
 

 
SALES AND MARKETING ROUNDTABLE #270 

Key Trends and Takeaways from WelcomeHome’s  
Q2 2025 Benchmark Report with Maggie Seybold 

 
Thank you to everyone who attended our latest Sales and Marketing Roundtable! To 
provide anonymity during the Roundtable discussion, participants and their communities 
will not be identified. 

ABOUT OUR GUEST 

This week on Varsity’s Roundtable, we 
welcomed Maggie Seybold from 
WelcomeHome. Maggie shared insights and 
lessons from WelcomeHome’s latest 
Benchmark Report. 

Maggie discussed trends, data and strategies 
that are shaping the senior living industry 
right now. From occupancy rates and lead 
conversion benchmarks to the most effective 
sales and marketing tactics, she provided 
actionable, data-driven takeaways you can put 
to work immediately in your own community. 

“Fifty percent of families never hear from an                          
executive director post-tour. This is a competitive             

opportunity just waiting to be seized.” (Maggie Seybold) 

 

                               



 

FRESH PERSPECTIVES  

●​ QUALITY LEADS OUTPERFORM HIGH VOLUME – Non-professional referrals may make 
up less than 5% of leads, but they convert at far higher rates and generate longer stays, 
delivering stronger ROI than aggregator or online sources. Focusing on lead quality over 
quantity can pay off in long-term resident value. 

●​ EXECUTIVE DIRECTOR FOLLOW-UP ACCELERATES SALES – A brief, personalized ED call 
post-tour—often just three to four minutes—can shorten the sales cycle by 60%. This 
simple touch builds trust, boosts move-in likelihood, and sets a community apart from 
competitors. 

●​ TIMING IS CRUCIAL FOR POST-TOUR CONTACT – Following up within one business day 
increases move-in likelihood by 42%, while two days yields a 27% lift. Each day beyond 
that erodes prospect engagement, underscoring the need for speed without sacrificing 
call quality. 

●​ VIDEO MESSAGES CAN PERSONALIZE AT SCALE – Tools like OneDay allow EDs or CEOs 
to send personalized videos when a live call isn’t possible. Including the prospect’s 
name and visit details keeps the outreach authentic and impactful. 

●​ ADAPTING ENGAGEMENT ROLES WHEN NO ED IS PRESENT – In the absence of an 
executive director, resident ambassadors can step in to provide a relatable, first-hand 
perspective of community life—similar to a college tour guide—enhancing trust and 
connection with prospects. 

 
 
 
 
 
 
 

 
 
 
 

 



 

LINKS & CONTACT INFO 

Maggie Seybold (Linkedin)  
WelcomeHome (website) 
Download the Q2 2025 Benchmark Report (here) 

 

COMING UP ON VARSITY’S ROUNDTABLE!  

Please join our next Roundtable gathering on Thursday, August 21 at noon ET, 11 a.m. CT 
and 9 a.m. PT. We'll be joined by Bob Kramer, co-founder of the National Investment 
Center for Seniors Housing & Care (NIC) and the founder of Nexus Insights. He will share 
his perspectives on the field of aging services. 
  
 

NEW ON VARSITY’S PODCAST, ROUNDTABLE TALK 

 
On our newest episode of Varsity’s Roundtable 
Talk, we’re joined by Laurie Orlov, a leading 
expert in aging and technology.  
 
As the founder of Aging and Health Technology 
Watch, Laurie leverages her extensive 
experience in IT and personal caregiving 
challenges to offer insights into how 
technological innovations can enhance the 
lives of older adults. 
 
Check it out on the Roundtable Talk page of the 
Varsity website! 

 

https://www.linkedin.com/in/maggie-seybold-5bb415126/
https://www.welcomehomesoftware.com/get-a-demo?utm_term=welcome%20home%20crm&utm_campaign=WLM+-+Search+-+Branded&utm_source=adwords&utm_medium=ppc&hsa_acc=3279896849&hsa_cam=17226642212&hsa_grp=140423153030&hsa_ad=672233169309&hsa_src=g&hsa_tgt=kwd-1186827562960&hsa_kw=welcome%20home%20crm&hsa_mt=e&hsa_net=adwords&hsa_ver=3&gad_source=1&gad_campaignid=17226642212&gbraid=0AAAAAodDWrUwpJOJwGAAK1lxkF9M4J85D&gclid=CjwKCAjwkvbEBhApEiwAKUz6-_5tipnKzGEsl4F27kT9eNYEG-exkp8r7uktqcvPTsYPHZIajlUz5hoCgKUQAvD_BwE
https://info.welcomehomesoftware.com/q225-benchmark
https://varsitybranding.com/roundtabletalk/


 

 

Our quarterly data highlights consistent occupancy rates around 83-84%, with the most 
growth at the industry’s extremes, while the middle remains stable. 
 
There's a notable decrease in reliance on aggregators, dropping from 45% to 35% of leads, 
shifting towards online and referrals. Enhanced focus on professional referrals, such as 
from medical and civic organizations, shows promise with quicker sales cycles and higher 
conversions, though heavy reliance on medical sources may affect ROI. 
 
Additionally, a brief follow-up call by executive directors post-tour significantly boosts 
move-in likelihood, emphasizing the value of strategic engagement despite their busy 
schedules. 

 

 



 

 

When examining occupancy rates, we noticed stability around 84% from September to July, 
with a slight rise to 84.5% in June and July. The data showed a stark contrast in 
performance: the top 10% of communities achieved 98% occupancy or higher, while the 
bottom 10% were at 64% or lower. This analysis excludes newly leased communities, 
focusing on those active for over 18 months. Growth is predominantly in the bottom and 
top quartiles, with both showing a 1.5-point gain from June to July, whereas the median 
remained unchanged. 
 
Operators are now crafting targeted strategies for these performance extremes. For lower 
performers, there's a concentrated push on lead generation and top-of-the-funnel metrics 
like speed to lead and tour planning. For communities exceeding 95% occupancy, there’s a 
shift towards ROI-focused lead sources, emphasizing long-term resident potential and 
strategic sales director involvement rather than sheer volume management. Maggie is 
curious if others have experienced similar strategic differentiations in their operations. 

 



 

 

We're analyzing the sales funnel from initial inquiry to move-out, focusing on key metrics 
such as new inquiries, connections, tours, move-ins, and move-outs. A crucial element right 
now is the connection rate. Compared to last year, lead volume is lower, making it vital to 
capitalize on every contact opportunity and avoid letting leads stagnate. 
 
The goal is to achieve an 80% connection rate to enable thorough discovery, personalized 
tours, and effective follow-up by executive directors. While current rates hover between 
70% to 75%, higher connection rates can significantly enhance the prospect's journey 
through the sales funnel. 
 
Additionally, retours have risen from 3.2 to 3.3 per 100 units over a year, with independent 
living showing the most notable increase. Prospects are seeking multiple visits or involving 
more decision-makers before committing, indicating a growing desire for repeated 
engagement in the decision process. 

 



 

 

Currently, about 75% of prospects who inquire are successfully connected with, though 
there’s a desire to see this number higher. The goal is not to let high interest leads slip 
away due to contact issues or database overload. As prospects move down the funnel, 
approximately 30% progress from inquiry to tour, and similarly, 30% transition from tour to 
move-in, resulting in an overall conversion rate of 9% from inquiry to move-in. 
 
These conversion benchmarks—30% for inquiry to tour and ideally 35% for tour to 
move-in—serve as targets across communities. However, it's crucial to evaluate individual 
community performance, especially in independent living and memory care, to strive for 
improvements aligned to these goals. 

 

 

 



 

 

Lead sources are shifting, with aggregators and online channels now driving the majority of 
inquiries—35% and 43% respectively—while traditional methods and referrals make up the 
rest. But here’s the twist: the highest-quality leads aren’t the most common.  

Non-professional referrals account for less than 5% of total leads, yet 73% of them tour, 
and nearly half move in. They also tend to stay longer, delivering stronger ROI. That’s why 
more operators are focusing on quality over quantity, looking closely at conversion rates, 
sales cycle length, and length of stay to drive smarter growth. 

 

 

 

 



 

 

The data shows big differences between urban and rural markets—some communities are 
in highly competitive areas, while others have no competitor within 20 miles. That context 
shapes the entire sales approach.  

On the care type side, year-over-year trends vary widely, with memory care and blended 
memory care communities facing particular challenges in managing moveouts. In these 
higher-acuity settings, staying ahead of “the back door” is critical, though often difficult, 
making it essential for operators with multiple product lines to keep a close eye on these 
patterns. 

 

 

 

 



 

 

Getting executive directors actively involved in sales can be a game-changer. When 
prospects meet the person who will oversee their day-to-day experience and that leader 
takes the time to connect it builds trust, confidence, and excitement about joining the 
community. Yet only about half of families ever hear from an ED post-tour.  

The time investment is minimal—just three to four minutes on average—but the payoff is 
huge, leading to a 60% shorter sales cycle. For communities that make ED follow-up a 
priority, it’s not only a better sales experience, it’s a clear competitive advantage. 

 

 

 

 

 



 

 

The timing of executive director follow-up matters almost as much as the follow-up itself. 
Data shows the top performers reach out within one business day of a tour—boosting 
move-in likelihood by 42% compared to slower responses. Even a two-business-day 
window still increases the chance by 27%, but beyond that, the impact drops sharply.  

While speed signals attentiveness, it should be balanced with quality—sometimes taking a 
day to align with the sales director can make the conversation more impactful. The key is 
acting quickly enough to keep the prospect’s attention while delivering a meaningful, 
trust-building interaction. 

 

 

 

 



 

 

Phone tag is less of a barrier when executive directors are engaged—especially if they were 
part of the tour. In those cases, 70% of their calls are answered on the first try, and the best 
teams set expectations by letting prospects know the call is coming.  

The payoff is big: half of prospects who take that call move in within 11 days, a far faster 
turnaround than average. Plus, the time commitment for EDs is minimal—about 60 
minutes a week in the CRM, or under 10 minutes a day—making it a small investment with 
a major impact on sales outcomes. 

 

 

 

 

 



 

 

To make executive director follow-up a consistent part of the sales process, start by making 
it a required, separately tracked activity in your CRM—distinct from general or creative 
follow-up. Aim for contact within three business days, but ensure the call is tailored and 
informed by solid discovery.  

Respect communication preferences by using CRM pulse surveys to determine if prospects 
prefer phone, text, or another method. Setting expectations for the call and leveraging 
automation—like email alerts—can help EDs stay on track without adding heavy CRM time. 
The result: more efficient touchpoints and higher engagement rates. 

 

 

 

 



 

QUESTIONS 

WHAT DO YOU ATTRIBUTE THE DIFFERENCE IN THE LENGTH OF STAY BEING MUCH 
LESS FOR THE LOCAL AGENCY AND THE AGGREGATORS? 

Often, leads from local agencies and aggregators come in during high-urgency situations, 
where the priority is securing a quick move-in rather than ensuring the perfect fit. Sales 
teams can get competitive in these scenarios, focusing on closing the deal even if the 
match isn’t ideal.  

That can lead to shorter stays, especially when residents quickly realize they need a 
different care level. Clear communication with agency and aggregator partners about what 
a community offers and who it serves best can help reduce this mismatch and improve 
long-term retention. 

ARE MOST MEMORY CARE MOVEOUTS HAPPENING DUE TO RESIDENT DEATHS, OR ARE 
OTHER FACTORS DRIVING THE TURNOVER? 

Across the board, families are waiting longer to move loved ones into memory care, which 
often shortens their overall stay due to advanced health needs by the time they arrive. 
From a marketing standpoint, the focus needs to be on reaching prospects earlier in their 
journey—when intervention can have a greater impact and length of stay isn’t compressed 
by late-stage health challenges. 

DO YOU HAVE ANY STATISTICS ON HOW MARKETING AUTOMATION—SUCH AS DRIP 
CAMPAIGNS—CAN ACCELERATE THE SALES PROCESS OR IMPROVE TIMING TO MOVE 
PROSPECTS ALONG? 

While this report doesn’t cover marketing automation specifically, we’ve seen that when it’s 
used strategically, it can significantly improve early-stage results—especially the 
connection-to-tour conversion.  

Automation gives sales directors insight into a prospect’s interests before the first call, 
allowing them to tailor the conversation right away. For example, if a prospect has engaged 
with an assisted living brochure, a pricing worksheet, and an event schedule, the sales 
director knows to focus on assisted living, address potential cost concerns, and highlight 
community engagement. That targeted approach builds rapport faster and drives higher 
conversion rates to tours. 

 



 

FOR ANYONE ON THE CALL, HOW DO YOU FEEL ABOUT HAVING YOUR EXECUTIVE 
DIRECTOR, CEO, OR OTHER SENIOR LEADER FOLLOW UP WITH PROSPECTS? 

ATTENDEE: From personal experience touring assisted living communities for my father 
about 18 months ago, the executive director who stepped in to help was outstanding—and 
ultimately the reason I chose that community. So, if you have a great executive director, 
absolutely involve them. 

ATTENDEE: In mystery shopping experiences, I’ve had executive directors follow up the day 
after a tour—sometimes by email if we didn’t meet in person—thanking me for visiting and 
offering further assistance. I’ve also received video messages from EDs after a visit, which 
felt unique and personal. While we often focus on calls, email and video follow-ups can be 
powerful alternatives that stand out. 

MAGGIE: Any personalized follow-up is valuable—especially when it acknowledges missing 
each other during the tour, introduces the ED by name, expresses excitement about the 
visit, and offers ongoing support. Video messages are a great tool for this, and we’ve seen 
them used successfully to build connection and keep prospects engaged. 

AFTER THE ED MAKES A CALL, WHEN SHOULD THE SALES REP FOLLOW UP? AND IF THE 
ED LEAVES A MESSAGE BUT DOESN’T GET A CALL BACK, WHAT’S THE NEXT STEP? 

It can vary by sales process, but best practice is to introduce the executive director during 
the tour—either by stopping by their office or meeting them along the route—so there’s 
already a connection.  

The ED should then follow up within two days. If they can’t connect on the first try, a quick 
text saying who they are and offering to call again in a day or two often works well. From 
there, the sales director usually takes the lead on the post-tour journey, maintaining 
momentum and guiding the prospect through to move-in. 

IF AN ED OR CEO DOESN’T HAVE TIME FOR A LIVE FOLLOW-UP CALL, IS IT ACCEPTABLE 
TO USE A PERSONALIZED METHOD—SUCH AS A ONEDAY VIDEO MESSAGE—TO SHOW 
THEY CARE, EVEN THOUGH AN ACTUAL CONVERSATION IS ALWAYS BEST? 

OneDay is a great option—and so are other quality video tools—because video 
engagement lets prospects see your face, your smile, and your sincerity, which can have a 
big impact. The key is keeping it personal: avoid reusing the same video, and include the 
prospect’s name and details relevant to their visit. That level of personalization may take as 

 



 

much time as a call, but whether it’s through video or another channel, the goal is simply to 
get in front of the prospect in a meaningful way. 

IS THE BENCHMARK DATA BROKEN OUT BY COMMUNITY TYPE, SUCH AS LIFE PLAN, 
RENTAL, ASSISTED LIVING, OR MEMORY CARE? 

Yes, current reports focus on rental model communities, including independent living, 
assisted living, memory care, and blended types. They don’t yet include CCRCs or entrance 
fee communities, but those benchmark reports are in development for next year. 

FOR COMMUNITIES WITHOUT AN ED, WHO ELSE—OUTSIDE THE SALES TEAM—CAN 
ADD VALUE TO THE PROSPECT EXPERIENCE, AND HOW CAN THE BENCHMARK DATA 
HIGHLIGHT COMPETITIVE OPPORTUNITIES IF THIS FOLLOW-UP ISN’T BEING DONE? 

If a community doesn’t have an ED—due to turnover, a vacancy, or another reason—a 
resident ambassador can be a strong alternative for adding value to the prospect 
experience. Like a college tour guide, they offer an authentic, first-hand perspective of 
community life that’s closer to the prospect’s future experience than a sales director might 
provide, helping create a more genuine and relatable connection. 

CAN TEXT COMMUNICATIONS—SUCH AS BROADCAST TEXTS OR INDIVIDUAL 
MESSAGES—BE TRACKED WITHIN WELCOMEHOME, ALONGSIDE EMAIL AND 
MARKETING AUTOMATION INTEGRATIONS? 

Yes, WelcomeHome supports both bulk and one-on-one text messaging. It can integrate 
with your existing phone number or provide an alias, and all messages appear in the CRM 
as well as on your phone. 

IN WELCOMEHOME, CAN CALL TRACKING BE SET UP TO DISTINGUISH BETWEEN 
INBOUND AND OUTBOUND CALLS, OR DOES IT ONLY TRACK TOTAL CALLS? 

Yes, that’s configurable in WelcomeHome. You can work with your CSM to label calls as 
specific activities, allowing you to track inbound and outbound separately instead of just 
total calls.  
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