


II Make Sure Your Capital Partner Understands and Supports Your Business Model. 

Customer strategy must inform capital, not vice versa. Stephanie Harris, Arrow 

Senior Living, entered the industry as a turnaround consultant in 1999 to help 

clean up some of the casualties of the overbuilding during that era, which provided 

clarity on the need to have the right capital partner. "We found the right capital 

partner. We're very fortunate," she said. "We worked on getting it right from the 

very beginning." 

II Avoid Being Overleveraged. Prepare for the Unexpected. 

"Being overleveraged is your Achilles' heel," warned Rijos. During the pandemic, 

he recalled that some developers built communities with only 15% equity and 

85% debt. "That's a disaster," said Rijos. "Things will go wrong. There will be 

downturns." He added that if you can't put at least 35-40% of equity into the 

community then you shouldn't do the deal. Do not be afraid to say 'no.' 

D Maintain Focus. Understand the Relationship Between Operational Complexity 
and Growth. 

Trilogy offers a continuum of care. "Our business is very complex because of all the 

service lines we offer," said Barney. "That's why we've stayed focused in geographic 

areas that we know." This clustering strategy has helped Trilogy grow to 130 

campuses in five states. 

II Build an Organizational Culture and Trust in Your Team. 

"Always solve your people-problems first," said Rijos. "Then a lot of the other 

problems will take care of themselves." Build trust in the organization. For 

example, give the executive director the ability to try a new approach without a 

penalty if it fails. He prefers flat organizational structures rather than those with 

multiple management layers. 

Trilogy invests in its workforce with a robust apprenticeship program for every 

hourly position. "It's not just wages or benefits, but how we invest in their 

retention," said Barney. "We've chosen to do that through education and growth 

opportunities. Our employees drive our engine." 

Watch a Replay of the Full N IC Fall Conference Session ))) 

We would like to thank panelists Kurt Read, John Rijos, Leigh Ann Barney, 

Steven Vick, Stephanie Harris and Bob Kramer for sharing their insights and 

lessons learned. 
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