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Facilities Capital Planning:
Strategies to Avoid Band-Aid Fixes
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Why does getting ahead of band-aid fixes
matter?

* Repair costs exponentially increase as maintenance is deferred
 Impacts image and first impressions

» Market competitiveness

* Readiness for natural disasters

» Resident safety and satisfaction

 Guides the decision-making process for capital expenditures
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Session Objectives

» Understand industry trends and best practices in facilities
management

* Learn the importance of standardizing the unit turn process

« Comprehend how to draft an annual maintenance budget and
capital expense forecast

 Appreciate the value of technology in an EVS department
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Industry Trends

* AGE measures organizations’ ability
to maintain its physical plant

* Suggests investments may not be
sufficient to counter the aging of
physical plants

* The median AGE for single-site
organizations weakened to 12.37
from 12.26

* The median AGE for multi-site
organizations improved to 12.15
from 12.71

Source: Financial Ratios & Trends Analysis of CARF Accredited Organizations, 2020
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Industry Trends

* Today’s Senior Living Reality: Existing Inventory is Old

* 42% of existing inventory is 25+ years

Seniors Housing Property Age
Primary Markets | 2Q18 (in Years) Less Than Two
4%

2to 10
25 Plus 14%
42%
10to 17
15%
17 to 25

25%

®lessThanTwo ®2t010 = 10to 17 17t0o25 = 25Plus

Source: NIC MAP® Data Service
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Best Practices

* Establish preventative maintenance plans

* Implement clear spending processes

* Define re-occupancy and refurbishment plans

* Listen and utilize your knowledgeable staff

* Perform routine facility assessments & create capital budgets
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Best Practices

* Prioritize capital projects

* Identify and track Key Performance Indicators (KPls)

* Take advantage of group purchasing

* Consider appropriate technology

* Don’t be afraid to re-evaluate and adjust
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Sample PM Tasks

Sprinkler head inspections
Emergency generator

Fire extinguisher inspections
Stove inspections

Coolers & freezers
inspections

Dryer inspections

Dryer Exhaust ductwork
cleaning

Window A/C unit
Inspections

Roof top A/C inspections
Baseboard heater inspections
Vent cleaning

Circulating pump inspections
Grease trap cleaning

Sump pump cleaning
Furnace inspections

Exit light inspections

10
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Routine Testing

* Coordination Required Between EVS and Nursing Team
* Public Health / Life Safety
* Department of Social Services

* Local agencies
* Fire Marshal
* Elevators

* Backflow Preventers
* Local Health Inspector

11
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Clear Spending Process

* With limited capital e, = ggaer e
dollars, clear spending o e e G| © O
process is important R |l b -

I | Prwctamare s | oo e b Sr-umhammycwmnnn(

* Determine appropriate P (D e o s il
review workflow | 10 [omrmimas e

« Create common and | | e
consistent evaluation — | =t T T
criteria [ o= e —
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Unit Turn Standards

* Incorporate refurbishment plans that maintain marketability

* Develop bid forms with invitation to bidders

* Define assumptions for number of unit turns annually

* Consider type of re-occupancy (light and full)

* Establish appropriate Entry Fees pricing with Monthly Service Fees
* Define upgrades and selection process with incoming residents

* Timing to complete re-occupancies

* Set organizational standards

* Consider unit combinations

13
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2022 Considerations

* Inflation risk — speed to market, construction volume/costs, asset values

* Labor market—union vs non-union, shop vs field

* Materials market—commodity/materials prices, supply interruptions
* Extended construction and marketing timelines

* Market recovery timing, find a new normal

* Demand characteristics; Demographics remain strong, market is largely
need-based

* Pivots or adapting post-pandemic is crucial (permitting, construction, pre-
sales durations)

14
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CapEx Forecast Process

* Initial data gathering & conditions assessment

* Cost of replacement and improvements

* Reliable & accurate sources

* Discretionary vs. required & prioritize

* Budget across timeline (forecast) — can consider any number of years (3-15)

* Confirmation of fundamental forecast assumptions

15
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Investigation

. * Conditions Assessment
* Data Collection

* Site and floor plans

* Square footage and program count/mix

* Current year capital budget & emergency fund
» Typical re-occupancy and refurbishment costs
* Local market and contractor/supplier input

* Exterior
* |nterior

e Mechanical, Electrical, Plumbing (MEP)
systems

e Grounds

16
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Other Categories

* Infrastructure

* Technology

* Campus Improvements (cosmetic)
* Strategy/Optimization

* Emergency Needs (consider 10%)

17
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Sources

* Infrastructure — professional assessments
* Technology — IT department, resident and employee feedback

* Campus improvements (cosmetic ) First impression visits, Sales
department

* Strategy / Optimization — industry trends, marketing studies

* Unit renovations — Repositioning units or common spaces market demand
— market trends/unit marketability

18
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Budget Data & Reporting

© © 0

USE EASY TO BASE COSTS ON LOCAL CUSTOMIZE TO FIT CONSIDER
UNDERSTAND MARKET & VENDOR YOUR NEEDS TECHNOLOGY
DESCRIPTIONS INPUT

19
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Building
Forecast
Sample
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Importance of Forecasting

* Our responsibility to determine organizational needs

* Finance needs this information for modeling
* Mitigating risks to the organization
* A poorly maintained community effects marketability

23
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Key Performance Indicators

* Measurable data used to determine success towards objectives
* Work order completion percentage
* Days to resolve/close the work order
* Number of overdue work orders
* Labor time
* Number of work orders

* Align KPI tracking with facilities policies

e Other measurable data
 Utilities

24
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EVS/Facilities Dept Tech

* Electronic Work Order Systems
* Less ‘intermediates’
* Real time reporting & historic data
* Less down time/checking-in
* Easier to track Key Performance Indicators (KPIs)

* Work Order Software

* TheWorxHub, Hippo CMMS, Maintenance Connection, Fiix, ManagerPlus,
UpKeep, eMaint CMMS, FMX (Facilities Management eXpress), other...

25
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Today’s Takeaways

* Plan in order to increase asset useful life

* Identify KPIs to hold your team accountable '

* Rely on your skilled team and external
resources

* Balance existing assets with new physical
plant investments

* Develop clear spending process to
streamline spending

* Consider technology to increase efficiency

* Re-evaluate and adjust on routine basis
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Questions
& Contact Information
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ARCH

DEVELOPMENT ADVISORS

FMURACA@ARCHLTD.COM
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Delivery Method Selection
Guide Entitiement Process
Design Oversight
Project Scope Definition
Project Team Selection

Strategic Visioning Budget/Schedule Confirmation

Economic Forecasting
Master Planning
Owner Programming
Reguiatory Assessment
Budget/Schedule Development

&)

Perform Market Study
Conduct Facility Assessment
Perform Zoning Analysis
Evaluate Project Viability
Site Selection & Acquisition
Due Diligence

Value Engineering
Site Log
Conlracto
GC Bid/Negotiations

s Planning

Selection

Permitting Assistance
Budget/Schedule Tracking

Define Existing Conditions
Review Operalional Software
Implement Improved Processes
Eslablish Benchmarks
Monitor Faciliies Operations
Manage Vendor Conlracts
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