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Operator, labor, regulatory, supply, and acuity-mix risk — and the discipline that
prices each one before close.

The structural setup for senior housing in 2026 is favorable. The risks that determine
outcomes are operating risks — and the investors who price them explicitly outperform
those who treat them as residual to the real estate.

The framing

In senior housing, capital outcomes are not determined by the demographic chart or the
cap-rate environment. They are determined by how explicitly each operating risk is
priced — at underwriting, and continuously after close.

1. Operator Risk

Operator quality drives a wider performance dispersion in senior housing than in any
other CRE category. Two operators in the same building, same market, and same vintage
can produce 400-600 basis points of NOI margin difference. That dispersion is not noise
— it is the operating model.

Defensible operator diligence covers four dimensions: workforce stability (turnover by
role, agency reliance, supervisory span), regulatory record across all communities the
operator runs (not just the target), clinical signal patterns (fall rate, hospitalization rate,
medication-error trend), and operating discipline evidence (cadence of regional reviews,
KPI accountability, response time to deviations). Treating any one of these as an
appendix item is the most common mispricing.

2. Labor Risk

Healthcare-support labor depth and wage trajectory in the trade area are binding
constraints — not assumptions. The underwriting question is not "what does the seller
pay" but "what will it cost to staff this community at the target acuity mix three years
from now, in this specific labor market, without an agency premium."

o Trade-area labor depth. BLS OEWS data on healthcare-support occupations within



commuting distance, normalized for competing employers (hospitals, home health, other
senior housing & care).

» Wage trajectory. Three-year wage CAGR for the relevant occupations in the MSA,
not the national average.

e Agency reliance. Current agency hours as a percentage of total — and the
operator's plan to retire that line over the hold.

e Retention math. Annualized turnover by role, with the implied recruiting-and-
onboarding cost folded into the labor line.

3. Regulatory Risk

State assisted living regulation continues to tighten through 2026. CMS oversight in
skilled nursing has intensified — staffing-mandate enforcement, Five-Star recalibration,
and survey scrutiny have all moved in the same direction. The operator's recent
deficiency record and the state's regulatory direction are core diligence items, not
appendix items.

Diligence should produce three artifacts: a three-year deficiency history for the target
and the operator's full portfolio, a state-direction assessment for the next 24-36 months,
and a documentation-completeness baseline that quantifies how prepared this specific
community is for an unannounced survey.

4. Supply Risk

Trade-area supply pipelines move faster than metro narratives suggest. Permitted units
are visible. Announced units are visible if anyone looks. The risk is in the gap between
when announced becomes permitted and when the underwriting model assumes
equilibrium pricing.

o Trade area, not metro. Pricing pressure is local — typically a 5-10 mile radius
modulated by drive time.

e 24-36 month horizon. Anything announced today can deliver inside the hold period.

o Care-level specificity. Memory care supply does not pressure independent living
rate, and vice versa.

5. Acuity Mix Risk

In-place revenue often reflects an acuity tail that is not sustainable in the trade area —
the highest-acuity residents are not being replaced at the same rate they are aging out,
because the trade area's qualified demand cannot support it. Underwriting to the
sustainable mix, not the in-place mix, is the discipline that prevents the year-two surprise.

The test is straightforward: model the move-in mix over the trailing 18 months, compare
to the in-place mix, and use the trailing mix — not the in-place mix — as the steady-
state. The delta is the acuity-tail risk priced into the bid.



6. The Discipline That Changes the Outcome

Operating risks do not disappear because they are documented. They are managed
because they are visible at the cadence the operating model requires. The investors who
consistently outperform run the same post-close discipline:

e Monthly operator scorecards covering workforce stability, regulatory posture, clinical
signals, and financial variance against underwriting.

e Quarterly trade-area refresh on labor, supply, and competitive pricing.

» Continuous exception-based monitoring on the leading indicators that move first
when the thesis breaks.

7. Where SeniorCRE Fits

SeniorCRE provides the diligence and monitoring intelligence that turns each of these
risks from a residual to a priced underwriting input. Operator scorecards, workforce
stability profiles, regulatory records, supply pipeline visibility, and acuity-adjusted
revenue analysis are the substrate the platform delivers — at underwriting and
continuously after close.

What changes when operating risks are priced explicitly
 Bids reflect sustainable mix, not in-place mix.
Labor underwriting incorporates trade-area depth and agency-retirement plans.
Regulatory posture is a numeric input, not a narrative.
Supply pipelines are tracked at the trade-area level on a rolling basis.
Operator dispersion is rewarded — not averaged away.

The structural setup is favorable. The operating risks are real and pricable. SeniorCRE is
the layer that makes the pricing defensible — at underwriting and continuously after
close.

Related research: NIC - CMS - BLS OEWS
Related research: NIC - CMS

See how SeniorCRE makes this operational

SeniorCRE unifies clinical, financial, and operating signals into one platform — so the analysis
above becomes a daily workflow, not a one-time report.

https://seniorcre.com
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