in future organic traffic.

Step 7: Cut Waste From Your $1.944M/Month PPC Spend

I’m not saying cut PPC entirely. But you’re spending $1.944M per month while owning 178,900 keywords.

That’s insurance money. Here’s where to redirect it:

•  Kill low-ROAS keywords: Pull your Google Ads data. Find keywords with CPA > 3x your conversion

value. These are money sinks. Pause them. Let organic handle them if it can.

•  Shift budget from branded to high-intent: You should own branded keywords (SERVPRO + geo)

organically. Paying for them is waste. Redirect that budget to high-intent non-branded terms where you’re

not yet ranking in top 3.

•  Test seasonal PPC budgets: Restoration demand spikes after storms. You don’t need to bid aggressively

in January. Build a seasonal playbook. Save $100K-200K per month in off-season.

•  Consolidate accounts and campaigns: 2,000 franchisees = probably 1,000+ Google Ads accounts.

Consolidate them under a central management structure. Eliminate duplicate bidding. Unified budget

allocation is way more efficient.

Conservative estimate: You could cut $500K-750K per month from PPC and improve overall ROI by moving

budget to organic. That’s $6-9M annually. Worth it.

Step 8: Build a Fragmented Franchisee Network Into a Federated Authority System
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This is the long-term play. Right now, SERVPRO likely looks like this to Google: 2,000 separate businesses

with the SERVPRO brand. Google doesn’t really know how to rank them as one system.

Here’s what you should build instead:

•  Consolidated location architecture: servpro.com/locations/ for all locations, managed centrally. Not

franchisee.com or subdomain.servpro.com. One unified system, 2,000 variations.

•  Federated content model: National content hub (servpro.com/restoration-guides) serves as the

authoritative source. Franchisees republish and localize. Create a content syndication system that keeps

authority centralized while allowing local customization.

•  Unified review aggregation: Pull all franchisee reviews into a central system. Rank locations by star

rating. Make the whole network defensible.

•  Centralized link building: One brand-level link-building strategy, feeding authority down to locations.

Not 2,000 franchisees all trying to build links independently.

This takes 12-18 months to execute, but when you land it, you’ll see your keyword count jump by 150,000+ and

you’ll be basically unbeatable in your vertical.

The Opportunity Cost of Staying Put
SERVPRO lost 108,000 keywords in 4 months. Let’s say half of those were low-intent long-tail (worth $20-50

per click). That’s about 54,000 keywords × $30 average = $1.62M per month in lost organic value.

They made up for it by extracting more revenue from fewer, higher-value keywords (Feb 2026 value spike).

But they’re also spending $1.944M per month on PPC to maintain traffic volume.

If SERVPRO recovered to 240,000 keywords (their level in August 2025), they’d likely add another $1.5-2M

per month in organic value *and* be able to cut PPC spend by 40-50%. That’s a $3-4M monthly swing.

Over a year, that’s $36-48M in additional profit from fixing SEO.

And that’s being conservative. SERVPRO’s brand is so strong that if they could demonstrate to Google that

they’re the E-E-A-T authority in restoration, they could probably rank for *more* keywords than they did at

their October 2025 peak.

The Playbook in Practice
The SERVPRO SEO playbook in practice.

You’d execute this in three phases:

Phase 1 (Month 1-2): Diagnosis & Architecture — Forensics audit, location page audit, three-tier

architecture design. Identify quick wins (broken links, obvious cannibalization). Get executive buy-in on the

federated model.

Phase 2 (Month 3-6): Execution & Standardization — Roll out three-tier system. Repair internal linking.

Standardize E-E-A-T templates. Implement GEO. Test PPC reductions on low-ROAS keywords. Monitor GSC

for ranking recovery.
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Phase 3 (Month 7-12): Optimization & Scale — Feed winners. Scale what works. Build federation toward the

long-term model. By month 12, you should see 60-70% of your lost keywords recovered. By month 18, you

should be back to 240,000+ keywords.

Is this work? Yes. Is it technical? Absolutely. But SERVPRO has the authority, the domain strength, and the

economic incentive to execute it. They just need fresh eyes on the architecture and a willingness to think bigger

than “add more PPC.”

Why SERVPRO Specifically
I picked SERVPRO for this analysis because they represent something important: dominance is fragile.

They have domain strength 62. They own 178,900 keywords. They’re the category leader. But they’re also

spending $2M per month on PPC to maintain that position—which suggests their organic is leaking. They

peaked at 286,900 keywords just 5 months ago, and they lost 38% of that in 4 months flat.

That’s not normal erosion. That’s a system breaking.

And here’s what kills me: they have all the ingredients to fix it. They have authority. They have traffic. They

have the budget. They just need someone to say “your location page architecture is the problem, and here’s how

to rebuild it.”

The restoration vertical is also perfect for this because SERVPRO competes on brand + trust, not pure

convenience. If you can dominate Google’s algorithm while also dominating AI-powered search (GEO), you

own the entire funnel. The CMO who pulls that off will be a legend.

Common Questions

The Complete Restoration Franchise SEO Playbook Series

This article is part of a 6-part series analyzing the SEO performance of every major restoration franchise in

America. Read the full series:

•  If I Were Running 911 Restoration’s SEO — Full Playbook

•  -> You are here: SERVPRO

•  If I Were Running ServiceMaster’s SEO — Full Playbook

•  If I Were Running Paul Davis’s SEO — Full Playbook

•  If I Were Running Rainbow Restoration’s SEO — Full Playbook

•  Industry Comparison: The State of Restoration Franchise SEO in 2026

Q: Could algorithm changes alone explain the 108,000-keyword drop?

Maybe partially. But 38% keyword loss in 4 months is unusual even for a major core update. Algorithm

changes typically cause 5-15% fluctuation across a healthy site. The magnitude here suggests an underlying

technical issue got exposed by an algorithm shift.

Most likely explanation: SERVPRO’s location pages were competing with each other (cannibalization). An

algorithm update prioritized consolidation (ranking fewer pages more strongly per topic). When that happened,

SERVPRO lost the “also ran” rankings but kept the top positions. The keyword *count* looks bad, but the
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keyword *value* stayed strong. Still, you’re leaving revenue on the table.

Q: Isn’t running 2,000 location pages inherently limited?

Not at all. If you build the architecture right. Think about how many pages Wikipedia ranks for (millions).

Think about how many pages e-commerce sites rank for (hundreds of thousands). The issue isn’t scale—it’s

whether your site is optimized for scale.

SERVPRO’s issue is probably that their location pages were built incrementally (added as franchisees joined)

without a master architecture in mind. So the system grew organically but unsystematically. Rebuild the

architecture and you solve it.

Q: Could they focus only on organic and eliminate PPC?

Not immediately. PPC is insurance. SERVPRO operates in a trust-dependent, high-intent vertical. They need to

own the top of the SERP to win. During the recovery period (months 1-12), PPC is your safety net.

But long-term, if you recover 240,000+ keywords and your E-E-A-T is solid, you can cut PPC by 50-60% and

probably *increase* revenue because organic converts better (higher intent) than paid ads.

Q: How do you measure success on this playbook?

Three metrics: Keywords ranking (target 240K+), monthly organic clicks (target 160K+), and SEO value

(target $5.5M+). You should also track PPC spend reductions and ROI improvements.

Monthly GSC reports showing ranking recovery. Monthly rank tracking on your 200 highest-value keywords.

Quarterly attribution reports tying organic to revenue.

Q: What’s the biggest risk of this playbook?

Consolidation risk. Moving from 2,000 independent location pages to a federated system means centralizing

control. Franchisees lose some autonomy. Some franchisees will resist. You need executive support to force the

technical change, even if it annoys franchisees short-term.

But the alternative is bleeding 38% of your keywords every 4 months. At some point, you have to choose: fight

the SEO problem or accept the $2M/month PPC tax forever.

The Ask
If I were SERVPRO’s CMO, I’d take this playbook to the CEO and say:

“We’ve lost 108,000 keywords in 4 months. We’re spending $2M per month on PPC to compensate. Our

domain strength is 62—the strongest in the industry. If we fix the location page architecture, we’ll recover

150,000 keywords, add $2-3M per month in organic value, and cut PPC spend by 40-50%. That’s a 3:1 ROI on

the project. And the brand will own the restoration category for the next 5 years.”

It’s the right move. Whether SERVPRO makes it is up to them.

But if you’re running a site with hundreds (or thousands) of location pages, apply this playbook to your

business. Audit your keyword loss. Rebuild your architecture. Fix your E-E-A-T. You don’t have to be as big as

SERVPRO to benefit. Most franchised verticals have this exact vulnerability.
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If you want help implementing this—or diagnosing why your keywords are bleeding—reach out here. We’ve

done this at scale for franchise networks and multi-location enterprises. It works.

P.S.: If you found this useful, check out our SEO analysis of 911 Restoration—a different player in the same

vertical with a different set of SEO problems. Comparing the two gives you a masterclass in how different

strategies lead to different outcomes.

Recommended Reading in The Proof

•  Pillar Guide: Commercial Restoration Leads: Fire Extinguisher Strategy

•  Next Topic: If I Were Running ServiceMaster’s SEO, Here’s What I’d Do Differently

911 Restoration SEO: A Playbook to Fix a 94% Traffic Drop
Source: https://tygartmedia.com/911-restoration-seo-playbook/ Published: March 30, 2026

The Machine Room · Under the Hood

I’m about to do something that most agency owners would never do: give away the entire playbook.

Not a teaser. Not a “5 tips to improve your SEO” fluff piece. The actual, technical, step-by-step strategy I would

execute — starting tomorrow — if 911 Restoration handed me the keys to their organic search program.

Why? Because I pulled their SpyFu data this morning, and what I found stopped me mid-coffee. One of the

largest restoration franchises in North America — 1,500+ employees, 200+ territories, an in-house marketing

division called Milestone SEO that’s been running since 2003 — is watching their organic search presence

evaporate in real time.

This isn’t gossip. This is data. And data deserves a response.

The SpyFu Data: A Domain in Freefall
The SpyFu data — a domain in freefall.

I pulled the full historical time series from the SpyFu Domain Stats API on March 30, 2026. Here’s what

911restoration.com looks like over the last 12 months:

Period | Organic Keywords | Monthly Organic Clicks | SEO Value ($/mo) | PPC Spend ($/mo) | Domain

Strength | Avg. Rank

Mar 2025 | 3,306 | 1,889 | $42,210 | $102,700 | 42 | 43.7

Apr 2025 | 3,409 | 2,350 | $47,310 | $116,600 | 42 | 43.9

May 2025 | 2,665 | 1,468 | $37,380 | $120,400 | 39 | 43.1

Jun 2025 | 2,375 | 1,602 | $24,330 | $118,800 | 38 | 42.7

Jul 2025 | 2,093 | 881 | $20,180 | $89,840 | 37 | 43.8

Aug 2025 | 2,881 | 1,088 | $34,700 | $25,660 | 39 | 50.3

Sep 2025 | 2,737 | 939 | $32,500 | $13,420 | 41 | 51.8
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Oct 2025 | 2,530 | 786 | $28,750 | $8,938 | 41 | 53.2

Nov 2025 | 2,571 | 777 | $28,780 | $370,600 | 41 | 52.6

Dec 2025 | 950 | 925 | $8,522 | $191,800 | 36 | 43.5

Jan 2026 | 845 | 683 | $9,436 | $152,100 | 36 | 41.3

Feb 2026 | 816 | 617 | $22,700 | $132,100 | 40 | 42.5

Let that sink in.

Peak SEO value: $407,500/month (March 2022). Current: $22,700/month. That’s a 94.4% decline.

Peak keywords: 4,466 (July 2024). Current: 816. An 81.7% wipeout in 20 months.

And look at the PPC column. November 2025: $370,600 in estimated ad spend. December: $191,800. January

2026: $152,100. That’s $714,500 in three months on Google Ads — a classic symptom of a company trying

to buy back the traffic their organic program used to deliver for free.

That’s not strategy. That’s a tourniquet on an arterial bleed.

What Likely Went Wrong (Diagnosis Before Prescription)
Before I hand over the playbook, let me say what I think happened — because you don’t treat the symptom, you

treat the disease.

A keyword count dropping from 3,400 to 816 in eight months isn’t content decay. Content decay looks like a

slow 10-15% annual erosion. This is a structural collapse. There are really only a few things that cause this

pattern:

Scenario 1: A site migration or redesign went wrong. If 911 Restoration relaunched their website (new

CMS, new URL structure, new template) without a bulletproof redirect map, they would have vaporized the

index equity on thousands of pages overnight. Google doesn’t re-crawl and re-rank 2,000+ pages quickly —

especially if the redirect chain is broken or the new URLs don’t match the old content architecture.

Scenario 2: Location pages were restructured or consolidated. Franchise sites derive the bulk of their

organic traffic from location-specific pages. If someone decided to “simplify” the site by collapsing 200

individual location pages into a handful of regional pages, or switched from static pages to JavaScript-rendered

dynamic content, Google would have deindexed the old URLs and struggled to understand the new ones.

Scenario 3: A technical SEO issue is blocking indexation. A rogue robots.txt rule, an accidental noindex

meta tag on a template, a misconfigured CDN that returns soft 404s — any of these can silently kill thousands

of indexed pages while the team doesn’t notice for months because their paid traffic is masking the organic

decline.

Scenario 4: Google’s algorithm updates hit them hard. The Helpful Content Update, the March 2025 core

update, and the rise of AI Overviews have disproportionately punished sites with thin, templated location pages

and boilerplate service descriptions. If 911 Restoration’s location pages were auto-generated with city-name

swaps and no unique local content, they would have been exactly the type of content Google deprioritized.
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My bet? It’s a combination of Scenarios 2 and 4. But I’d confirm with data before touching anything. Here’s

how.

Step 1: The 72-Hour Emergency Audit
Step 1 — the 72-hour emergency audit.

Before I write a single word of content or restructure a single URL, I need to understand what’s actually broken.

This is a 72-hour diagnostic sprint.

Day 1: Crawl and Index Analysis

I’d run Screaming Frog against the full 911restoration.com domain — every page, every redirect, every

canonical tag. For a franchise site this size, I’m expecting 5,000-15,000 URLs. I’m looking for:

•  Redirect chains and loops — Franchise sites accumulate these over years of redesigns. Every 301 chain

longer than 2 hops is leaking PageRank.

•  Orphan pages — Pages that exist but have zero internal links pointing to them. If location pages aren’t

linked from a parent hub, Google won’t prioritize crawling them.

•  Duplicate content signals — Thin location pages that share 90%+ identical content get consolidated by

Google. If 150 out of 200 location pages have the same body text with only the city name changed, Google

is likely only indexing a handful and ignoring the rest.

•  JavaScript rendering issues — If the site uses client-side rendering for location content, I’d check

Google’s URL Inspection tool to compare the rendered HTML against the source. Google’s JS rendering is

better than it was, but it’s still not reliable for critical content.

•  Canonical tag audit — Mispointed canonical tags are one of the most common causes of sudden

deindexation. One bad template-level canonical directive can tell Google to ignore every page that uses that

template.

Day 2: Google Search Console Deep Dive

I need 16 months of GSC data — enough to cover the period from peak (April 2025 at 3,409 keywords) through

the collapse. Specifically:

•  Coverage report — How many pages are in the “Valid” bucket vs. “Excluded”? What’s the trend? If

“Excluded” spiked around May-June 2025, that’s the smoking gun.

•  Exclusion reasons — “Discovered – currently not indexed,” “Crawled – currently not indexed,” “Blocked

by robots.txt,” “Alternate page with proper canonical tag.” Each reason points to a different root cause.

•  Performance by page group — Segment by URL pattern: /locations/*, /services/*, /blog/*. Which group

lost the most impressions? If it’s locations, we know the architecture failed. If it’s blog content, it’s a content

quality issue.

•  Query data — Export the top 5,000 queries and compare March 2025 vs. February 2026. Which keyword

clusters disappeared? If it’s all geo-modified queries (“water damage restoration ”), the location pages are

the problem. If it’s informational queries, the content strategy failed.

Day 3: Competitive Benchmarking
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I’d pull the same SpyFu data for their direct competitors — SERVPRO, ServiceMaster Restore, Paul Davis
Restoration, Rainbow International — and chart the keyword trajectories side by side. If all of them

declined, it’s an industry-wide algorithm shift. If only 911 Restoration declined, the problem is site-specific.

I’d also audit 3-5 of the top-ranking competitors for the highest-value keywords 911 Restoration lost. What do

their pages look like? What schema are they using? How is their location architecture structured? The answers

tell me exactly what Google is currently rewarding in this vertical.

Step 2: Location Page Architecture — The Engine of Franchise SEO
This is the make-or-break element. For a national franchise, location pages aren’t just “nice to have” — they

ARE the SEO strategy. Every territory is a keyword goldmine, and the architecture determines whether you

capture those keywords or leave them for competitors.

The Three-Tier Hub-and-Spoke Model

Here’s the exact structure I’d build:

Tier 1: National Service Pillar Pages

These are the authority anchors — comprehensive 2,500+ word guides that target the head terms:

•  /water-damage-restoration/ -> targets “water damage restoration” (national)

•  /fire-damage-restoration/ -> targets “fire damage restoration”

•  /mold-remediation/ -> targets “mold remediation” / “mold removal”

•  /storm-damage-restoration/ -> targets “storm damage repair”

Each pillar page links down to every state hub and includes a location finder CTA. These pages accumulate

backlinks, build topical authority, and pass equity down the hierarchy.

Tier 2: State Hub Pages

One page per state where 911 Restoration operates:

•  /water-damage-restoration/texas/ -> targets “water damage restoration Texas”

•  /water-damage-restoration/california/

•  /mold-remediation/florida/

Each state hub contains state-specific content: climate risks, building code requirements, insurance regulations,

and links down to every metro/city page in that state. This is NOT a directory — it’s a substantive content page

that happens to also serve as a navigation hub.

Tier 3: Metro/City Pages

This is where the money is. One page per service per territory:

•  /water-damage-restoration/texas/houston/

•  /mold-remediation/texas/houston/

•  /fire-damage-restoration/texas/houston/
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If 911 Restoration operates in 200 territories across 4 core services, that’s 800 city-level pages minimum. Each

one must have genuinely unique content — not template swaps. Here’s what makes a city page rank in 2026:

•  Local climate and risk profile — Houston’s page talks about Gulf Coast humidity, hurricane season

flooding, and clay soil foundation issues. Denver’s page talks about snowmelt, ice dams, and high-altitude

UV degradation. This signals to Google that the content is locally authoritative, not mass-produced.

•  Local regulatory context — Texas requires specific licensing for mold remediation (TDSHS). California

has strict asbestos abatement laws. Florida has unique hurricane deductible rules. Including this information

proves expertise.

•  Real project examples — “In March 2025, our Houston team responded to a 3-story commercial flood

caused by a burst supply line, extracting 12,000 gallons and completing structural drying in 72 hours.”

Specificity builds trust with both users and search algorithms.

•  LocalBusiness schema — Every city page needs JSON-LD with the franchise location’s exact NAP

(name, address, phone), geo-coordinates, service area polygon, hours, and accepted payment methods.

•  Embedded Google Map — A map showing the service area reinforces local relevance and keeps users on

the page.

The Math That Should Keep 911 Restoration’s CMO Up at Night

A well-optimized city-level restoration page targeting “water damage restoration ” can rank for 15-40 related

keywords (the long-tail variants, “near me” modifiers, service-specific queries). At 800 pages × 20 average

keywords = 16,000 rankable keywords. They currently have 816. That’s a 19.6x growth opportunity sitting

untouched.

Step 3: Content Strategy — Three Tiers, Three Intents, One Funnel
Restoration companies make a fatal content mistake: they only create bottom-of-funnel content. Every page

says “call us for water damage restoration.” But the homeowner standing in an inch of water at 2 AM isn’t

searching for a restoration company — they’re searching for “what to do when your basement floods.”

Whoever answers that question earns the call 30 minutes later.

Tier 1: Crisis-Moment Content (Captures the 2 AM Searcher)

These pages target people in active distress. They’re not browsing — they’re panicking. The content needs to

be calm, authoritative, and structured for instant answers:

•  “What to Do When Your House Floods: A Step-by-Step Emergency Guide”

•  “I Smell Mold in My House — What Should I Do Right Now?”

•  “My House Just Had a Fire — What Happens Next?”

•  “Pipe Burst in the Middle of the Night: Emergency Steps Before the Pros Arrive”

Format: Numbered steps, definition boxes at the top for AI extraction, HowTo schema, and a sticky CTA that

says “Need help now? Call 911 Restoration: .” These pages should be optimized for featured snippets and voice

search — because someone standing in water is asking Google out loud.

Tier 2: Decision-Stage Content (Captures the Insurance Call)
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After the initial crisis, the homeowner’s next questions are about money and logistics:

•  “Does Homeowners Insurance Cover Water Damage? A Complete Guide”

•  “How Much Does Water Damage Restoration Cost in 2026?”

•  “Water Damage Restoration Timeline: What to Expect Day by Day”

•  “How to Choose a Restoration Company: What to Look for (and What to Avoid)”

•  “Water Mitigation vs. Water Restoration: What’s the Difference and Why It Matters”

These pages need comparison tables, cost breakdowns with regional ranges, and FAQPage schema. They

capture the searcher who’s already decided they need professional help but hasn’t chosen who to call. This is

where you win the click over SERVPRO.

Tier 3: Authority-Building Content (Captures Links and Topical Trust)

This is the content that doesn’t directly convert but builds the topical authority that makes everything else rank

higher:

•  “The Complete Guide to IICRC Certification: What It Means for Your Restoration Company”

•  “How Climate Change Is Increasing Water Damage Claims: 2020-2026 Data Analysis”

•  “Understanding FEMA Flood Zones: How to Check Your Risk and What It Means for Insurance”

•  “The Science of Structural Drying: Psychrometry, Grain Depression, and Why It Matters”

This tier earns backlinks from insurance publications, industry associations (IICRC, RIA), local news outlets

covering weather events, and real estate blogs. Those links flow equity to your location pages through internal

linking, lifting the entire domain.

Step 4: Schema Markup — The Technical Layer Most Restoration Companies
Ignore
Structured data is unglamorous work. Nobody posts schema markup wins on LinkedIn. But for a franchise with

200+ locations, it’s the single highest-ROI technical optimization because it scales multiplicatively.

Required Schema Per Page Type

Location pages:

{ "@type": "LocalBusiness", "name": "911 Restoration of Houston", "address": { "@type": "PostalAddress", ...

}, "geo": { "@type": "GeoCoordinates", ... }, "telephone": "+1-XXX-XXX-XXXX",

"openingHoursSpecification": { "dayOfWeek": ["Mo","Tu","We","Th","Fr","Sa","Su"], "opens": "00:00",

"closes": "23:59" }, "areaServed": { "@type": "City", "name": "Houston" }, "hasOfferCatalog": { "@type":

"OfferCatalog", "itemListElement": [ { "@type": "Offer", "itemOffered": { "@type": "Service", "name":

"Water Damage Restoration" } }, { "@type": "Offer", "itemOffered": { "@type": "Service", "name": "Mold

Remediation" } } ] } }

Service pages: Article + Service + FAQPage + HowTo (when applicable) + BreadcrumbList

Blog posts: Article + FAQPage + Speakable (on key answer paragraphs)
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When you implement this across 800+ pages with consistent NAP data, you’re giving Google a

machine-readable map of your entire franchise network. That’s how you dominate Local Pack results at scale.

Step 5: Google Business Profile — The Local Pack Battleground
In restoration, the Google Local Pack (the map results with 3 listings) captures a disproportionate share of

high-intent clicks. When someone searches “water damage restoration near me,” they’re looking at the map first

and the organic results second.

Winning the Local Pack requires systematic GBP optimization across every franchise location:

•  Weekly GBP posts — Not automated junk. Real posts: completed project summaries with before/after

photos, seasonal preparedness tips, team spotlights. Google’s algorithm visibly rewards profiles that post

consistently.

•  Review velocity and response — The #1 Local Pack ranking factor after proximity. I’d implement an

automated review request system: SMS sent 2 hours after job completion, followed by email 24 hours later.

Target: every location hits 200+ reviews at 4.8+ stars within 12 months. And respond to every review —

positive and negative — within 24 hours.

•  Primary category precision — “Water Damage Restoration Service” as primary (it’s the highest-volume

category). Secondary: “Fire Damage Restoration Service,” “Mold Removal Service.” Don’t dilute with

generic categories like “General Contractor.”

•  Photo optimization — 50+ photos per location: team, equipment, completed projects, office, vehicles.

Geotagged. Updated monthly. Google prioritizes profiles with fresh, diverse visual content.

•  Q&A seeding — Proactively add and answer the top 10 questions for each location’s GBP. These show

up prominently in the Knowledge Panel and serve as free real estate for keyword-rich content.

Step 6: Answer Engine Optimization (AEO) — Win the AI-Powered Search
Results
Step 6 — Answer Engine Optimization.

Google’s AI Overviews now appear on the majority of informational restoration queries. When someone asks

“what should I do if my basement floods,” Google doesn’t just show 10 blue links anymore — it generates a

synthesized answer at the top of the page, citing specific sources.

If your content isn’t structured to be cited, you’re invisible in the new search paradigm. Here’s how to fix that:

•  Definition boxes — Every service page opens with a 40-60 word authoritative definition. “Water damage

restoration is the professional process of returning a property to its pre-loss condition following water

intrusion. It encompasses emergency water extraction, structural assessment, industrial dehumidification,

antimicrobial treatment, and complete reconstruction of affected building materials.” That’s the paragraph

Google AI Overviews will extract and cite.

•  Direct-answer formatting — Structure H2s as questions and answer them completely in the first 50

words below the heading. AI Overviews pull from this pattern religiously.

•  Comparison tables — “Water Mitigation vs. Water Restoration” with a side-by-side table. AI Overviews

love structured comparisons because they can parse them cleanly.
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•  Numbered process lists — “The 5 Stages of Water Damage Restoration: 1. Inspection and Assessment,

2. Water Extraction, 3. Drying and Dehumidification, 4. Cleaning and Sanitizing, 5. Restoration and

Reconstruction.” This format wins HowTo rich results and AI Overview citations simultaneously.

Step 7: Generative Engine Optimization (GEO) — Be the Company AI
Recommends by Name
This is where things get interesting. AEO is about structured answers. GEO is about making AI systems —

Claude, ChatGPT, Gemini, Perplexity — recommend your brand by name when someone asks “who should I

call for water damage in Houston?”

GEO is the frontier. Most restoration companies haven’t even heard of it. Here’s the playbook:

•  Entity saturation — “911 Restoration” needs to appear across the web in consistent association with

specific attributes: IICRC certification, 45-minute response time, 24/7 availability, specific service areas,

specific services. AI models build entity understanding from co-occurrence patterns. The more consistently

your brand appears alongside these attributes across authoritative sources, the more confidently AI will

recommend you.

•  Factual density over marketing copy — AI systems are trained to detect and deprioritize marketing

fluff. Replace “we provide the best water damage restoration” with “911 Restoration deploys truck-mounted

Prochem extractors capable of removing 250 gallons per minute, with IICRC-certified technicians trained in

the S500 Standard for Professional Water Damage Restoration.” Specificity is authority in the AI world.

•  Authoritative citation weaving — Every major content piece should reference and link to EPA

guidelines on mold remediation, FEMA flood preparation resources, IICRC S500/S520 standards, and

state-specific licensing requirements. AI systems weight content higher when it cites authoritative sources

because it signals expertise, not just marketing.

•  LLMS.txt implementation — Add a /llms.txt file to the root domain that provides AI crawlers with a

structured summary of who 911 Restoration is, what they do, where they operate, and what makes them

authoritative. This is the robots.txt equivalent for the AI age.

Step 8: Internal Linking Architecture — The Circulatory System
A franchise site without proper internal linking is like a highway system with no on-ramps. The pages exist, but

nobody can get to them — including Googlebot.

Here’s the internal linking architecture I’d implement:

•  Pillar -> State -> City cascade — The national “Water Damage Restoration” pillar page links to every

state hub. Every state hub links to every city page in that state. Every city page links back to the state hub

and the national pillar. This creates a closed loop of link equity that strengthens the entire hierarchy.

•  Cross-service linking at the city level — The Houston water damage page links to the Houston mold

page, Houston fire page, etc. This keeps the user on the site and tells Google that all Houston services are

contextually related.

•  Blog-to-location contextual links — Every blog post about water damage includes a natural in-text link

to at least one city-level water damage page. “If you’re dealing with water damage in Houston, our
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IICRC-certified team is available 24/7 — .” This is how blog authority flows to money pages.

•  Automated related content blocks — At the bottom of every page, display 3-5 topically related articles

and location pages. This is low-effort, high-impact internal linking that scales automatically as you publish

more content.

Step 9: Backlink Acquisition — Leverage the Franchise Advantage
Most restoration companies think of link building as guest posting on random websites. That’s 2015 thinking. A

franchise with 200+ locations has a structural advantage that no single-location competitor can match:

•  Disaster response PR — After every significant emergency response, issue a press release to local media

with a quote from the franchise owner. “911 Restoration of Houston responded to 47 residential water

damage calls during last week’s freeze event, deploying 12 extraction teams across the Greater Houston

metro.” Local news sites (high DA, high relevance) will pick this up.

•  Insurance industry partnerships — 911 Restoration is on preferred vendor lists for multiple insurance

carriers. Each carrier relationship should include a backlink from their website — either on a “find a

contractor” page or a partner directory. These are high-authority, contextually perfect links.

•  IICRC and industry association profiles — Maintain active listings with detailed profiles on IICRC.org,

RestorationIndustry.org, and state-level contractor licensing boards. These .org links carry significant trust

signals.

•  Local civic backlinks — Chamber of Commerce memberships, BBB profiles, Rotary Club sponsorships,

local Little League team sponsorships — every franchise location should be systematically acquiring 20-30

local directory and civic organization backlinks.

•  Content partnerships — Co-create disaster preparedness guides with local emergency management

agencies, fire departments, and FEMA regional offices. “How to Prepare Your Houston Home for Hurricane

Season — by 911 Restoration and the Harris County Office of Emergency Management.” The .gov backlink

alone is worth the effort.

Step 10: Kill the PPC Dependency
Let’s talk about the elephant in the room. 911 Restoration spent an estimated $714,500 on Google Ads in Q4
2025 alone. That’s $2.86 million annualized. And the spend is directly correlated with the organic traffic

decline — because when your organic pipeline breaks, the only way to keep the phone ringing is to pay for

every click.

Here’s the math that should reframe this entire conversation:

•  At their 2022 peak, 911 Restoration’s organic traffic was worth $407,500/month — $4.89 million/year in

equivalent ad spend, delivered for free by organic search.

•  A comprehensive SEO program — the full 10-step playbook above — would cost a fraction of their

current PPC spend.

•  If they rebuild to even half their peak organic value ($200K/month), that’s $2.4 million/year in traffic

they no longer need to buy.
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•  Organic traffic compounds. Every month of optimization makes the next month cheaper. PPC is a

treadmill — the moment you stop paying, the traffic stops coming.

The ROI case isn’t even close. Every dollar shifted from PPC to organic SEO generates increasing returns over

time instead of vanishing the moment the budget runs out.

The Bottom Line
911 Restoration has everything a restoration company needs to dominate organic search: brand recognition,

national scale, franchise infrastructure in 200+ markets, and a domain with 20 years of history. The foundation

is there. What’s missing is a modern organic strategy built for the way people search in 2026 — one that

accounts for AI-powered search results, structured data at scale, and content architecture that Google rewards

instead of penalizes.

The 10-step playbook above isn’t theoretical. It’s the same methodology we execute for restoration companies

at Tygart Media right now. We built the systems — the AI-powered content pipelines, the schema injection

automation, the GEO optimization frameworks — because this is all we do. Restoration marketing. Day in, day

out.

So here’s my pitch, and I’ll keep it real:

Hey, 911 Restoration. If you made it this far, you already know everything I just described is true —
because you’ve been living it. The SpyFu data is public. The decline is real. And the fix isn’t a mystery;
it’s an execution problem.

We’re Tygart Media. We eat, sleep, and breathe restoration SEO. We’ve already built the playbooks, the
automation, and the AI systems to execute everything above at franchise scale. And honestly? We’d love
to have the conversation.

No pressure. No hard sell. Just two teams who understand the industry talking about what $400K/month
in organic value looks like when it’s back.

Reach out here. Or call us. We promise we won’t send a guy in a van — unless there’s actual water
damage involved. In which case, we probably know a guy for that too.

The Complete Restoration Franchise SEO Playbook Series

This article is part of a 6-part series analyzing the SEO performance of every major restoration franchise in

America. Read the full series:

•  -> You are here: 911 Restoration

•  If I Were Running SERVPRO’s SEO — Full Playbook

•  If I Were Running ServiceMaster’s SEO — Full Playbook

•  If I Were Running Paul Davis’s SEO — Full Playbook

•  If I Were Running Rainbow Restoration’s SEO — Full Playbook

•  Industry Comparison: The State of Restoration Franchise SEO in 2026

Frequently Asked Questions
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How much organic traffic has 911 Restoration lost?

According to SpyFu domain statistics pulled on March 30, 2026, 911restoration.com currently ranks for 816

organic keywords with an estimated 617 monthly organic clicks and a monthly SEO value of $22,700. At their

peak in March 2022, the domain generated an estimated $407,500 per month in organic search value —

representing a 94.4% decline. Their keyword portfolio peaked at 4,466 in July 2024, making the current 816

keywords an 81.7% reduction.

Why is 911 Restoration spending so much on Google Ads?

SpyFu estimates show 911 Restoration’s Google Ads spend spiked to $370,600 in November 2025, $191,800 in

December 2025, and $152,100 in January 2026 — totaling approximately $714,500 in a single quarter. This

elevated PPC spending directly correlates with the decline in organic traffic. When organic rankings collapse,

companies compensate by purchasing the same traffic through paid advertising, which is significantly more

expensive on a per-click basis than organic traffic.

What is the most important SEO fix for a restoration franchise?

For franchise-model restoration companies like 911 Restoration, the location page architecture is the single

most impactful element of SEO strategy. Each franchise territory requires dedicated, locally-relevant pages for

every core service (water damage, fire damage, mold remediation, storm damage) with genuinely unique

content — not templated pages with city names swapped in. A properly built three-tier hub-and-spoke model

(national pillar -> state hub -> city page) across 200+ territories and 4 services creates 800+ keyword-rich pages

that can collectively target 16,000+ organic keywords.

What is Generative Engine Optimization (GEO) and why does it matter for restoration
companies?

Generative Engine Optimization (GEO) is the practice of optimizing content so that AI systems — including

Google AI Overviews, ChatGPT, Claude, Gemini, and Perplexity — cite and recommend your business by

name when users ask questions related to your services. For restoration companies, GEO involves entity

saturation (consistent brand-attribute associations across the web), factual density (specific, verifiable claims

rather than marketing language), authoritative citations (EPA, FEMA, IICRC standards), and LLMS.txt

implementation. GEO represents the next frontier of search visibility as AI-generated answers increasingly

replace traditional search results.

How long would it take to rebuild 911 Restoration’s organic traffic?

Based on the severity of the decline (94% from peak), a realistic timeline for recovery would be 6-12 months

for technical fixes and initial content architecture to take effect, with meaningful traffic recovery visible within

4-6 months of implementing the full 10-step playbook. Full recovery to peak performance levels would likely

require 12-18 months of sustained effort. However, the first 90 days typically deliver the highest-impact gains

because technical SEO fixes (indexation issues, redirect chains, schema implementation) often produce

immediate improvements once Google re-crawls the corrected pages.

Recommended Reading in The Proof

•  Pillar Guide: Commercial Restoration Leads: Fire Extinguisher Strategy

•  Next Topic: SERVPRO SEO Playbook: How to Fix a 108k Keyword Bleed
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The Fractional CMO Playbook: Serving 12 Clients Without Burnout
Source: https://tygartmedia.com/the-fractional-cmo-playbook-serving-12-clients-without-burnout/ Published:

March 21, 2026

The Machine Room · Under the Hood

Why Fractional Beats Full-Time for Most Businesses
Why fractional beats full-time for most businesses.

Most businesses under $10 million in revenue don’t need a full-time CMO. They need someone who’s done it

before, can set the strategy, build the systems, and check in regularly – without the $200K+ salary and equity

expectations. That’s the fractional CMO model, and it’s exploding in 2026.

At Tygart Media, we serve 12 clients simultaneously as fractional CMOs. Each client gets senior-level

strategic thinking, an AI-powered execution layer, and measurable outcomes – at a fraction of a full-time hire’s

cost. Here’s how the model actually works behind the scenes.

The Operating System Behind 12 Simultaneous Clients
The operating system behind twelve simultaneous clients.

Serving 12 clients without burning out requires systems, not heroics. Our operating system has three layers:

Strategic Layer (human): Monthly strategy sessions, quarterly reviews, and ad hoc strategic decisions. This is

where human expertise is irreplaceable – understanding the client’s business context, competitive landscape,

and growth objectives. Each client gets 4-8 hours of direct strategic time per month.

Execution Layer (AI-assisted): Content production, SEO optimization, social media scheduling, reporting,

and site management. Our AI stack handles 80% of execution work. A single strategist supported by AI can

deliver more output than a 3-person marketing team working manually.

Communication Layer (hybrid): Notion dashboards give clients real-time visibility into their marketing

operations. Automated weekly reports land in their inbox. The AI drafts status updates; a human reviews and

personalizes them. Clients feel well-informed without consuming strategist bandwidth.

What Clients Actually Get
Each fractional CMO engagement includes: a documented marketing strategy with 90-day milestones, ongoing

content production (4-8 optimized articles per month), full WordPress site management and optimization,

monthly performance reporting with strategic recommendations, and direct access to a senior strategist for

decisions that matter.

The total value delivered typically exceeds what a $150K/year marketing manager could produce – because the

AI layer multiplies the strategist’s output by 5-10x on execution tasks.

The Economics That Make It Work
A traditional agency model serving 12 clients would require 6-8 employees: account managers, content writers,

SEO specialists, designers, and a strategist. Salary costs alone would run $400K-600K annually.
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Our model: one senior strategist, one operations coordinator, and an AI execution stack. Total labor cost is

under $200K. The AI stack costs under $1K/month. We deliver more output at higher quality with 70%
lower overhead.

This isn’t about replacing people with AI – it’s about replacing repetitive tasks with AI so that humans focus

entirely on the work that creates the most value: strategy, relationships, and creative problem-solving.

How We Prevent Burnout at Scale
How we prevent burnout at scale.

The biggest risk in fractional work is context-switching fatigue. Jumping between 12 different businesses,

industries, and strategic challenges can be mentally exhausting. We manage this three ways:

Notion Command Center: Every client, every task, every deadline lives in one unified workspace. Context

switching is a database filter, not a mental exercise. When switching from a luxury lending client to a

restoration client, the full context is one click away.

Batched communication: We don’t check client Slack channels all day. Strategic communication happens in

scheduled blocks. Urgent issues have a defined escalation path. Everything else waits for the next batch.

AI handles the cognitive load of execution: The mental energy that used to go into writing meta descriptions,

building reports, and optimizing posts now goes into strategy. The AI handles the repetitive cognitive work that

drains capacity without creating value.

Frequently Asked Questions

How do you maintain quality across 12 different clients?

Quality is encoded in our skill library and processes, not dependent on individual attention. Every client gets the

same optimization protocols, the same content quality standards, and the same reporting framework. The AI

layer enforces consistency that humans alone cannot maintain at scale.

Don’t clients feel like they’re getting less attention?

Clients measure attention by results and responsiveness, not by hours logged. Our clients get faster deliverables,

more consistent output, and better strategic guidance than they’d get from a full-time hire who’s doing

everything manually and slowly.

What industries work best for fractional CMO services?

Any business with $1-10M in revenue that relies on digital marketing for growth. We’ve found particular

success in professional services, B2B companies, and businesses with strong local/regional presence. Industries

with high customer lifetime value benefit most.

How do you handle conflicts between competing clients?

We don’t take competing clients in the same market. A restoration company in Houston and a restoration

company in New York aren’t competitors. But two luxury lenders targeting the same geography would be a

conflict we’d decline.
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The Model of the Future
The fractional CMO model powered by AI isn’t a stopgap or a budget compromise – it’s a better model than

full-time hiring for most businesses. More strategic depth, more execution capacity, and lower total cost. If

you’re a business owner considering your next marketing hire, consider whether a system might serve you

better than a salary.

Further Reading

•  -> The Freelancers Unfair Advantage: When Your Solo Operation Delivers Like a Full-

•  -> The Fractional AI Optimization Partner: What It Is, How It Works, and Why It Bea

•  -> AI Is Citing Your Clients Competitors. Heres What That Means for Your Retainer.

Visual summary
AI-generated editorial illustration — Vertex AI Imagen 4 Standard

About this image. This image was generated by Google’s Vertex AI Imagen 4 model as the featured visual for

The Fractional CMO Playbook: Serving 12 Clients Without Burnout . Every image in the Tygart Media visual

library is AI-generated, converted to WebP for optimal performance, and enriched with IPTC/XMP metadata

for search engine discoverability.

•  Model: Vertex AI Imagen 4 Standard (imagen-4.0-generate-001)

•  Format: WebP (quality 90)

•  Aspect Ratio: 16:9

•  Metadata: IPTC/XMP injected (title, description, creator, rights, location)

•  Creator: Tygart Media — tygartmedia.com

Part of The Studio collection — AI-generated visuals powering the Tygart Media content engine.

SEO, AEO, and GEO for Service Businesses: The Playbook for Companies
That Sell Expertise, Not Products
Source: https://tygartmedia.com/seo-aeo-and-geo-for-service-businesses-the-playbook-for-companies-that-sell

-expertise-not-products/ Published: March 21, 2026

Tygart Media / The Signal

Broadcast Live

Filed by Will Tygart • Tacoma, WA • Industry Bulletin

Service Businesses Play a Different Search Game
Service businesses play a different search game.

Service businesses — contractors, consultants, agencies, law firms, healthcare providers, financial advisors —

compete in search differently than product companies. There is no product page to optimize. There is no SKU

to attach schema to. The thing being sold is expertise, trust, and the promise of a future outcome. That changes
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everything about how the SEO/AEO/GEO framework applies.

The search behavior of a service buyer is question-driven from start to finish. They are not browsing a catalog.

They are asking questions: How do I fix this problem? Who can I trust to handle this? What should I expect this

to cost? How long will it take? What are the risks? Every one of these questions is an AEO opportunity that

most service businesses completely ignore.

SEO for Service Businesses: Local and Intent-Driven
The SEO foundation for service businesses rests on two pillars: local optimization and search intent matching.

Most service businesses serve a geographic area, which means local SEO — Google Business Profile, local

schema markup, geographic keywords, and NAP consistency — is the highest-leverage SEO investment.

Service pages should be structured around the specific services offered, not generic capability descriptions.

Each service gets its own page with a unique title tag, meta description, and heading structure targeting the

specific keyword phrase a potential client would search. A restoration company needs separate pages for water

damage restoration, fire damage restoration, mold remediation, and storm damage repair — not a single “Our

Services” page that mentions everything briefly.

Content strategy for service businesses should target the full buyer journey. Top-of-funnel informational

content answers common questions and builds authority. Mid-funnel commercial content compares approaches

and establishes expertise. Bottom-of-funnel content presents credentials, case studies, and clear calls to action.

The internal linking structure should guide visitors down this path naturally.

AEO for Service Businesses: Own the Questions
AEO for service businesses — own the questions.

Service businesses have a massive AEO advantage that most fail to exploit: their target queries are almost

entirely question-based. When someone searches “how much does water damage restoration cost” or “what

should I look for in a financial advisor” or “how long does a kitchen remodel take,” these are perfect featured

snippet targets.

Build FAQ sections into every service page. Each question should follow the direct answer block pattern —

question as H2 heading, 40 to 60 word answer immediately below, extended explanation after. Implement

FAQPage schema on every page with Q&A content.

The People Also Ask strategy is especially powerful for service businesses because the question clusters map

directly to the buyer’s decision process. Group questions into pre-purchase concerns, during-service

expectations, and post-service follow-up. Cover the full cluster on one page and you signal the topical authority

that wins both PAA placements and organic rankings.

Voice search matters more for service businesses than almost any other vertical because service queries

frequently carry local intent and conversational phrasing. Optimize for “who is the best near me” and “how do I

find a good ” patterns.

GEO for Service Businesses: Becoming the Source AI Recommends
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When someone asks an AI system “how do I choose a good ” or “what questions should I ask before hiring a ,”

the AI cites sources that demonstrate genuine expertise. Service businesses have a natural advantage here

because their content can draw on real-world experience that generic guides cannot replicate.

The GEO strategy for service businesses centers on two pillars: first-hand expertise content and entity authority.

Write content that demonstrates you have actually performed the service — include specific process

descriptions, common complications and how you handle them, realistic timelines, and transparent pricing

ranges. This first-hand expertise is exactly what AI systems prioritize under E-E-A-T and factual density

criteria.

Entity optimization is critical for service businesses because trust is the primary purchase driver. Build

comprehensive Organization schema, maintain consistent profiles across directories, earn third-party reviews

and mentions, and create detailed “about” pages with team credentials. The stronger your entity signals, the

more likely AI systems are to recommend you when users ask for provider recommendations.

Case studies are the highest-value GEO content for service businesses. A well-structured case study — with the

problem, the approach, specific metrics, and the outcome — provides the kind of verifiable, experience-based

content that AI systems prefer to cite. Replace every vague claim with a specific result and you dramatically

increase your AI citation potential.

The Priority Stack for Service Businesses
The priority stack for service businesses.

If you are a service business allocating optimization resources, here is the priority order. First: local SEO

fundamentals — Google Business Profile, NAP consistency, local schema, geographic landing pages. Second:

AEO question optimization — FAQ sections on every service page with proper schema. Third: GEO expertise

content — case studies, process guides, and transparent pricing content that demonstrates first-hand experience.

Fourth: ongoing content production targeting the informational queries your buyers ask before they even know

they need a service provider.

The common mistake is spending all resources on SEO and ignoring AEO and GEO entirely. For service

businesses, the question-based nature of the buyer journey means AEO often delivers faster visibility gains than

traditional organic ranking improvements.

FAQ

Should service businesses invest in AEO before traditional SEO? No. SEO is still the foundation — you

need to rank before you can win snippets. But AEO should be built into every page from the start rather than

added as a separate phase later.

How important is GEO for small service businesses? Increasingly critical. AI systems are becoming a

primary way consumers research service providers. A small business with strong GEO signals can appear in AI

recommendations alongside much larger competitors.

What is the single highest-impact tactic for a service business? Adding FAQ sections with proper schema

markup to every service page. This simultaneously improves SEO through additional content, AEO through

snippet-ready answers, and GEO through structured information AI systems can easily extract.
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Businesses: The Playbook for Companies That Sell Expertise, Not Products”, “description”: “How service

businesses should prioritize SEO, AEO, and GEO differently than product companies, with specific tactics for

each optimization layer.”, “datePublished”: “2026-03-21”, “dateModified”: “2026-04-03”, “author”: {

“@type”: “Person”, “name”: “Will Tygart”, “url”: “https://tygartmedia.com/about” }, “publisher”: { “@type”:

“Organization”, “name”: “Tygart Media”, “url”: “https://tygartmedia.com”, “logo”: { “@type”: “ImageObject”,

“url”: “https://tygartmedia.com/wp-content/uploads/tygart-media-logo.png” } }, “mainEntityOfPage”: {

“@type”: “WebPage”, “@id”: “https://tygartmedia.com/seo-aeo-and-geo-for-service-businesses-the-playbook-

for-companies-that-sell-expertise-not-products/” } }
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•  -> The SEO/AEO/GEO Audit Checklist: 47 Points to Evaluate Before You Publish Anythi

•  -> The Platform Connector Advantage: What Happens When Your SEO Consultant Can Actu

•  -> The White-Label AEO and GEO Playbook for SEO Agencies That Want to Add Capabilit

Recommended Reading in The Signal

•  Pillar Guide: Restoration Company SEO: Fix Your AI Search Visibility

•  Next Topic: SEO, AEO, and GEO for E-Commerce: How Product Discovery Changes Across All Three

Layers
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The Build-or-Partner Decision
The build-or-partner decision.

You have decided your agency needs AEO and GEO capability. The next question is how to get it. Building

from scratch means hiring specialists — who are scarce and expensive — developing methodology through trial

and error, and accepting a 4 to 6 month ramp before you have anything to sell. For most agencies under $5

million in annual revenue, that is a bet you cannot afford to make wrong.

The alternative is a white-label delivery partnership. A specialized firm delivers the AEO and GEO work under

your brand. You own the client relationship, the strategy, and the billing. They handle the specialized execution

— content restructuring, schema implementation, factual density enhancement, AI citation monitoring. Your

client never knows a partner is involved. Your P&L shows the margin.

This model is not new. Agencies have used white-label delivery for web development, paid media management,

and link building for years. The AEO/GEO version follows the same structure with one critical difference: the

partner needs genuine methodology, not just labor. This is a specialized discipline, and the quality of the

delivery partner’s framework determines whether the service produces results or embarrasses your agency.

What Good White-Label AEO/GEO Delivery Includes
What good white-label AEO/GEO delivery includes.

A legitimate delivery partner provides five components. First: a documented methodology that your team can

understand, explain to clients, and oversee. You should be able to articulate what the partner does and why it

works, even if you are not doing the hands-on execution.

Second: an audit framework that produces client-ready reports. The AI visibility audit, the content readiness

scorecard, and the competitive gap analysis should be formatted for your brand and ready to present in client

meetings.

Third: content enhancement deliverables — restructured headings, direct answer blocks, factual density

upgrades, FAQ sections — delivered as either completed content changes applied directly in the client’s CMS

or as detailed specifications your team can implement.

Fourth: schema markup code — validated JSON-LD for Article, FAQPage, HowTo, Speakable, and entity

schema types — ready to deploy on client pages.

Fifth: measurement and reporting — monthly tracking of featured snippet positions, AI Overview citations,

PAA placements, and AI platform referral traffic, formatted in your agency’s reporting template.

How to Evaluate a Potential Partner
Not every firm claiming AEO and GEO expertise can actually deliver. Evaluate partners on four criteria. First:

ask to see their methodology documentation. A real practitioner has a written process with specific standards —

factual density targets, answer block word counts, schema property requirements. If they cannot show you the

playbook, they are making it up as they go.

Second: ask for a sample audit on a site you know well. Give them a URL and ask for the AI visibility

scorecard. The quality of the audit reveals the quality of the methodology. If the audit is generic and
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surface-level, the delivery will be too.

Third: ask about their content enhancement process. How do they increase factual density? What sources do

they use for citations? How do they determine which FAQ questions to target? The answers should be specific

and systematic, not vague and improvisational.

Fourth: ask about their schema expertise. Can they generate stacked schema — multiple types on a single page

— in JSON-LD format? Do they validate against Google’s Rich Results requirements? Can they implement

schema programmatically for large sites? Schema implementation is the technical bridge between AEO and

GEO, and weak schema work undermines both layers.

The Commercial Model
The commercial model.

White-label AEO/GEO delivery typically operates on one of three pricing models. Per-page pricing — a fixed

fee per page enhanced, typically ranging from $125 to $550 per page depending on scope and depth. This works

well for project-based engagements. Monthly retainer — a fixed monthly fee covering a defined scope of pages

and deliverables. This works for ongoing optimization engagements. Revenue share — the partner takes a

percentage of the incremental revenue the agency generates from AEO/GEO services. This works for agencies

testing the market before committing to volume.

The agency’s margin on white-label delivery typically ranges from 40 to 60 percent. If you charge the client

$3,000 per month for AEO/GEO services and your delivery partner costs $1,200 to $1,800, you are adding

$1,200 to $1,800 in monthly gross margin per client with no incremental headcount.

Transitioning from Partner to In-House
The healthiest partnership model includes a knowledge transfer pathway. As your team absorbs the

methodology through oversight and collaboration, you gradually build internal capability. The partner’s role

shifts from full delivery to quality assurance and specialized work. Over time, your team handles routine

AEO/GEO optimization while the partner focuses on complex engagements, methodology updates, and

advanced GEO strategies.

This transition protects both parties. The agency builds genuine internal expertise rather than permanent

dependency. The partner maintains a role in high-value work rather than being commoditized. The client

benefits from an improving service as internal and external expertise compound.

FAQ

How do you maintain quality control on white-label delivery? Review every deliverable before it reaches

the client. Run schema validation independently. Spot-check factual density claims against cited sources. The

oversight workload is minimal per client per month — a fraction of the delivery cost.

What if the client wants to meet the delivery team? Structure the relationship so your team is the strategic

layer and the partner is the production layer. Clients typically do not need to meet production resources if the

strategic oversight is strong and the results are visible.

How fast can a white-label partnership produce client-facing results? First audit delivered in week one.

First content enhancements live in weeks two through three. First featured snippet wins typically visible within
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30 to 60 days. This is dramatically faster than building internally.

{ “@context”: “https://schema.org”, “@type”: “Article”, “headline”: “The White-Label AEO and GEO

Playbook for SEO Agencies That Want to Add Capability Without Adding Headcount”, “description”: “How to

add AEO and GEO to your agency’s service offering through a white-label delivery partnership without hiring

specialists or building from scratch.”, “datePublished”: “2026-03-21”, “dateModified”: “2026-04-03”,

“author”: { “@type”: “Person”, “name”: “Will Tygart”, “url”: “https://tygartmedia.com/about” }, “publisher”: {

“@type”: “Organization”, “name”: “Tygart Media”, “url”: “https://tygartmedia.com”, “logo”: { “@type”:

“ImageObject”, “url”: “https://tygartmedia.com/wp-content/uploads/tygart-media-logo.png” } },

“mainEntityOfPage”: { “@type”: “WebPage”, “@id”: “https://tygartmedia.com/the-white-label-aeo-and-geo-pl

aybook-for-seo-agencies-that-want-to-add-capability-without-adding-headcount/” } }

Further Reading

•  -> SEO in 2026: The Complete Operators Guide to Search Engine Optimization That Act

•  -> Embedding-Guided Content Expansion: How Neural Networks Find Topics Your Keyword

•  -> The Freelancers AEO Gap: Your Clients Content Is Ranking but Nobodys Quoting It
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The Restoration Company’s Local SEO Playbook for 2026: What Actually
Moves Rankings
Source: https://tygartmedia.com/the-restoration-companys-local-seo-playbook-for-2026-what-actually-moves-

rankings/ Published: March 19, 2026
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The Practitioner JournalField Notes

By Will Tygart · Practitioner-grade · From the workbench

Every restoration company I talk to says the same thing: “We show up on Google.” Then I ask them to
search from a phone two miles outside their office. Silence.
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Here’s the reality of local SEO for restoration contractors in 2026: the companies that own their service area

aren’t doing anything exotic. They’re doing the basics—relentlessly, precisely, and without ever stopping. The

ones who disappear? They optimized once, called it done, and went back to waiting for the phone to ring.

I’ve spent years in the gap between Manhattan-level martech and Main Street execution. The restoration

industry sits in a strange place—high-value emergency services competing on local search with the

sophistication of a 2014 dental practice. That gap is where the money is.

Google Business Profile Is Not a Set-It-and-Forget-It Tool
Google Business Profile is not set-it-and-forget-it.

Google Business Profile (GBP) remains the single highest-leverage local SEO asset for restoration contractors

in 2026. But “remains” is doing heavy lifting in that sentence. What GBP demands today is radically different

from what it demanded two years ago.

The data is unambiguous: businesses that post weekly updates, respond to every review within 24 hours, and

add new photos at least twice a month outperform inactive profiles by measurable margins. One contractor

study showed a 21% increase in local search impressions after three months of consistent GBP

activity—weekly posts, Q&A responses, and photo uploads.

That’s not a hack. That’s showing up.

Google’s local algorithm now weighs four signal categories: relevance, distance, prominence, and behavioral

engagement. The first three are table stakes. The fourth—how users interact with your listing—is where most

restoration companies bleed rankings. If someone calls from your GBP listing, stays on the line, and books a

job, Google notices. If they click, bounce, and call the next result, Google notices that too.

The NAP Consistency Problem Nobody Fixes
Name, Address, Phone number. Three fields. And yet NAP inconsistency is still the most common local SEO

failure I see in restoration. Your GBP says “ABC Restoration Inc.” Your Yelp listing says “ABC Restoration.”

Your BBB page says “ABC Restoration Services LLC.” Google treats these as three different businesses.

This isn’t theoretical. I’ve watched companies jump 8-12 positions in the local pack within 60 days of cleaning

up citation inconsistencies across major directories. No content changes. No link building. Just making their

business information match across 40+ platforms.

The platforms that matter most in 2026: Google Business Profile, Bing Places, Apple Maps, Yelp, BBB, Angi,

Thumbtack, Facebook, and industry-specific directories like the IICRC’s provider locator and Restoration

Industry Association member listings.

Service Area Pages That Actually Rank
Service area pages that actually rank.

Every restoration SEO guide tells you to build service area pages. Almost none of them tell you why most

service area pages fail.
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They fail because they’re templates with a city name swapped in. Google’s March 2026 core update doubled

down on this—sites running scaled, templated content across dozens of city pages saw significant ranking

drops. The update specifically targeted what Google internally calls “location-swapped” content: identical

structures with only geographic modifiers changed.

Service area pages that rank in 2026 share three characteristics: they reference local landmarks, regulations, or

conditions specific to that area; they include real project data or case references from that geography; and they

answer questions that only someone serving that area would think to address. “Water damage restoration in

Houston” needs to talk about clay soil expansion, TCEQ regulations, and hurricane season preparation. “Water

damage restoration in Phoenix” needs to talk about monsoon flash flooding, desert foundation cracking, and

evaporative cooler leaks.

Reviews: The Compounding Asset
Review signals—volume, velocity, recency, and sentiment—carry more weight in local rankings than at any

point in Google’s history. This isn’t speculation. The local search ranking factor studies from 2025-2026

consistently place review signals in the top three ranking factors, alongside GBP signals and on-page

optimization.

But here’s what the ranking factor studies don’t tell you: review velocity matters more than total count. A

company with 50 reviews that gets 4-5 new ones per month will outrank a company with 200 reviews that

hasn’t received one in 90 days. Google wants to see ongoing social proof, not historical accumulation.

The restoration companies that win reviews consistently have one thing in common: they ask during the

emotional peak. Not after the invoice. Not two weeks later. They ask when the homeowner walks back into

their restored living room for the first time. That’s the moment. Automate everything else, but make that ask

human.

Technical SEO Foundations Most Restoration Sites Ignore
I audit restoration company websites every week. The same technical issues appear in roughly 80% of them: no

SSL certificate (still), page load times above 4 seconds on mobile, missing schema markup, orphaned pages

from old service offerings, and redirect chains three or four hops deep.

Core Web Vitals aren’t optional in 2026. Google’s page experience signals directly influence local pack

rankings. A restoration site loading in 1.8 seconds with proper LCP, FID, and CLS scores will beat a slower

competitor even if the slower site has more reviews and more backlinks. Speed is a tiebreaker that breaks a lot

of ties.

Schema markup—specifically LocalBusiness, Service, and FAQPage schema—remains underdeployed in the

restoration vertical. Fewer than 15% of restoration company websites use structured data beyond basic

organization schema. That’s an open lane for any company willing to implement it properly.

The Franchise vs. Independent Dynamic
National restoration franchises are investing more heavily in digital than ever. ServiceMaster, SERVPRO, Paul

Davis, and Belfor all have dedicated SEO teams and seven-figure digital budgets. Independent operators look at

this and feel outmatched.
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They shouldn’t. Franchise SEO has a structural weakness: corporate brand guidelines create template

uniformity across hundreds of locations. Google’s algorithm penalizes this. An independent restoration

company with unique, locally-grounded content on a technically sound website will outrank a franchise

location running corporate-approved templates in the same market.

The franchise advantage is brand recognition. The independent advantage is authenticity. In local SEO,

authenticity compounds.

What to Do This Week
What to do this week.

Audit your GBP listing for completeness—every field filled, correct categories selected, photos less than 30

days old. Run your business name through a citation checker and fix every inconsistency. Check your website

speed on Google’s PageSpeed Insights from a mobile device. Look at your last 10 reviews and confirm you

responded to every single one. If your service area pages read like templates, rewrite the top three by market

size with genuinely local content.

None of this is revolutionary. That’s the point. The restoration companies dominating local search in 2026

aren’t doing revolutionary things. They’re doing obvious things that their competitors won’t sustain.

That’s the gap. That’s where we operate.

Further Reading

•  -> The Platform Connector Advantage: What Happens When Your SEO Consultant Can Actu

•  -> LinkedIn for Restoration Companies: Building the Relationships That Google Ads C

•  -> We Spent $127,000 on Restoration Google Ads So You Dont Have To

Visual summary
AI-generated editorial illustration — Vertex AI Imagen 4 Standard

About this image. This image was generated by Google’s Vertex AI Imagen 4 model as the featured visual for

The Restoration Company’s Local SEO Playbook for 2026: What Actually Moves Rankings . Every image in

the Tygart Media visual library is AI-generated, converted to WebP for optimal performance, and enriched with

IPTC/XMP metadata for search engine discoverability.

•  Model: Vertex AI Imagen 4 Standard (imagen-4.0-generate-001)

•  Format: WebP (quality 90)

•  Aspect Ratio: 16:9

•  Metadata: IPTC/XMP injected (title, description, creator, rights, location)

•  Creator: Tygart Media — tygartmedia.com

Part of The Studio collection — AI-generated visuals powering the Tygart Media content engine.


