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ARGENTUM AND ONSHIFT PARTNERSHIP
The Argentum and OnShift partnership began in 2016 to advance the development of data-driven research, 
innovative resources, and best practices to give senior living providers new tools and insights to improve 
workforce strategies. This report is a result of that relationship.

ABOUT ONSHIFT
OnShift delivers cloud-based human capital management software and proactive services to solve everyday 
workforce challenges in healthcare. OnShift’s suite of products for hiring, scheduling, and workforce analysis 
drives quality care, lower costs, and higher performance by empowering providers to staff consistently and 
efficiently. Intuitive design, predictive analytics and customer success management are why thousands of 
post-acute care and senior living organizations rely on OnShift. Learn more at onshift.com.

ABOUT ARGENTUM
Argentum is the leading national association exclusively dedicated to supporting companies operating 
professionally managed, resident-centered senior living communities and the older adults and families they serve. 
Since 1990, Argentum has advocated for choice, independence, dignity, and quality of life for all older adults.

Argentum member companies operate senior living communities offering assisted living, independent living, 
continuing care, and memory care services. Along with its state partners, Argentum’s membership represents 
approximately 75 percent of the senior living industry—an industry with a national economic impact of nearly a 
quarter of a trillion dollars and responsible for providing over 1.6 million jobs. These numbers will continue to grow 
as the U.S. population ages.

Agentum’s programs and initiatives are driven by its membership. For more information about joining Argentum, 
please visit argentum.org/membership. Learn more at argentum.org.

http://onshift.com
http://argentum.org.
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A MESSAGE FROM ARGENTUM

TURNOVER, RETENTION,  
AND THE FUTURE OF SENIOR LIVING
It is not an exaggeration to suggest that employee turnover 
is the defining challenge facing senior living. Consider: 
As Argentum published last year, we need to fill 1.4 million 
workers through 2025. Of those, more than 1 million repre-
sent the workers in senior living we will lose. In some cases, 
a single opening will turn over three or four times in a single 

year, until, we hope, we fill the position with an employee who stays for the long haul. 

That’s the impact of high turnover. That’s why changing this scenario is critical.

This issue takes a new look at turnover and retention. As always, we let the data 
lead the way. The ever-larger dataset by Activated Insights and Great Place to 
Work—now representing more than 100,000 senior living employees—means we 
can drill deeper into root causes of turnover. How much is turnover correlated 
with job, the location, and the organization? How much difference does culture 
make, or the commute—or, on many people’s minds, wages? 

There are “aha” moments: For example, defining possible career paths is crucial 
to retaining employees, especially those in direct care roles. That’s a big reason 
why Argentum is working with providers on career paths and groundbreaking 
apprenticeships, starting with caregivers.

Finally, there’s a look at pay. The study shows the importance of homing in on 
local labor conditions to understand the competitive market at the community 
level. Recognizing this need, Argentum continues to invest in workforce informa-
tion to inform compensation, planning, and recruitment.

Market intelligence underlies Civitas Senior Living’s approach to human capital. 
The company uses local labor data such as prevailing wages, but also mines 
social media to identify recruiting targets. An applicant tracking system has cut 
time to fill positions in half while use of surveys led to improved orientation. 

Surveys can be rich sources of information on employee satisfaction, but much 
depends on the design of the survey. OnShift shares recent best practices on 
what makes a survey effective and valuable. 

We end with a detailed look at key employment figures. With the tightest labor market 
in generations, we need all the data we can get to act today, and plan for tomorrow.

What works for one company won’t necessarily work for all. Yet the more we 
understand what is working, the more we document strategies and results, the 
better our decisions will be. That’s the philosophy driving Argentum, and that’s an 
approach we hope to foster across the senior living industry.

Brent Weil  
Vice President, Workforce Development 
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CLOSING IN ON RETENTION PREDICTORS
Data Science Reveals that There Are Important—and Complex—Factors Behind an Employee’s  
Decision to Stay or Go

From Activated Insights and Great Place to Work

As annual employee turnover averages an eye-popping 
65 percent across U.S. senior living operators, the industry 
faces an inflection point. Improving employee retention can 
positively benefit financial performance and quality care.

With the latest technologies and access to big data, we can 
identify and execute solutions to employee retention. There 
is strong motivation at all levels to act for better retention; the 
well-being of employees and residents alike depends on it.

Great Place to Work’s senior care division completed an 
employee retention study that gathered individual-level data 
on nearly 100,000 employees across 10 senior living providers, 
using a framework based on more than 40 years of employee 
retention research. 

In this report, we will first identify the four overall drivers of 
employee retention. Next, we’ll look at the factors proven 
statistically significant in senior care within each driver 
category, providing takeaways for employers. 

This article reports only statistically significant findings. 
Moreover, given the mix of data methodologies, each visual 
displays only results that are comparable. A section at the 
end on data and methodology as well as endnotes give 
more details on the study. 

Finally, we offer strategies for operator action and a checklist 
to put this information to work.

Source: Activated Insights

JOB AND ORGANIZATION 
CHARACTERISTICS

JOB 
SATISFACTION

EXTERNAL 
ENVIRONMENT

INDIVIDUAL 
CHARACTERISTICS

FOUR OVERALL DRIVERS OF EMPLOYEE RETENTION
Based on our retention research, we developed a framework that identifies four overall drivers of employee retention.

• Company type 
• Compensation 
• Job and role type

• Education 
•  Distance from home  

to work
• Job performance scores 
•  Protected class information 

(age, gender, etc.)

• Intention to stay 
•  Work purpose
• Satisfaction 
•  Engagement statements

•  Gross metropolitan 
product (GMP)

•  Unemployment rate
• Pay relative to market
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TERMS
For the purpose of this study:

• Employee turnover is defined as those employees who 
leave within a period of time. This may include multiple 
terminations per job role within the same period (and so 
may and so may exceed 100 percent). The Society of Hu-
man Resources’ definition of turnover is used1.

• Employee retention is defined as those employees who 
stay within a period of time. 

• Direct care workers are employees who directly care for 
seniors, such as certified nursing assistants (CNAs), per-
sonal care assistants (PCAs), and medication technicians. 

• Frontline workers are employees who do not provide di-
rect care and who are contributors in senior living but not 
supervisors; this includes dining servers, housekeepers, 
and transportation drivers.

DRIVER 1: JOB AND ORGANIZATION  
CHARACTERISTICS 
Every senior living provider, community, and job has unique 
characteristics. Senior living has a particularly varied set 
of jobs and roles, ranging from healthcare to hospitality. 
As a result, our industry may also have a higher variability 
in employee retention and turnover compared with other 
industries. 

Job characteristics are very useful for senior living opera-
tors to examine. When investigated alongside a multitude 
of other factors, the job or role someone is hired into likely 
drives employee retention.  

• Employees in direct care and frontline roles are more like-
ly to leave. These jobs include caregivers, nursing assis-
tants, and personal care aides. 

• Employees in managerial roles, whether frontline supervi-
sor or mid-level manager, are more likely to stay. 

In the data models predicting drivers of employee retention, 
organization characteristics are highly significant. Charac-
teristics such as organization-specific ways of doing tasks or 
processes impact employee retention. 

As measured, these factors include: 

• The organization itself. Not surprisingly, one of the first 
and most consistent predictors of employee retention 
is the organization in which an employee works. For in-
stance, in our national dataset, baseline rates of employee 
retention six months after hiring range from a low of 40 
percent to a high of nearly 70 percent by organization. 
This organizational variability in itself appears to drive re-
tention or turnover of individual employees. 

• Perceptions of leadership. Prior research has shown the 
importance of clarity in organizational strategy and the 
effectiveness of its leaders to communicate this strategy.  
We see similar predictors in our models of retention: Hav-
ing confidence in leadership as well as having opportuni-
ties to innovate matter to employees.

1. Serafeim, G. and Gartenberg, C. “The Type of Purpose that Makes Companies More Profitable.” 2016. https://hbr.org/2016/10/the-type-of-purpose-that-makes-companies-more-profitable

Having confidence in leadership as well 
as having opportunities to innovate 
matter to employees.

https://hbr.org/2016/10/the-type-of-purpose-that-makes-companies-more-profitable
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Job Characteristics and Retention

Job characteristics—that is, the role or position held by  
an employee—can have a positive or a negative effect  

on retention, with direct care and frontline employees more like-
ly to leave. This chart illustrates relative comparisons of impact 
among job types on one-year employee retention (e.g., full-time 

workers' retention is more than twice that of managers).

Source: Activated Insights *From six-month retention model

DRIVER 1 TAKEAWAY

Development career paths for direct care and frontline roles can be especially meaningful to retain employees.

Organization A:    66%

Organization B:    61%

Organization C:    60%

Organization D:    49%

Organization E:    42%

Organization Characteristics and Retention

This list of companies, with names and identifying 
characteristics removed for anonymity, was compared 

solely on the basis of organizational characteristics,  
such as culture. The differences in these six-month 

organization-wide retention rates show what a strong 
impact organizational characteristics can make.
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DRIVER 2 TAKEAWAY

Employers who account for or help with personal caregiving and commuting conditions tend to retain employees  
at a higher rate.

DRIVER 2: INDIVIDUAL 
CHARACTERISTICS 
All individuals have characteristics that influence their experi-
ences in the turnover process. For instance, before thinking 
about searching for another job, employees will first evaluate 
their present situation to determine if they are happy or not. 

Factors most often considered in senior living are the 
employee’s family situation and commute time. 

Per mile from home to work
Having public transit as an option 

to get to work

90 DAY 1 YEAR 90 DAY 1 YEAR

Personal Aide -0.2% -0.3% N/S 65%

CNA N/S -0.1% 34% N/S

Housekeeper -0.02% -0.02% 41% N/S

Kitchen, Non-Cook N/S N/S N/S N/S

Commuting and Retention

Employers who account for or help with personal caregiving and commuting conditions tend to retain employees  
at a higher rate. This shows the estimated impact of commutes on retention, by job title.

N/S = not statically significant

Individual characteristics that impact the decision-making 
process include:

• Additional responsibilities for family members outside 
of the job 

• Distance from home to work and the availability of pub-
lic transportation options to get to work. Distance of 
commute is a statistically significant part of the decision 
about whether to leave a job. The ability to take public 
transit is another consideration. The effect of commuting 
time varies by job role.
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DRIVER 3: JOB SATISFACTION 
Several seminal studies in this field have shown that job 
satisfaction impacts employee retention. In particular, job 
dissatisfaction likely leads employees to think about quitting, 
which then leads them to think about the costs and utility to 
searching for another job, which leads to their seeking and 
eventually taking another job.

Our study findings are in line with prior research: Happier 
employees stay at higher rates. However, our study of senior 
living employees uncovers the specific areas of job satisfaction 
that drive higher employee retention. The Great Place to Work 

Trust Index™ survey is the most widely taken employee survey 
worldwide: More than 100 million employees have taken this 
standard instrument on workplace and job satisfaction. 

When we look at what drives employee retention, several 
important areas of job satisfaction emerge. First, several types 
of purpose answers are important. Employees who rate their 
experience of purpose more highly—such as by expressing 
that this is not “just a job,” feeling like they make a difference 
in the role and feeling good about community contributions—
are employees who are more likely to stay. In addition, and not 
surprisingly, employees who feel like they want to work at the 
organization for a long time tend to stay longer.

22 No answer

0 Almost always untrue

3 Sometimes untrue

6 Neutral

25 Sometimes true

45 Almost always true

22 No answer

21 Sometimes true

40 Almost always true

2 Almost always untrue

4 Sometimes untrue

12 Neutral

22 No answer

19 Sometimes true

47 Almost always true

2 Almost always untrue

3 Sometimes untrue

7 Neutral

22 No answer

28 Sometimes true

2 Almost always untrue

2 Sometimes untrue

7 Neutral

42 Almost always true

Engagement and Retention

Answers to specific questions from the Great Places to Work Trust Index survey help pinpoint areas of job satisfaction that 
lead to higher retention—questions around respect, credibility, fairness, pride, and camaraderie.

DRIVER 3 TAKEAWAY

Employees engaged in the greater purpose of the work tend to stay longer.

I feel I make a difference here.

I want to work here for a long time. I feel good about the ways we contribute to the community.

My work has special meaning. This is not “just a job.” 



ARGENTUM QUARTERLY  /  ISSUE 4 2019   9 

DRIVER 4: EXTERNAL 
ENVIRONMENTAL FACTORS 
For this article, we studied several environmental factors, 
including weather; the size of the metropolitan, state, and 
regional economies; and even presidential administration 
changes. The most significant factor driving employee reten-
tion was compensation—but not in a direct or linear way. 

As many operators know, base pay is one of the most 
discussed and controversial topics when it comes to senior 
living operators and employee retention. More often than not, 
industry outsiders (and insiders too) assume that pay in itself 
is a driver of retention. In actuality, the data reveals a more 
complex relationship between pay and employee retention. 

Here are our findings regarding senior living employees: 

• Local marketplace matters: Pay does have an impact on 
retention. However, the absolute wage—that is, whether the 
rate is $12 or $12.50 an hour—has significantly less effect 
on employee retention than does the wage relative to what 
that role’s required skills command in the local marketplace. 

• Skill set makes an impact: Specifically, the pay level of a job 
relative to what that skill set commands in the local market 
is very significant and impactful on employee retention. For 
example, if security guards at a senior living community can 
find a similar role that pays more at another organization in 
the same geographic market, then they are more likely to 
think about and take action to apply for the other job.

Wages and Retention

Employees report that absolute pay rates matter  
less—and pay similar to what others like them in their  

market are making matters more.

DRIVER 4 TAKEAWAY

It is imperative that senior living operators compare wages for similar roles and pay within market rates. (See page 12 
for an example of how this is done.)

Absolute 
pay rate

Higher pay 
rate relative
to market
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HOW OPERATORS CAN USE  
THESE FINDINGS
The data and data science methodologies provide a wealth of 
information. But to make an impact on the retention challenge 
faced by our industry, information must inform action. 

To spur the change needed to tackle this issue, we recom-
mend a four-part strategy:

1. Prioritize upskilling and career pathing: For frontline and 
direct care staff members, having a career path can mean 
the difference between staying versus leaving. 

We recommend that operators collectively create upskilling 
opportunities (Argentum’s apprenticeship program in devel-
opment, for example) or develop them in-house, along with 
career path options. Furthermore, these options must be 
effectively communicated and widely adopted by frontline 
managers to get the message out clearly and to support staff 
such as servers, housekeepers, aides, and others in making 
the most of these opportunities.  

2. Address individual barriers: Employers who address 
employees’ personal caregiving needs and commute condi-
tions—whether through direct support, such as vouchers, or 
through allowances or flexibility in work times—tend to retain 
employees at a higher rate. 

Consider a strategy that provides assistance to employees 
who are caregivers to their loved ones, such as children and 
other family members. In addition, create plans and alterna-
tives for all employees who may struggle getting to and from 
work if a car or transportation option is occasionally unreliable. 

3. Showcase the mission and purpose: Employees engaged 
in the greater purpose of the work tend to stay longer, and 
candidates who are more likely to prefer a longer tenure are 
attracted to the greater purpose of the work in senior living. 

Communication is key to developing this sense of purpose. A 
robust communication strategy that showcases resident and 
employee stories underscores the purpose behind the work. 
This communication should reach prospective candidates as 
well as current employees. 

4. Obtain and use the latest and most accurate data to 
benchmark pay of each role: It is imperative that senior living 
operators compare wages for similar roles and pay within 
market rates. While national and regional data is available, 
local data is shown to be the most important in retention. 

This strategy addresses the fundamental ability of an 
individual with a certain skill set to compare pay for those 
skills within their geographic area—the area that matters 
most to an individual employee.

TAKING ACTION APPROPRIATE  
TO YOUR CULTURE
As an industry, we have access to large datasets and the 
latest technologies to support our challenges in workforce 
development, particularly focused on decreasing employee 
turnover and increasing employee retention. 

We as an industry, and each operator within this sector, have 
the ability and resources to effect change and to solve these 
workforce challenges. 

We recommend that operators:

• Ensure you understand the impact that data and new 
technologies, such as machine learning, can have on your 
business in driving down employee retention.

• Develop a strategy that harnesses the best practices of 
what exists to achieve results at your organization.

• Explore implementing employee engagement and reten-
tion programs that have been shown to work. Doing noth-
ing likely means more of the status quo.
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OPERATOR CHECKLIST

1.  Know your competition. It includes the mall (for se-
curity guards), hospitals (for caregivers), retail, and 
restaurants—not just other senior living communities. 

2.  Communicate your compensation and career pathing 
approach, including specifics and support regarding 
how to upskill to earn more. 

3.  Educate staff members about how you study wages 
to ensure each role conforms with market levels, and 
have the data to make sure this is accurate. Be trans-
parent about how staff can understand their total com-
pensation (base, bonus, benefits), and who an employ-
ee can call for any questions or to address a concern. 

4.  At regular “town hall” meetings, distribute clear and 
easy-to-understand information on career path op-
tions and support resources. Highlight stories of em-
ployees at your company who have advanced their 
careers by upskilling. 

5.  Bring each location into your retention efforts at all-
staff or town hall meetings. Consider asking residents 
to share their stories or ask employees to share a 
“mission moment” they saw in their day-to-day work. 

6.  Orientation and onboarding are particularly important. 
Get to know each person and their individual needs. 
Consider offering programs such as a Lyft or Uber ac-
count that can help a stranded employee get to work or 
a service that can address a personal caregiving need. 

7.  Bonus: It is best practice that executive directors go 
to orientation to welcome new hires, share their sto-
ry and vision for the community (the “why we exist”), 
and hand out their cell number to each person, ask-
ing them to call if they need anything. This sets the 
tenor of the community culture.

Communication is key to developing this sense of purpose. A robust communication 
strategy that showcases resident and employee stories underscores the purpose 
behind the work. This communication should reach prospective candidates as well  
as current employees.

This article was created by the staff of Activated Insights, providing Great Place to Work insights and solutions tailored to the senior living sector. Special 
recognition goes to Hillary Green Lerman and Jacquelyn Kung for data modeling as well as Peter Sheats for data engineering.
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TURNOVER REDUCTION STARTS WITH THE RIGHT DATA
Getting more out of the job advertising budget, halving hiring time, and reducing turnover by 36 percent  
required fresh data—and a fresh perspective on what that data means. 

By Anthony Ormsbee-Hale, vice president, People Operations, Civitas Senior Living

Like other senior living providers, Civitas has been facing a 
tight job market and low unemployment rates that can make 
hiring and retention a challenge. And like others, we know 
that despite offers and incentives, it is engagement that is 
truly behind an employee’s decision to apply, and if hired, to 
stay. Senior living employees want to participate in a culture 
of caring and feel a sense of purpose, and meeting those 
needs is the key to reducing turnover.

But to measure such soft benefits, you need hard data.

For the past year, we at Civitas have been working to track 
and accrue data and apply it to our processes in recruiting, 
hiring, and onboarding. Again, like many senior living 
operators—and this can be true regardless of operator 
size—we do not have designated full-time recruiters at the 
community level. The majority of our hiring is managed by 
technical leaders; for us, usually the department manager. 
As for onboarding, it’s critical on the road to retention. But 
to be effective, it requires training as well as resources that 
encourage engagement. 

Those of us who have worked at the community management 
level understand that even the best-laid plans can go awry at 
the blink of an eye. Our processes needed to be streamlined 
and manageable. We strive for scalability and centralization 
without losing sight of the individuality of each community. 

We were willing to explore and take some chances in 
changing our approaches. Along the way, we found three 
types of data and tools that went a long way in getting results: 

• Tailoring recruitment efforts with metropolitan-targeted 
data from Argentum’s Workforce Insight Report (https://
www.argentum.org/workforce-insight-report/).

• Reducing application-to-hire time through use of our ap-
plicant tracking system (ATS).

• Measuring adherence to onboarding standards through 
surveys.

Though these and other methods, we have achieved a 
company-wide cost per applicant of $2.64, with a range from 
0.46 to $5.70. 

For one example of the power of data: Think about the 
tools you use to find talent. When you launch a search for 
a new employee, your first thought is probably to post a job 
listing. When an initial job posting does not turn up enough 
applicants or applicants that fit the right profile, most hiring 
managers then tend to want to post on other job boards. 
While this may sound like a good idea, identifying which 
source gives you a more efficient cost-per-applicant rate 
helps you understand which job board is more efficient for 
the opening. 

Calculating this stat is straightforward: For each role, add up 
the recruiting costs incurred, then divide it by the number of 
applicants received. 

Knowing your applicant acquisition costs empowers you to 
make meaningful adjustments to your hiring strategy. If a job 
listing on one platform isn’t generating applications, data 
will support the decision to remove it from that site. If you’re 
seeing success with a particular candidate database, it will 
be easy to justify dedicating more resources to it.

USING LOCAL DATA FOR  
TAILORED RECRUITMENT
The tight job market is something all our communities, all 
providers, and all businesses currently have in common. We 
realized that doubling our advertising budget was not going 
to solve our problems. Tailoring and targeting was neces-
sary—and for that, we needed data on both local markets 
and on employee and position profiles. 

One technique was to find services and sites whose 
visitors closely mirrored our existing employee profile. For 
management-level employees, we found the analytics from 
Glassdoor were the closest match. 
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For associate candidates, we collected other types of data: 
Who they are, how many there are, where they come from, 
and what wages and workplace culture they seek. Social 
media advertising offers highly detailed demographics, 
allowing for targeting of a specific market. Cost-per-click 
employment advertising allowed us to track where the tough 
competition was and what types of applicants we were 
getting from different areas. A higher cost-per-click usually 
means fewer applicants and higher competition:

WAGES RESPOND TO LOCAL FACTORS
The missing piece was data about wages and positions. As 
the Activated Insights survey found (p.7), the local market-
place pay relative to the skill set required has a greater 
impact on retention than does an absolute wage. For 
instance, someone working in housekeeping in Flagstaff, 
Ariz., would expect to make the same as a housekeeping 
employee in Flagstaff, not one in New York City. 

To get this information, we used an Argentum Workforce 
Insight Report, a regionally customized occupational wage 
analysis. The reports use the Emsi dataset, “a hybrid dataset 
derived from official government sources such as the U.S. 
Census Bureau, Bureau of Economic Analysis, and Bureau 
of Labor Statistics. The authoritative dataset captures more 
than 99 percent of all workers in the United States,” as the 
report introduction explains. 

Argentum then uses data from “online social profiles, resumes, 
and job postings to give a complete view of the workforce.” 
Premier members of the association can get a complimentary 
report on six markets. This enabled us to keep our wage rates 
consistent with those of the surrounding area. 

Putting it all together, we 
tailored social media ads to 
focus on geographic areas 
with the highest concentra-
tion of our current employee 
base. We had been thinking 
of employees in terms of 
where they were, not where 
they were coming from 
or were willing to go. We 
found that, for example, 
in Austin, Texas, our 
employees drove an average of 
30 miles from their home to the community. 

As Activated Insights points out, commute times, availability 
of public transit, and help with commuting conditions 
make a statistically significant difference in retention (p.7). 
To overcome staffing challenges, we offered more flexible 
schedules and gas stipends. 

The instinctive move is often to try to offer more money—but 
help with commuting turned out to be a better investment in 
employee satisfaction. 

LEAVING SOME OPEN SPACE 
When tailoring, it’s important not to set the targets too 
narrowly. With the need for 1.4 million additional employees 
across the industry, I encourage hiring managers to screen 
for job skills that can be transferred from outside of the 
senior living industry, instead of relying strictly on related 
job experience—taking into account, however, any state 
licensure requirements. 

You can also run the risk of showing preferences and/
or shutting out protected classes. For example, the ACLU 
recently charged Facebook with targeting only male users of 
the site. Overly narrow tailoring is not only a risk to business 
and reputation—it can mean leaving out great candidates who 
would enrich the workplace culture and provide improved 
quality of life to residents, which is the true bottom line. 

Tailoring recruiting requires constant focus, but it offers 
rewards. 

Albuquerque, N.M.: Average cost-per-click: $0.19

The Villages, Fla.: Average cost-per-click: $0.39

South Austin, Texas: Average cost-per-click: $0.93

Cost-per-Click on Social Media Varies  
Widely by Local Market

Source: Civitas
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REDUCING HIRING TIME  
WITH DATA FROM ATS
At Civitas, we have worked over the last year to centralize 
our recruiting data through the implementation of our Green-
house ATS. By utilizing information provided through this 
tool, we have been able to identify successes and lapses in 
our hiring process and improve upon key metrics related to 
candidate experience, such as time to hire, candidate quality 
by source, and interviewer calibration. 

One year ago, the average time it took us to fill a non-man-
agement level position at Civitas was 16.5 days, from time of 
posting the job to making a job offer. 

This raised several alarms for us, knowing that the time 
period that positions remained open increased our risk at 
the community level. 

We needed a way to make the hiring process easy to manage. 
This included reviewing resumes and pre-screen assess-
ments, communicating with candidates, coordinating inter-
views, and communicating across teams regarding candidate 
feedback. A breakdown in all of these items could delay the 
hiring process by days or weeks based on the type of position. 

Through user training, reporting automation, and account-
ability, we were able to reduce that time to eight days. 

FOCUS ON RESUMES AND INTERVIEWING 
The most common concern that I heard from hiring managers 
at Civitas was that they rarely received enough resumes for 
a position. We had no easy way of gauging resume quantity 
per job posting. Short of counting emails, we were left with 
our best guesses. 

By understanding our average resume count, we could 
monitor job postings to see if we were consistent with our 
applicant flow, or if additional support was needed. Appli-
cant volume is significant when you’re factoring in missed 
interviews, candidates who don’t get through the pre-hire 
process, and those who might “ghost” employers (simply not 
show up). Based on the location, it can take as many as 30 
applicants to achieve 1 to 3 hires for an entry-level position.

Through our ATS, we were able to determine that the 
average job posting, with job ad sponsorship, attracted an 
average of 100 resumes per job ad in primary markets and 
65 in secondary markets. 

Streamlining interviewing was the next hurdle. Remembering 
that most of our hiring is completed by technical managers 
and not full-time, trained human resources professionals, we 
wanted to make sure that we equipped our hiring managers 
with the tools they needed to have purposeful and efficient 
interviews. After all, this was just one aspect of their diverse 
job description and one that even the most seasoned profes-
sionals feel nervous about doing. 

We had no idea how skilled our interviewers were. We 
needed to provide standardization and resources that we 
could develop and provide to our teams to help them conduct 
better interviews. 

A function of our ATS offers standardized scorecards. The 
process of creating an interview scorecard requires that 
hiring managers and recruiters sit down and identify skills 
and attributes needed to be successful in a role. Interviewers 
then become responsible for asking questions that assess 
these specific traits. 

A scorecard provides hiring managers 
with a clear, aggregate view of 
interviewer feedback—it’s easy to see 
what attributes a candidate has and 
what remains to be determined. It 
helps make evidence-based decisions 
on hiring.

A scorecard provides hiring managers with a clear, aggregate 
view of interviewer feedback—it’s easy to see what attri-
butes a candidate has and what remains to be determined. 
Instead of relying on a gut feeling (or being influenced by 
bias), companies can use an interview scorecard system to 
make evidence-based decisions on hiring. It also gives hiring 
managers an easy way to collect feedback from everyone, not 
just the loudest voice in the room. The primary benefit: Hiring 
managers can spend less time chasing down interviewers and 
more time focusing on recruiting top-quality candidates. 
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With the scorecard system, we could centralize interviewer 
feedback and then provide guidance, such as tips on how to 
prep for the interview, how much time to schedule for various 
topics, how to sell the job to the candidate, reviewing any 
regulatory requirements of the job, and standard interview 
questions.

CENTRALIZING AND CHECKING
Centralizing interview notes and feedback within the appli-
cant tracking system has helped our team coordinate phases 
of the interview to eliminate redundant questions and ensure 
we consider multiple points of view. 

For example, an executive director candidate at Civitas could 
interview with me, with the vice president of operations, the 
executive VP of operations, and the COO. Each interview 
presents an opportunity for the candidate (and Civitas) 
to better understand how this candidate and the position 
might align or if there are differences in desired outcomes, 
management competencies, or cultural values. 

Through centralization, I might interview for cultural values 
and soft skills, the vice president of operations would 
interview for technical skills, and the COO or executive vice 
president of operations might interview for a combination of 
technical and soft skills. Holding multiple interviews allows 
us to measure for consistent responses—and it also holds 
true to the Civitas value of inclusion and collaboration. 

In addition, we strongly believe in the value of reference 
checks as a way to learn more about the candidate. To 
ensure fairness, we implemented standard reference check 
questions and centralized the information in the ATS to make 
it easier to share this information across hiring teams. 

USING SURVEYS TO MEASURE 
ONBOARDING STANDARDS 
Many of us in this industry feel that onboarding may be the 
most important factor in retention. As the Society for Human 
Resource Management put it in a blog post, it’s “a prime 
opportunity to win the hearts and minds of new employees…
Organizations with poor onboarding processes are setting 
the stage for an early exit1.”

1. https://www.shrm.org/resourcesandtools/hr-topics/talent-acquisition/pages/dont-underestimate-the-importance-of-effective-onboarding.aspx

While the process at Civitas was not poor, it needed improve-
ment to meet the challenge of this job market. One of my first 
tasks as vice president of people ops at Civitas was to work 
with our departments to overhaul the employee orientation 
process. We needed to update the content, provide trainer 
resources, and set ways to evaluate effectiveness. Although 
we had been doing various elements of all this, we needed 
to set standards and centralize feedback, so it could be 
reviewed and acted upon company wide. 

One of our first findings was not unexpected: Communities in 
our portfolio that were meeting all the orientation standards 
had lower turnover. In fact, we are beginning to have enough 
information to prove a correlation between lower turnover 
and higher employee orientation satisfaction scores. As the 
Great Place to Work Trust Index™ survey indicated, a sense 
of purpose and engagement leads to longer job stays (p.8)

Another finding was a personal surprise: I have always 
enjoyed responding to surveys. But I’ve discovered that I am 
practically alone in this. In fact, most people say they can’t 
stand answering surveys. 

Despite this, we needed high survey participation to know 
whether our orientations were helping employees. To 
streamline the survey and make it easier to take, we first 
asked: What do we measure, and how do we measure it?

Our onboarding survey measures for: 

• Employee experience 
• Comprehension of training competencies 
• Connection with company mission and values 
• Understanding of internal structure and organizational 

contacts 
• Outlook on job satisfaction

STREAMLINING THE SURVEY GETS RESULTS
Our survey is now reduced to eight questions, with a final 
open text box for feedback. We updated the survey twice in 
2019 to expand the rating score for each section of orienta-
tion and to reduce the time it takes to complete the survey. 

At the most recent update as of this writing, in July, survey 
participation averaged 14.5 percent. This is in line with average 
response rates of third-party managed surveys. However, 
some information indicates that internally managed surveys 
generate more responses, and we are considering this route. 

https://www.shrm.org/resourcesandtools/hr-topics/talent-acquisition/pages/dont-underestimate-the-imp
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We use the survey results to help orientation facilitators 
improve the quality of their sessions. A very good outcome 
of the survey relates to training: Some employees indicated 
on the survey that they would like more training on using 
equipment, clarification of a policy, or just answers to 
questions about health and employee benefits. We can 
immediately help these employees, and at the same time, 
we get an indication of any areas that need strengthening 
in onboarding. 

WHAT’S AHEAD
For the coming year, our focus is learning and development, 
areas critical in reducing employee turnover. We are investing 
heavily in custom content creation—i.e., no more boring ADL 
videos from the 1970s on how to make a bed. 

Our goal is to make every Civitas resource accessible at the 
push of a button, through our learning management system 
LMS app. Employees will be able to access “how-to” videos 
on everything from how to mix the dishwasher-cleaning 
chemicals to how to properly transfer a resident from a 
wheelchair to the bed. 

“The return on investment from training and development 
of employees is really a no-brainer,” as an article in 20/20, a 
UK project management company’s website, puts it2. These 
benefits include improved employee performance and 

satisfaction, more consistency in carrying out policies and 
procedures, increased innovation, and reduced turnover. 
“Training also makes a company more attractive to potential 
new recruits who seek to improve their skills and the oppor-
tunities associated with those new skills,” the article also 
points out.

In addition to developing resources specifically for the Civitas 
employee, we have committed to joining in and supporting 
the Argentum apprenticeship program. We believe appren-
ticeship will pay large dividends for our employee develop-
ment and retention strategy. 

By providing career ladders and training on the competen-
cies covered in the apprentice model, we believe we will 
have a more well-rounded workforce, one more proficient in 
their work, and one more engaged in our mission, which will 
lead to higher resident and family satisfaction in the quality 
of care and services that we provide. 

Wayne Powell, founder and CEO of Civitas, has said that 
the future of Civitas is its people. We can continue to grow 
at such a rapid rate and to build impressive and innovative 
senior living communities. But at the end of the day, we need 
to have passionate employees to carry out our mission and 
promise to each customer. 

2. "The Importance of Training and Development in the Workplace," 20/20 Business Insight, accessed December 2019. https://2020projectmanagement.com/resources/project-management-
training-and-qualifications/the-importance-of-training-and-development-in-the-workplace#:~:targetText=Improved%20

By providing career ladders and training on the competencies covered in the 
apprentice model, we believe we will have a more well-rounded workforce, one more 
proficient in their work, and one more engaged in our mission.

  https://2020projectmanagement.com/resources/project-management-training-and-qualifications/the-imp
https://2020projectmanagement.com/resources/project-management-training-and-qualifications/the-importance-of-training-and-development-in-the-workplace#:~:targetText=Improved%20
https://2020projectmanagement.com/resources/project-management-training-and-qualifications/the-importance-of-training-and-development-in-the-workplace#:~:targetText=Improved%20
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SURVEYS: LEARNING TO LISTEN BETWEEN THE LINES
Employee feedback is critical for higher retention and lower turnover. Changing your processes and design for 
surveys can help you hear your employees better—and act on what you learn.

From OnShift

Even the simplest survey can be a rich information source. 
The Society for Human Resources calls them “real gifts that 
deserve attention.” Yet, many of us hesitate to complete 
them—and the same goes for our employees.

Think about the last time a survey popped up in your inbox. 
Most likely, it was far from the highlight of your day. Why? 
Here are some reasons surveys may not get much traction:

• Someone wants your time and thoughts without offering 
anything in return. 

• You don’t know what they’re going to do with the information.

• You’re wary of sharing criticism or problems—is it going to 
come back on you in some way? 

However, overcoming these barriers is easier than it appears 
and we hear success stories from providers every day. While 
incentives are usually welcome, giving something in return 
doesn’t have to mean a gift card or monetary reward. In fact, 
simply acting on feedback and letting survey takers know 
their input is appreciated is extremely valuable to employees. 
And while surveys can provide a wealth of insight into daily 
life at your community, the most important part is what you 
do with the information you collect. 

We, at OnShift, are continually developing new ways to 
engage senior living employees within our human capital 
management platform. We have seen that when employee 
surveys are done right, they can create a culture of construc-
tive communication that leads to numerous process improve-
ments. Most importantly, they give employees a voice, make 
them feel valued, and work wonders for engagement and 
retention efforts.

Here are some of the tactics that our customers are using to 
drive survey success. 

COLLECT FEEDBACK FREQUENTLY.
Annual surveys are too little, too late. You can’t risk losing 
an employee or having one that’s checked out mentally 
because they had to wait an entire year to share their 
thoughts. Short and frequent surveys get everyone into the 
habit of maintaining a feedback loop and help you remedy 
issues as they arise to prevent turnover.

REWARD FEEDBACK.
When your employees take the time to give feedback, reward 
them for their thoughts. This not only shows employees how 
much your organization values their opinions, but also helps 
create a more consistent flow of feedback to help make 
improvements and reduce employee turnover. 

USE STANDARD SCALES FOR RESPONSES. 
A five-point scale works well, (e.g., 1, strongly disagree, up to 
5, strongly agree) and keeps feedback consistent through 
questions. Consider using visuals that resonate with your 
audience when gathering information. OnShift’s pulse surveys 
simply ask respondents to choose an emoticon to record what 
kind of day they’ve had. Employees can quickly respond, and 
results can be easily viewed from a high level to understand 
consensus and develop a plan for improvement.  

ENCOURAGE ELABORATION.
Open-ended questions can be a gold mine for under-
standing the struggles and triumphs of your employees. 
Many providers have received valuable feedback in the 
optional comment section of our pulse surveys. In fact, when 
given the option to elaborate, 55 percent of OnShift Engage 
pulse survey respondents leave a comment. We recommend 
setting a character count limit. This can net good information 
without overwhelming the person taking the survey and the 
person tasked with reading and addressing the responses. 
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ALLOW ANONYMITY.
Employees may be more comfortable responding to some 
surveys if they can do so anonymously. In other instances, 
you may need to give assurance of confidentiality. If you’re 
sensitive to time, place, and subject matter, you’ll know when 
to deploy which approaches. We’ve found that offering the 
option to remain anonymous is merely a courtesy, as 72 
percent of employees who take our pulse surveys choose to 
identify themselves. This shows that they want to be heard 
and want management to follow up with them.

HOME IN ON NEW HIRES.
About 40 percent of total employee turnover in senior living 
happens during the first 90 days, so providers need to pay 
close attention to new employees. We just launched a platform 
enhancement that allows providers to send automated 
surveys to employees throughout their first 90 days so they 
can share feedback quickly and easily. This series of five 
surveys gathers feedback on three key areas—communica-
tion, cooperation, and employee support—to help them feel 
welcome and supported during this critical time. Plus, the 
insights provided can help organizations refine their training 
and onboarding programs for future new hire success.

MAINTAIN THE FEEDBACK LOOP. 
Let employees know their feedback is being heard. Report 
on what’s changed in the community and call attention to 
feedback that’s been a key driver of process improvements. 
Even if there are no results yet or you are unable to take 
action at the time, update the community and individuals 
on the status of the feedback and the reason for delay. 
Employees will become more likely to provide feedback 
if management takes their input seriously and makes a 
noticeable effort to address it. Make sure to call attention to 
instances when employee feedback leads to a resolution.

USE PREFERRED CHANNELS.
Today’s workforce is on the move. Many senior living employees 
are juggling multiple jobs, raising a family, and going to school. 
Mobile apps make it easier to reach employees and gather 
feedback quickly, and keep employees engaged even when 
they’re not at work.

BE STRATEGIC. 
In addition to pulse surveys, our customers have found 
success using customizable surveys to help them broach 
issues specific to their community. For example, get 
employee buy-in on proposed new policies or processes by 
asking employees for their input. Staff members are much 
more likely to embrace something that they had a say in.

However, surveying too frequently and asking questions that 
aren’t well thought out can lead to survey fatigue and sacri-
fice the quality of feedback you’ll receive. Work with your 
team to carve out the essential questions to get the input 
you desire. Our customers have found success sending 
surveys on a weekly or bi-weekly basis.

PRACTICE AN OPEN-DOOR POLICY.
Make sure employees know that they can approach 
management with feedback at any time, and they don’t 
need to wait for the next survey. This is especially crucial for 
urgent matters, the kind that might sacrifice the well-being of 
a resident or employee if not addressed immediately.

CHECK IN WITH EMPLOYEES  
WHO DON’T RESPOND.
You can learn a lot from employees that don’t respond to 
surveys. As the head of People Analytics at Facebook told 
the Harvard Business Review,1 “people who don’t fill out 
either of our two annual surveys are 2.6 times more likely to 
leave in the next six months.” Make it a point to reach out to 
these employees to diagnose any underlying issues.

Feeling heard and valued is a basic human need. Today’s 
workforce wants a voice, and those employers that don’t 
give it to them will see a decline in employee performance 
as well as higher levels of disengagement and turnover.

To wrap up, and we can’t stress this enough: Your survey 
process will only be as successful as your follow-through. 
Asking, listening, and taking action has a snowball effect, 
builds a culture of communication, and keeps employees 
engaged with your community. We hope you can put these 
practices into place and reap the benefits of an engaged 
workforce.

1. "Employee Surveys Are Still One of the Best Ways to Measure Engagement," Harvard Business Review, March 14, 2018  
https://hbr.org/2018/03/employee-surveys-are-still-one-of-the-best-ways-to-measure-engagement

https://hbr.org/2018/03/employee-surveys-are-still-one-of-the-best-ways-to-measure-engagement
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SURVEY CASE STUDIES
• By revamping its feedback processes, Washington Odd 

Fellows Home, in Walla Walla, Wash., reduced turnover 
by 33 percent in six months. The semi-rural area faced 
tough competition for talent. Employees previously had 
to deliver feedback directly to supervisors—which meant 
stepping away from their duties and finding a manager. 
This effectively, though not intentionally, made feedback 
nearly impossible for third-shift workers, and not much 
easier for others. Rewards were delivered at Random 
times and the third-shift workers felt out of the loop. 
 
They were able to change feedback processes to one that 
worked on mobile. This shortened the time between when 
an issue was noticed and when feedback could be deliv-
ered. One almost immediate result was a simple change 
to the charting location for nurse aides—a small change 
that delivered big results in time and quality of care. In ad-

dition, they instituted a point system for rewards, through 
OnShift, that was tracked online. This made it easy to rec-
ognize employees and prevent their contributions from 
being overlooked.

• Singh Senior Living uses the OnShift platform to drive 
employee engagement through scheduling, rewards, and 
employee financial wellness. After implementing, they re-
ported an 81 percent staff satisfaction rate and a 9 per-
cent reduction in turnover. A major factor was the ability to 
check in with new employees at short intervals to see how 
they were doing, says Aaron Fenberg, director of human 
resources at Singh Senior Living. For longer-term employ-
ees, the ability to have frequent feedback check-ins par-
ticularly benefited third-shift workers, Fenberg says, who 
might not otherwise often encounter higher-level super-
visors. By sharing feedback through surveys, employees 
earned points, which continued to influence positive be-
havior and close the feedback loop.

EXPERT PERSPECTIVE

Mark Woodka,  

OnShift CEO, discusses  

current and emerging trends

What’s something that surprised  
you in a survey response? 

When we launched our product, initially the employee 
surveys would default to anonymous, but you could 
check a box to identify yourself. And about 72 percent 
of the people were identifying themselves. That tells me 
that not only do they want to communicate, but they want 
their employer to know who they are.

How do surveys fit into the current  
workforce picture? 

One of the fundamental things we encourage people to 
do is flip their perspective. In times of tight unemploy-
ment, senior living providers are in the position of selling 
their businesses to future employees. To do so effec-
tively, you have to demonstrate that your organization 
values a bi-directional relationship with your employees. 

Today’s workforce values open forms of communication. 
There is an expectation today to provide more frequent 
feedback and communication. A survey policy and 
process, enhanced through technology, can help create 
that culture.

What’s one way you think surveys may be 
used more often in the future?

Better data for stronger decision-making. More frequent 
surveys allow you to test feedback on new policies. 
Maybe you’re thinking of going to longer shifts—instead 
of doing that and telling your employees later, ask them. 
You might be surprised to find out what they think. You’re 
getting the input from the people the policy is going to 
impact, which is important. 

Any time you make a change, it’s good to be able to tell 
people why. And if the reason is based on feedback from 
the people in the room, that helps encourage the change.



I
n October 2019, OnShift conducted a 
survey to better understand the crit-
ical workforce issues in senior care. 
Nearly 1,500 industry professionals 

shared their perspectives on the impact, 
outlook and potential solutions for im-
proving the top workforce challenges 
facing the industry today.  

Across all demographics, respon-
dents report employee turnover as the 
top workforce challenge (72 percent) 
impacting their organization today. 
Additionally, respondents cite difficulty 
finding qualified candidates (62 percent) 
and growing compensation and wage 
pressures (37 percent).

These challenges are recognized by 
both community and corporate lead-
ership, with senior living executives 
also reporting employee turnover (75 
percent), finding qualified candidates 
(71 percent) and employee wage pres-
sures (41 percent) as the top workforce  
challenges facing their organization.

   

THE OUTLOOK & IMPACT
These workforce challenges are expect-

ed to continue for years to come. When 
asked to rate the outlook of these issues 
over the next three years, the vast major-
ity of respondents believe the challenge 
of retaining employees (61 percent), find-
ing qualified employees (70 percent) and 
managing labor costs (65 percent) will 
remain the same or worsen.

The devastating organizational im-
pact of employee turnover is far-reach-
ing. When asked how employee turnover 
impacts their organization, respondents 

Top Workforce Challenges

Employee
Turnover

Finding
Qualified Job
Candidates

Employee
Compensation & 
Wage Pressures
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note an increase in employee burnout 
(70 percent) and labor costs due to an 
increased reliance on overtime (47 per-
cent). However, the negative impact of 
employee turnover not only affects an or-
ganization’s employees and bottom line, 
but also their residents. Respondents say 
that employee turnover correlates to a de-
crease in continuity of care (68 percent) 
and resident satisfaction (44 percent).

To combat this problem, providers are 
focusing on the personal struggles of 
their employees and looking to imple-
ment programs to help ease their burden.

The Impact Of  
Employee Turnover

 1. Additional employee burnout

 2. Decrease in continuity of care

 3. Increase in overtime

 4. Lower resident satisfaction 

SURVEY REPORT

Workforce 360
TURNOVER & HIRING CONCERNS IN SENIOR CARE DRIVE 
INCREASED FOCUS ON EMPLOYEE PERKS & PROGRAMS 



Workforce Outlook Over The Next 3 Years 

Remain the same or worsen Improve

Finding Qualified Employees

27%
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Retaining Qualified Employees
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Managing Labor Costs

31%
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EMPLOYEE STRUGGLES 
ARE WIDELY RECOGNIZED

Employee work-life balance is the top 
issue facing the senior care workforce 
today. Respondents report that the most 
critical challenge for their staff is work-
ing multiple jobs (69 percent), lacking 
reliable childcare (59 percent) and hav-
ing additional family responsibilities (50 
percent). A lack of financial savings (59 
percent)  is also a top personal challenge 
facing their employees.

When asked how the personal strug-
gles of their employees impact their work 
performance, respondents report more 
frequent call-offs and absenteeism (80 
percent), lower motivation and satis-
faction (59 percent), and an inability to 
work when needed (59 percent). 

PERKS & BENEFITS ARE 
A MAIN FOCUS

Recognizing the issues facing 
employees, respondents indicate their 
organization offers or plans to offer 
additional perks and benefits to ease 
employee stress.

The top perk senior living organiza-
tions are focused on implementing is 
an employee rewards and recognition 
program (67 percent) to help ensure 
their employees feel recognized and re-
warded for their contributions at work.

Additionally, senior living respon-
dents said their organization offers 
or plans to offer employee tuition as-
sistance (41 percent) to help advance 
their careers. In addition, senior liv-
ing respondents indicated they offer 
or plan to offer meal and/or consumer 
discounts (52 percent) and access to 

For additional insights, including who providers see as their biggest 

competition for talent, as well as how organizations are utilizing 

technology to combat the workforce crisis, download the full 

Workforce 360 Survey Report: OnShift.com/Workforce360

0% 10% 20% 30% 40% 50% 60% 70%

Senior Living’s Top 5 Employee Perks

Access to earned wages

Flexible schedulesTuition assistance

Meal and/or consumer goods discounts

Rewards & recognition program

earned wages between paychecks (44 
percent) to further ease the financial 
burden many of their employees face.

To help accommodate their em-
ployees’ additional work and family  

responsibilities, senior living organiza-
tions are offering or planning to offer 
more flexible scheduling (51 percent) 
for better employee work-life balance.

KEY TAKEAWAYS
The workforce crisis facing senior living providers, which is only expected to get 

worse, can critically impact an organization’s viability. To remain competitive, senior 
living executives should pay close attention to the needs of their staff and redefine 
the employee experience by implementing processes and systems designed to 
reduce turnover and create a pipeline of qualified candidates. Doing so will create an  
engaged workforce, dramatically reduce turnover rates, decrease costs and improve 
quality and continuity of care.
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SENIOR LIVING HAS BEEN A JOBS 
MACHINE FOR TWO DECADES
Since the start of the new millennium, the senior living 
industry has been one of the strongest and most consistent 
job creators in the economy. Each year since 2000, the senior 
living industry added to the nation’s employment base. And 
each year since 2000, job growth in the senior living industry 
outpaced the economy’s overall private sector.  

Between January 2000 and September 2019, employment 
in the senior living industry more than doubled. The nearly 
500,000 senior living jobs added during this period repre-
sented an increase of 106 percent.  

In comparison, total employment in the nation’s private sector 
rose by just 17 percent during this nearly 20-year period.

ARGENTUM AND ONSHIFT PARTNERSHIP 
The Argentum and OnShift partnership began in 2016 to support the development of data-driven research, innovative resources, 

and best practices to give senior living providers new tools and insights to improve workforce strategies. These quarterly workforce 

reports are a product of that relationship. Argentum is the leading national association exclusively dedicated to supporting 

companies operating professionally managed, resident-centered senior living communities and the older adults and families they 

serve. Learn more at argentum.org. OnShift delivers cloud-based human capital management software and proactive services to 

solve everyday workforce challenges in healthcare. OnShift’s suite of products for hiring, scheduling and workforce analysis drives 

quality care, lower costs and higher performance by empowering providers to staff consistently and efficiently. Visit onshift.com.

Even during the challenging economic decade of 2000 to 
2010—a time that included two recessions—senior living 
continued to expand payrolls. The industry added 259,000 
jobs between January 2000 and January 2010, which repre-
sented an increase of 55 percent. In contrast, the nation’s 
private sector lost 3.1 million jobs during the same 10-year 
period, for a decline of 3 percent.

Since the end of the Great Recession, senior living continued 
to be a jobs machine. Senior living communities added a net 
238,000 jobs since employment recovery started, in March 
2010, representing an increase of nearly 33 percent.  

In comparison, the nation’s private sector has added 
21.9 million jobs during the employment recovery, which 
represents a gain of nearly 21 percent.
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Senior Living Industry Continues to Post Steady Job Growth

Employment Trends from January 2000 to September 2019: Senior Living Industry vs. Total U.S. Private Sector
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INDUSTRY JOB GROWTH SLOWS  
IN THIRD QUARTER
Job growth in the senior living industry slowed somewhat in the 
third quarter of 2019, according to preliminary figures from the 
Bureau of Labor Statistics. Senior living communities added a 
net 4,100 jobs in the third quarter (seasonally adjusted), down 
from the strong gain of 8,700 jobs in the second quarter. Looking 
beyond the quarterly volatility, senior living job growth remains 
generally on trend. Employment at senior living communities 
rose 2.2 percent between the third quarters of 2018 and 2019 
to become the seventh consecutive quarter with a growth rate 
in the 2.1- to 2.5-percent range.

Within the senior living industry, assisted living communities 
registered the strongest job growth in recent quarters. These 
communities added jobs at a 2.9 percent rate between the third 
quarters of 2018 and 2019, which followed four consecutive 
quarters with employment growth above 3 percent.

Although job growth at continuing care retirement communities 
was comparatively modest in recent quarters, it picked up in the 
third quarter. Continuing care retirement communities added 
jobs at a 1.6 percent rate between the third quarters of 2018 
and 2019, making for the strongest four-quarter gain since the 
second quarter of 2018.  

Senior Living Industry Employment
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Sector
Number of Jobs: 

2019: Q3
2018: Q3 to  

2019: Q3
2017 to 2018 2016 to 2017

Senior Living Industry 970,400 2.2% 2.3% 2.9%

Continuing Care Retirement Communities 509,300 1.6% 1.4% 3.0%

Assisted Living Communities 461,000 2.9% 3.3% 2.8%

Total U.S. Private Sector 129.7 million 1.6% 1.9% 1.8%

Trends in Employment in Types of Communities

Argentum analysis of data from the Bureau of Labor Statistics; figures are not seasonally adjusted.
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Number of Jobs: 
Q3 2019

Q3 2018 to  
Q3 2019

2017 to 2018 2016 to 2017

Senior Living Industry 970,400 2.2% 2.3% 2.9%

Continuing Care Retirement Communities 509,300 1.6% 1.4% 3.0%

Assisted Living Communities 461,100 2.9% 3.3% 2.8%

Skilled Nursing 1,613,100 0.2% -1.1% -0.9%

Hospitals 5,260,100 2.0% 1.4% 1.1%

Home Health Care 1,555,400 5.2% 3.7% 4.0%

Retail Trade 15,722,900 -0.4% -0.1% 0.1%

Restaurants and Accommodations 14,565,900 1.9% 1.7% 2.3%

Total U.S. Private Sector 129.7 million 1.6% 1.9% 1.8%

Trends in Employment Across Related Industries

Argentum analysis of data from the Bureau of Labor Statistics; figures are not seasonally adjusted.

HOME HEALTH CARE CONTINUES  
TO LEAD IN JOB GROWTH
The home health care sector continues to register the stron-
gest job growth among the related industries. The sector 
added jobs at a robust 5.2 percent rate between the third 
quarters of 2018 and 2019. This represented the sector’s 
strongest four-quarter job growth in eight years and was 
more than three percentage points stronger than employ-
ment gains in any of the other related industries.

Hospitals continue to expand payrolls at a steady pace. 
Employment at hospitals increased 2.0 percent between the 
third quarters of 2018 and 2019, which represented the third 
consecutive quarter of 2-percent growth.

Hospitality industry employment rose at a similar pace. The 
restaurants and accommodations industry added jobs at 

a 1.9 percent rate between the third quarters of 2018 and 
2019, following two consecutive quarters with growth above 
2 percent.

In the skilled nursing industry, employment rose for the first time 
in nearly four years. Employment in the skilled nursing sector 
increased 0.2 percent between the third quarters of 2018 and 
2019, the strongest four-quarter job growth in eight years.

Employment in the retail sector continues to trend lower. 
Retailers trimmed payrolls by 0.4 percent between the third 
quarters of 2018 and 2019, making for the second consecu-
tive quarter of job losses.     

In the overall private sector, job growth slowed in recent 
quarters. Private-sector employers added jobs at a 1.6 
percent rate between the third quarters of 2018 and 2019—
the slowest four-quarter job growth in more than eight years.
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AVERAGE WORKWEEK OF SENIOR 
LIVING EMPLOYEES DIPS AGAIN
For the fourth consecutive quarter, the average workweek 
of senior living employees declined from its year-ago level. 
Senior living employees worked an average of 33.0 hours 
per week during the third quarter of 2019.  This was down 1.7 
percent from an average workweek of 33.5 hours in the third 
quarter of 2018 and represented the largest four-quarter 
decline in 11 years. In the overall private sector, the average 
workweek declined 0.8 percent during the last four quarters.

Hours declined across both segments of senior living: 
Assisted living communities averaged 33.5 work hours 
during the third quarter of 2019, down 1.7 percent from 34.1 
hours during the third quarter of 2018.   

The average workweek of employees at continuing care 
retirement communities also trended sharply lower in recent 
quarters. Employees there worked an average of 32.5 hours 
per week during the third quarter of 2019, down 1.6 percent 
from 33.0 hours during the third quarter of 2018.  

Average Weekly Hours of Senior Living Employees

Source: Argentum analysis of data from the Bureau of Labor Statistics; figures are not seasonally adjusted.
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Sector
Number of Jobs: 

2019: Q3
2018: Q3 to  

2019: Q3
2017 to 2018 2016 to 2017

Senior Living Industry 33.0 -1.7% 0.0% 1.8%

Continuing Care Retirement Communities 32.5 -1.6% -0.6% 0.9%

Assisted Living Communities 33.5 -1.7% 0.0% 3.1%

Total U.S. Private Sector 34.5 -0.8% 0.3% 0.0%

Trends in Average Weekly Hours

Argentum analysis of data from the Bureau of Labor Statistics; figures are not seasonally adjusted.
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WAGE GROWTH ACCELERATES  
IN THE THIRD QUARTER
Senior living industry employees enjoyed stronger wage 
gains in the third quarter. Average hourly earnings increased 
3.7 percent between the third quarters of 2018 and 2019. This 
represented the strongest four-quarter wage growth since the 
first quarter of 2018.  

Senior living employees also saw wages rise faster than their 
counterparts in the overall private sector. Average hourly 
earnings of all private-sector employees increased 3.0 percent 
between the third quarters of 2018 and 2019, which was the 
fifth consecutive quarter with growth of at least 3 percent.   

Within the senior living industry, wage growth of employees 
at assisted living communities continues to improve. Average 
hourly earnings of employees at assisted living communities 
jumped 5.8 percent between the third quarters of 2018 and 
2019, which represented the sixth consecutive quarter of accel-
erating wage growth.

Average hourly earnings of employees at continuing care 
retirement communities rose 2.0 percent between the third 
quarters of 2018 and 2019, which represented the third consec-
utive quarter with wage growth of 2 percent or less.  

Average Hourly Earnings of Senior Living Employees
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Continuing Care Retirement Communities Assisted Living Communities

Sector
Number of Jobs: 

2019: Q3
2018: Q3 to  

2019: Q3
2017 to 2018 2016 to 2017

Senior Living Industry $17.97 3.7% 3.5% 3.1%

Continuing Care Retirement Communities 18.65 2.0% 3.5% 2.8%

Assisted Living Communities 17.25 5.8% 3.6% 3.7%

Total U.S. Private Sector 27.99 3.0% 3.0% 2.7%

Trends in Average Hours Earnings

Argentum analysis of data from the Bureau of Labor Statistics; figures are not seasonally adjusted.
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WAGE GROWTH REMAINS STRONG 
ACROSS RELATED INDUSTRIES
IEmployees in the related industries continue to see healthy 
wage growth. Retail employees experienced the strongest 
gains, as their average hourly earnings rose 4.7 percent rate 
between the third quarters of 2018 and 2019. This was nearly 
two full percentage points above the 3.0 percent wage 
growth of employees in the overall private sector.

Employees in the home health care sector saw their average 
hourly earnings increase 4.3 percent between the third 
quarters of 2018 and 2019, the fourth consecutive quarter 
of accelerating wage growth, representing the largest 
four-quarter increase in three years. 

In hospitality, steady wage growth continued. Average hourly 
earnings of employees in the restaurants and accommoda-
tions sector increased 3.7 percent between the third quarters 
of 2018 and 2019. This represented the 21st consecutive 
quarter with wage growth above 3 percent.

In the skilled nursing sector, the 3.8 percent wage gain during 
the last four quarters represented the strongest four-quarter 
increase in nearly three years.    

Hospital employees continue to see their wages rise at a 
slower pace than the overall private sector. Average hourly 
earnings of hospital employees rose 2.2 percent between 
the third quarters of 2018 and 2019, which represented the 
15th consecutive quarter with growth below 3 percent.

Average Hourly 
Earnings 
Q3 2019

Q3 2018 to  
Q3 2019

2017 to 2018 2016 to 2017

Senior Living Industry $17.97 3.7% 3.5% 3.1%

Continuing Care Retirement Communities $18.65 2.0% 3.5% 2.8%

Assisted Living Communities $17.25 5.8% 3.6% 3.7%

Skilled Nursing $19.80 3.8% 2.2% 2.9%

Hospitals $33.65 2.2% 2.4% 2.1%

Home Health Care $20.34 4.3% 0.5% -0.1%

Retail Trade $19.84 4.7% 3.3% 1.7%

Restaurants and Accommodations $15.58 3.7% 3.6% 3.9%

Total U.S. Private Sector $27.99 3.0% 3.0% 2.7%

Trends in Average Hourly Earnings Across Related Industries

Source: Argentum analysis of data from the Bureau of Labor Statistics; figures are not seasonally adjusted. BLS data includes both salaried and hourly 
workers in its average hourly earnings data.






