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Keep your systems.
Govern the decisions.
Earn confidence in the
numbers.

The operator’s case for governed operating information

Coherence before Intelligence.

For CEOs, CFOs, COOs, clinical leaders and institutional operating partners.
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THE EXECUTIVE ARGUMENT

Your systems can all work as designed and
still disagree.

A census figure, a staffing hour or a financial result can have several legitimate
sources, definitions and reporting periods. Moving the data into one dashboard
does not establish who decides which number governs.

THE PROPOSITION

SeniorCRE is designing an Operator-Controlled Operating Record to make evidence, disagreements, operator-
defined authority, reconciliation and lineage inspectable. The operator keeps accountability.

THE DECISION

Do you want to keep defending figures with spreadsheets and institutional memory, or establish a repeatable,
independently reviewable process?

1 D 4 to 5 $50,000

governed occupancy field to program places, not five mOﬂthS published first-field
start simultaneous participation fee
implementations engineering estimate to a

board-reviewable artifact

Evidence boundary. As of October 16, 2026, the complete Operating Record was not implemented in any community. This booklet
describes a proposed validation path, not achieved operator outcomes.
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THE PROBLEM

Valid systems can disagree.

A disagreement is not necessarily bad data. It may reflect different cutoffs,
timestamps, definitions or business purposes. The real questions: which
definition applies, who has authority, and what evidence supports the decision?

Census and clinical Finance Workforce Portfolio reporting
Admissions, discharges Revenue, occupancy and Scheduling, timekeeping, A shared metric label can
and midnight census can close reports may use payroll and agency hide different definitions
diverge from billing different adjustment records may differ about between communities.
cutoffs. periods. hours or role.

EXHIBIT 1

One question, two valid answers

Clinical system

84 residents at Governed
midnight census

The operator's figure
Disagreement written rule, Both
detected, —» | a named approver assertions
Billing system both values kept for this purpose péﬁfee;\:%d
8 5 rgs_idents in the approval trail
billing occupancy

count

Synthetic example. Not an operator observation or a live SeniorCRE deployment.
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WHAT CHANGES

Preserve the differences. Make the
determination reviewable.

Keep the differences visible and make each determination
something an outsider can check.

Definitions A named metric owner documents purpose, period and definition.

Authority A designated operator approver determines the governing source or exception.
Reconciliation Competing assertions remain visible rather than silently averaged.

Lineage A reviewer can trace a determination to source rows and approvals.
Repeatability Rules can be tested for use across reporting cycles and communities.

WHY IT MATTERS

Keeping the differences visible is what makes a determination reviewable: a reader can see
what was chosen and what was not.
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THE ARCHITECTURE

Three layers, one operator in control.

The operator’s authority sits in the middle layer. Existing systems stay in place,
and intelligence comes later.

03 Intelligence and execution

|
|
|
: Later, after independent validation, permissions and
! human oversight. Not in the first-field fee.

02 Operator-Controlled Operating Record

The operator
of this layer

T read-only

Road 1begins 01 Existing systems

read-only, beside EHR/EMR - Finance - Workforce
existing systems

Intended architecture. Design intent, not a claim of full implementation.
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THE METHOD

The Operator Authority Chain

Six stages in a fixed order, with the operator’s authority at the center.
Disagreement is preserved, never quietly overwritten. Govern first. Replace only
by choice.

EXHIBIT 3
From evidence to execution

Disagreement

Determination Intelligence

Evidence Authority Execution

Preserve Surface Apply the Create an Support Authorized
source-specific conflicting operator's independently interpretation, action, only
values, assertions written metric traceable, only after after separate
provenance and without definition and approved separate gates.
reporting silently approval determination. gates.
context. overwriting rules.

them.
| L 1

IN THE FIRST-FIELD PHASE LATER, AFTER SEPARATE GATES

Design intent, not a claim of full implementation. Intelligence and execution are outside the first-field scope.
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WHO IT IS FOR

The executive questions worth answering

CEO Can we defend reported performance to an owner or board without reconstructing the
evidence?

CFO Can we reproduce an occupancy determination across close periods?

(o{0]0) Can community teams escalate and resolve exceptions consistently?

Clinical leader Can operational reporting preserve clinical source facts without substituting for clinical
judgment?

Executive director Is ownership of the disputed number clear at the community level?

Why institutional partners care

REITs, lenders and owners need dependable reporting. Operators should keep the authority to govern their own
information.

The institutional standard A potential advantage

Shared definitions, documented source authority, An operator that can demonstrate these controls may
reconciliation, lineage, human approvals and have a more substantive diligence conversation. No
repeatable controls. preferential capital allocation and no REIT

endorsement is claimed.
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THE OFFER

Founding Operator Program: $50,000

‘ A bounded, pre-production co-development phase, not a finished platform subscription.

Participation Five program places, not five simultaneous implementations. Direct operators of 10 to 40
communities; multi-state operators preferred.

Included scope Foundations and one governed occupancy field through a calibration checkpoint, with
preserved source assertions, reconciliation and independently traceable evidence.

Engineering estimate Four to five months to a board-reviewable artifact. A planning estimate, not a delivery promise.

Commercial terms Payment schedule, access, dependencies, scope and acceptance criteria require a signed
agreement.
Excluded Later operator-use proof, the remainder of the pilot scope, additional fields, workforce

intelligence, eMAR, write-back, portfolio rollout and guaranteed savings.

Who it fits

A recurring A sponsor and an owner Agreed terms of Authorized access
disagreement An executive sponsor, and  reference Source access and data-
An occupancy number one person accountable An occupancy definition, handling arrangements in
that is argued about, with  for the disputed number. purpose, reporting period place before any real

an accountable executive and source authority, operator data is used.
owner. agreed in advance.

Source: seniorcre.com/founding-operator-program, verified October 16, 2026.
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https://seniorcre.com/founding-operator-program

THE TEST

Decide the evidence in advance.

Write down, before work starts, what you would need to see to move beyond the

first phase.

EXHIBIT 4
Five steps from definition to decision

Test

Define Authorize
Approve the Confirm source
occupancy access, vendor

definition, permissions,
reporting security review
period, owner and
and data-handling
source-authority arrangements.

matrix.
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Accept

Inspect
reconciliation,
exceptions,
permissions,
failure behavior
and source-row
lineage.

Decide

Require an
independently
reviewable
artifact and an
operator-owned
acceptance
record.

>4

At the
calibration
checkpoint, fund
later proof
stages only if
warranted.

CALIBRATION

CHECKPOINT



EVIDENCE

Current readiness: make the limits visible.

Evidence status was last verified October 16, 2026. Designed, built and
validation-exercised are not the same as operator acceptance or production
evidence.

EXHIBIT 5
The evidence scale, and where the Operating Record stands

TODAY

1
___________________ . Production
: 'l evidence
i gelzo eI:)atcr:ent :i
VTR | ploy :: Not yet reached.
Built exercised ! Not yet reached. E:
: : h
Designed Built is not an Tested in : '
accepted clinical et ' 1
The Operating P conditions, not : F
. system. . i '
Record is here in operator I "
today. production. i :i
. "
N !
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LIMITS AND GATES

What is not claimed, and what must be
true first.

Not yet proven Not in the first phase What would change the
No named-operator end-to-end Predictive workforce intelligence, assessment
acceptance, operator-production clinical workflows, medication Versioned definitions, access and
deployment or measured operator administration and eMAR, third- mapping records, tested
outcome is claimed. party write-back, system reconciliations, operator sign-off,
replacement or a guaranteed go- recurring-use evidence and
live date. measured production results.

What must be true before any production reliance

Scope Approved scope, metrics, source authority and an accountable approver.

Access Authorized source access, vendor permissions, data readiness, entity mapping and security
review.

Tests Function-specific build and end-to-end reconciliation, permission, failure and lineage tests.

Acceptance Recorded operator acceptance.
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NEXT STEP

An executive briefing begins with one
disagreement.

The most productive first meeting is not a generic software demonstration. Bring
one recurring occupancy discrepancy and the executive who owns it.

01 02 03

Bring Discuss Decide

The metric definition, the Program fit, the $50,000 first-field Whether to enter a participation
conflicting systems, the reporting scope, the reviewable artifact, agreement. A briefing request is
period, the responsible approver dependencies and written not admission or a reserved

and any data-access constraints. acceptance terms. program place.

Program seniorcre.com/founding-operator-program

Institutional operator standard seniorcre.com/the-institutional-operator

Evidence status seniorcre.com/trust-center

Aligned to the SeniorCRE public site as accessed October 20, 2026; evidence status dated October 16, 2026. Synthetic illustrations
are explanatory only, not measured operator results or guaranteed ROI. SeniorCRE does not provide medical, legal, accounting or
investment advice. As of October 16, 2026 the Operating Record is designed and not yet implemented in any community.
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