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LEARNING OBJECTIVES

 Understand potential steps to take if your business model is not 
sustainable.

 Learn how various organizations made different choices to grow or 
change, and why.

 Gain insights into a bankruptcy case and what happens to buildings 
and resident contracts.
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Sustainable Organizations:
Building Blocks
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SUSTAINABILITY HEADWINDS TODAY

Source: Ziegler Investment Banking

Occupancy (Covid)

Labor Shortage/Cost

Healthcare (++Covid)

Higher Interest Rates (Debt)

Changing Consumer Preferences
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WHAT’S GOING YOUR WAY

Demographic Wave
Still Underserved Markets

All Kinds of Technology Solutions 
Continue to Evolve

Wellness Approaches Hold Promise
in Reducing Healthcare Cost

Higher Interest Rates (Investments)

Source: Ziegler Investment Banking
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CHARACTERISTICS OF SUSTAINABLE 
ORGANIZATIONS

 Profitability, measured including philanthropy

 Cash reserves, including for growth and/or redevelopment

 Located in an area demographically consistent with 
needed pricing, services, labor pool, etc.

 Solid competitive market position

 Ideally not land-locked

 Nimble and strategic Board and leadership team who are 
ALIGNED and willing to innovate and take risk

 Continual investment in physical plant

Source: Ziegler Investment Banking
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RED FLAGS THAT COULD SIGNAL 
TROUBLE AHEAD

Source: Ziegler Investment Banking

• Occupancy has dropped and not showing signs of recovery

• Significant operating losses for two or more years, 

• Dwindling financial resources to cover operating losses

• Struggles to provide competitive wages compared to others in your 
market area

• Payments to vendors are late or being extended

• Difficulty producing consistent, accurate financial statements on a timely 
basis

• No meaningful upgrades to physical plant in the past 10-15 years, with 
limited resources to invest
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BACK TO THE BASICS

Top Line 
Revenue

Price x 
Volume 

(Occupancy)

Key 
Expenses

Salaries
Benefits
Dining

Overhead

Entrance 
Fees less 
refunds

(If you have 
them)

Cash Flow

Cash Flow needs to cover debt payments, capital expenditures, reserves for 
the future, and funding for growth initiatives.

Source: Ziegler Investment Banking
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KEY DRIVERS OF A STRONG INCOME 
STATEMENT - REVENUES

 Three main types of revenue:

1. Resident revenue

2. Charitable contributions

3. Investment income

Source: Ziegler Investment Banking
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REVENUES YOU CAN’T CONTROL

Source: Ziegler Investment Banking

 Investment income

 Investment policy

 Capital planning

 “the MARKET”

 Charitable donations

 Source?

 Predictability?
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REVENUES YOU CAN CONTROL

Price
 Monthly fee increases
 Entry fee increases
 Refundability provisions
 Outside admits?
 Leases and ancillary

Resident Revenues

Volume
 Length of time to fill vacated units
 Unit turnover 

(voluntary/involuntary)
 Moving through the continuum
 Waiting list management
 Actuarial data 

Source: Ziegler Investment Banking
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 The 6.00% median increase in 2023 is the highest percentage increase since Ziegler 
began collecting data more than a decade ago

 The projected 2023 median increase (from Fall 2022) was 5.00%

RESIDENT MONTHLY FEE INCREASES 
– APRIL 2023

Percentage Increase to Independent Living Monthly Fees
2023 2022 2021 2020 2019

Minimum 0.00% 0.00% 0.00% 0.00% 0.00%
1st Quartile 5.00% 3.50% 2.71% 2.90% 3.00%
Median 6.00% 4.48% 3.00% 3.00% 3.00%
3rd Quartile 7.90% 5.50% 3.75% 3.90% 3.80%
Maximum 13.00% 15.00% 12.00% 10.00% 6.88%
Average 6.32% 4.70% 2.98% 3.26% 3.14%

Source: Ziegler CFO HotlineSM, April 2023
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OPERATING EXPENSES

Resident-Related
 Health center staffing and Agency 

usage/length of stay
 Dining and hospitality
 Robots?
 Housekeeping and maintenance
 Watch for “scope creep”

Expenses

Corporate
 Labor Cost – huge factor
 Marketing Cost – building waitlist
 General and administrative
 Be wary of “Benefit Creep”
 Reducing staff turnover

Source: Ziegler Investment Banking
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MONTHLY SERVICE FEE 
ALTERNATIVES

• Unbundle services

• Flexible spending amount – “Resort credit” 
• Meal services
• Spa
• Salon
• Excursions
• Transportation

• Discounted monthly fee while in independent living 
(only) in exchange for lower entrance fee refund

Source: Ziegler Investment Banking

Scope Creep
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Source:  The State of Seniors Housing 2022

BENCHMARKS MAY BE HELPFUL

Type of Community NOI 
Margin

Independent living 25-35%
Independent + Assisted Lvg 17-32%
Independent +Asstd+Memory 17-31%
Assisted Living Only 5-28%
Assisted+Memory 6-23%
CCRCs 23-45%

• Numerous resources are provided at the 
end of this slide deck

• Broadly speaking, labor comprises
• 30-45% of revenue for CCRCs
• 25-30% for pure independent living, and 
• 40-50% for more health-care centric models 

such as assisted living and memory care.  Skilled 
nursing labor is more nuanced (see added 
slides).

• Net operating income margins (excluding 
COVID stimulus funds):
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On a 
downward 
path?  What 
can you do?
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FOR THOSE WHO CANNOT SUSTAIN…

Source: Ziegler Investment Banking

 Intervention leading to major change in business 
model and/or location - RARE

 Change in leadership (can be third-party manager)

 Change in Board

 Change in ownership altogether – affiliation, or 
sponsorship transition, or outright sale

 Joint ventures/partnerships to change revenue 
mix/cost structure

 Last resort:  Bankruptcy or Closure
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SPONSORSHIP TRANSITION/ 
AFFILIATION VS. MERGER/SALE

AFFIL IATION OR SPONSORSHIP TRANSIT ION

Source: Ziegler Investment Banking

• Affiliation describes a relationship between two or more parties; usually the two parties 
remain separate corporate entities, although one generally “controls”  both

• Control is usually in the form of restructured Articles of Incorporation & Bylaws and a 
management contract; often the affiliator becomes the sole corporate member of the 
affiliatee

• Typically all assets and liabilities are included in the transaction
• Capital may or may not change hands; sometimes the affiliator commits to $x of capital 

support invested immediately or over time
• The affiliatee may or may not join an existing obligated group for financing/refinancing 

purposes
• This structure is for two not-for-profits
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SPONSORSHIP TRANSITION/ 
AFFILIATION VS. MERGER/SALE

MERGER,  ACQUISIT ION,  SALE

Source: Ziegler Investment Banking

• A merger is a combination of two entities into a single entity
• In an acquisition, one entity generally acquires the assets of another entity 

and either combines everything in the acquirer, or acquirer creates a new 
entity which assumes ownership of the acquired assets

• Assets and liabilities may be acquired in whole or in part
• Capital typically changes hands based on third-party valuations/appraisals 

of the assets and liabilities being purchased
• May involve a for-profit and a not-for-profit, 2 for-profits or 2 not-for-

profits
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PRIMARY DRIVERS OF NOT-FOR-
PROFIT CONSOLIDATION

Ability to Attract & Retain Talent

Complexities of Healthcare

Financial Pressures

Leadership Turnover

Competition

Board Strength

Technology Demands

Access to Capital

Reinvestment Requirements

Health System Consolidation

Diversify Service Lines

1990 2000 2010 2022

COVID-19 
ACCELERATED

Source: Ziegler Investment 
Banking
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NOT-FOR-PROFIT SENIOR LIVING 
GROWTH OVER THE PAST THREE YRS

Sources: 2020, 2021 & 2022 LeadingAge Ziegler 200 Publications (data YE 12/31)
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LZ 200 Growth (2019, 2020 & 2021)

Expansions Affiliations, Acquisitions New Communities Dispositions & Closures

• Nearly all not-for-profit 
growth is coming from 
existing providers 

• Number of closures and 
dispositions outpacing the 
number of new campus 
developments

• Increasingly, new 
developments without 
skilled nursing component
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2022 LEADINGAGE ZIEGLER 200
JOINT VENTURES

Source: 2022 LeadingAge Ziegler 200  Publication (as of 12/31/21)

Most common

• Home health
• Home care
• Hospice
• PACE

24%

34% 34%

38%

32% 33% 34%
31%

29%
32%

0%

5%

10%

15%

20%

25%

30%

35%

40%

Yes, in at least one joint venture

2013 2014 2015 2016 2017 2018 2019 2020 2021 2022

PERCENTAGE ENGAGED IN A FORMAL JOINT VENTURE

Increase to LZ 150 with 2014 report; and increase to LZ 200 with 2018 report
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2022 LEADINGAGE ZIEGLER 200
JOINT VENTURE PARTNERS

Source: 2022 LeadingAge Ziegler 200  Publication 
(as of 12/31/21)

64 responses, but multiple mentions

Type of JV/With Whom
Most Mentions # of Mentions
Another NFP Senior Living Provider 56
Home Health/Home Care 27
Hospital/Health System/Mobile Medical 25
Physican's Group 19
Rehabilitation/Therapy 19
HUD/Affordable Housing 17
Hospice 17
Case Management 9
PACE 6
Church/University 5
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SECTOR CONSOLIDATION 
(2015 – 2023 Q1)

• Since 2015, 50% have 
been dispositions to the 
FP sector (SNFs; 
distressed 
communities)

• LPCs are the most 
likely to stay NFP if up 
for ownership transition

• Increase in NFP 
closures the past two 
years

84 159 223 293 361 405 478
590 599

88
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791
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2015 2016 2017 2018 2019 2020 2021 2022 Q1 2023

Cumulative NFP Sponsorship Transition Totals (2015-Q1 2023) 
by # of Transactions & # of Communities

Transactions Market-Rate Communities

Note: Includes market-rate communities; excludes government subsidized; The ELGSS 
community count is also excluded from the community count (represents 160+ communities)Source: Ziegler Investment Banking (3/31/2023)
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NFP CHANGE OF OWNER 
TRANSACTIONS; 2015-2023 Q1

Source: Ziegler Investment Banking (3/31/2023)

NFP to NFP, 
26.2%

NFP to FP, 
45.7%

FP to NFP, 
13.0%

Closure, 15.1%

FP = for-profit
NFP = not-for-profit
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NOT-FOR-PROFIT FREESTANDING 
NURSING HOMES 2015 TO 2023 Q1

Source: Ziegler Investment Banking (3/31/2023)

NFP to NFP
10.5%

NFP to FP
54.8%

FP to NFP
7.9%

Closure
26.8%

• Nearly 250 not-for-profit 
nursing homes have 
changed owner/sponsor or 
have closed since 2015

• Excludes CCRCs/life plan 
communities that have 
fully exited skilled nursing



28Source: Ziegler Investment Banking (3/31/2023)

CCRC/LPC, 
12%

ILF, 2%
IL/AL, 3%

SNF, 68%

ALF, 10%

AL/SN, 5%

NFP Closures (2010 – Q1 2023)

A PROFILE OF NFP CLOSURES 
(2010-2023)

• Nearly 120 since 2010
• More than 40% of these closures 

have occurred since the onset of 
the pandemic in the year 2020

• Financially challenged
• Dated communities
• Rural markets
• Heavy healthcare pressures
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LAST RESORT:  BANKRUPTCY
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Benchmarking Sources
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COMPENSATION

Source: Ziegler Investment Banking

Report Source Cost? Notes
LeadingAge CEMO 
Leadership Compensation 
Survey (CLA)

CliftonLarsonAllen Yes Only reflects multi-site 
organizations and C-Suite positions

Based on survey respondents

CCRC Salary & Benefits 
Report

Hospital & 
Healthcare 

Compensation 
Service

Yes Highest level is Exec. Director; 
Covers director-level as well as 

hourly positions; breaks down data 
by region and size

Based on survey respondents

An Analysis of NFP Senior 
Living Executive 
Compensation

LW Consulting No Two reports: (1) Single-sites and (2) 
Multi-sites; Reflects C-Suite 

positions
Obtained from 990s

State association surveys State Associations in 
partnership

Varies Surveys conducted among 
members
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COMPENSATION

Source: LW Consulting; February & April 2022

Mult i -S i tes S ing le-S i tes
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COMPENSATION: NURSING STAFF

2021 Hourly 
Compensation 

Averages:

RN: $38.98
LPN: $29.62
CNA: $17.94

Source: Marcum, Benchmark Analysis: A Three-Year Nursing Home Statistic Review; 2019-2021



34Source: Genworth Financial

https://www.genworth.com/aging-and-
you/finances/cost-of-care.html

• It’s free!
• Interactive website
• Can drill down into 

metro market
• Current and projected

COST OF CARE
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CCRC ENTRANCE-FEE DATA

Source: NIC MAP Data Service, Q4 2022

• Average Entry Fee increase 
accelerated in Q4 2022; year-
over-year increase of 7.0% to 
$439,606

• Highest annual increase in the 
last decade

• Entry Fee increase outpaced 
monthly fee year-over-year 
increase (4.4%)
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FINANCIAL RATIOS

Source: CARF, Fitch, and Ziegler Investment Banking

CARF Accredited 
organizations

• Single-site vs. Multi-
site Medians

• By Contract type

Fitch-Rated Credits
• By Rating Category
• Single-site vs. Multi-site 

Medians
• By contract type

Ziegler Credit Surveillance
• Ziegler underwritten 

borrowers
• Investment grade vs. non-

rated
• -Multi vs. Single



37

HOME & COMMUNITY-BASED 
SERVICES: HOME HEALTH MARGINS
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HOME & COMMUNITY-BASED 
SERVICES: HOSPICE MARGINS
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SPENDING ON TECHNOLOGY

Source: Ziegler CFO HotlineSM, January 2023

Percentage of Total Capital Budget Devoted to Technologies

2022 2020 2018 2016 2014

Average % (Total) 8.3% 8.0% 10.0% 11.8% 12.2%

Median % (Total) 5.0% 5.0% 7.0% 7.0% 9.5%

Average % (Single-sites) 9.1% 7.2% 10.4% 11.7% 12.1%

Median % (Single-sites) 5.0% 5.0% 7.0% 7.0% 10.0%

Average % (Multi-sites) 7.1% 9.3% 9.7% 11.8% 12.2%

Median % (Multi-sites) 5.0% 5.0% 5.0% 7.0% 8.0%
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MULTI-SITE MANAGEMENT FEES

Source: Ziegler Investment Banking, March 2022 Survey of LZ 200
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M&A: VALUATIONS, CAP RATES
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Source: Ziegler Investment Banking

• Full report for 
purchase
• Multiple 

crosstabulations of 
sale data

• Full listing of public 
sales transactions
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OCCUPANCY

Source: NIC MAP Data Source, Q1 2023

• NIC is the primary aggregator 
and reporter of occupancy data

• Full access requires 
subscription

• Ziegler includes CCRC 
occupancy data every quarter 
in Z-News
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43Source: Marts & Lundy, “Philanthropy in Aging Services,” 2021 (one time white paper, has not been updated)

PHILANTHROPY IN SENIOR LIVING



44Source: AV Powell & Associates

RATIO OF HEALTHCARE BEDS

• The ratio of healthcare beds to 
Independent Living units/residents 
has been declining

• The pandemic accelerated this trend

• Residents increasingly agnostic 
regarding the setting for services
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SKILLED NURSING PERFORMANCE: 
MARGINS

Severa l  reports  re leased annual ly

Source: 37th SNF Cost Comparison and Industry Trends Report

• Accounting firms, other consulting 
firms; Aggregate CMS data from 
annual cost reports

https://www.claconnect.com/en/get-started/37th-snf-cost-comparison-and-industry-trends-report#hubspot-form-with-copy


46Source: Marcum, Benchmark Analysis: A Three-Year Nursing Home Statistic Review; 2019-2021

SKILLED NURSING LENGTH OF STAY



47Source: 2022 State of Seniors Housing

STAFFING-RELATED STATISTICS

Department Minimum Average

Administrative 2.0 9.6

Dietary 8.0 52.5

Housekeeping 2.0 19.8

Maintenance 2.0 12.4

Marketing 1.0 4.1

Assisted Living 1.0 27.8

Nursing 9.0 47.6

Activities 1.0 6.2

Weighted Average FTE per AL/MC Resident: .55

Weighted Average FTE per SN Resident: 1.55

AVERAGE FTEs:  CCRCs
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ABOUT ZIEGLER

Ziegler is a privately-held investment bank, capital markets and proprietary investments firm
A registered broker dealer with SIPC & FINRA
Ziegler provides its clients with capital raising, strategic advisory services, equity & fixed-income trading and research
Founded in 1902, Ziegler specializes in the healthcare, senior living and educational sectors as well as general municipal finance

Disc la imers 
This presentation is designed to provide information regarding the subject matter covered and is intended for informational purposes only with 
the understanding that the material contained herein does not constitute legal, accounting, tax, or other professional advice.  Although 
information which may be contained in this presentation has been obtained from sources which we believe to be reliable, we do not guarantee 
that it is accurate or complete and any such information may be subject to change at any time.
This presentation may contain forward-looking statements, which may or may not come to fruition depending on certain circumstances. In 
addition, please be advised that past financial results do not predict future financial performance. Portions of this presentation may be 
presented by non-Ziegler individuals whose opinions and information may differ from those of Ziegler, its employees or its representatives.
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