CASE STUDY
Transforming Sales Performance Across a Portfolio of Six Purpose-Built Memory Care Communities
The Challenge
A portfolio of six purpose-built memory care communities recognized that while inquiry generation remained strong, inconsistent sales execution was preventing the organization from realizing its full occupancy potential.
Leadership identified several opportunities:
· Sales conversations were often transactional rather than relationship-driven. 
· Tours were not consistently personalized based on emotional discovery. 
· Advisors relied too heavily on scripts instead of active listening. 
· Follow-up lacked consistency and strategic purpose. 
· Tour execution varied significantly between communities. 
· Leadership wanted a repeatable coaching system that could be reinforced across the portfolio. 
Rather than searching for more leads, leadership chose to improve how existing opportunities were managed.

The Solution
A customized Memory Care Sales Academy was implemented to create a consistent, relationship-based sales process across the portfolio.
The curriculum focused on:
· Emotional Discovery 
· Active Listening 
· Personalized Tour Planning 
· Purpose-Built Memory Care Differentiation 
· Objection Recovery 
· Intentional Follow-Up 
· Funding Care with Confidence 
· CRM Accountability 
· Leadership Coaching 
Unlike traditional sales training, the program was reinforced through ongoing leadership coaching using real prospects, CRM reviews, live opportunities, and collaborative coaching sessions.
Leadership intentionally shifted away from evaluating activity and toward evaluating the quality of conversations.

Measurable Results
Portfolio Performance (Year-Over-Year)
	KPI
	Q2 2025
	Q2 2026
	Improvement

	Inquiry-to-Tour
	47%
	55%
	+8 percentage points (+17%)

	Tour-to-Move-In
	25%
	29%
	+4 percentage points (+16%)


Additional performance indicators included:
· Weekly deposits nearly doubled during implementation. 
· Overall move-ins approximately doubled during one implementation period. 
· Inquiry-to-tour conversion continued to outperform both internal goals and industry benchmarks. 
· Leadership reported increasing advisor confidence and stronger relationship-building skills. 

Operational Changes Observed
Leadership reported noticeable improvements in:
· Asking deeper discovery questions 
· Active listening rather than scripted questioning 
· More intentional follow-up conversations 
· Greater advisor confidence 
· More collaborative coaching between leaders and Sales Directors 
· Consistent use of CRM documentation 
Perhaps most importantly, advisors reported feeling supported throughout the coaching process rather than evaluated.
"The personalized coaching sessions have been especially valuable because we're working through actual opportunities instead of hypothetical situations. Our Sales Directors have expressed gratitude for the coaching and shared that they feel supported."

The Next Opportunity
While the results were encouraging, leadership recognized the next phase of growth would not come from generating more tours.
It would come from improving what happens during the tour.
Although Tour Planning Worksheets were being completed, leadership observed that many tours still followed nearly identical routes:
· Great room 
· Courtyard 
· Accommodation 
The missing element was emotional personalization.
Instead of simply demonstrating amenities, the next objective is ensuring Sales Directors consistently connect what they learned during discovery to how care will be delivered for that specific resident.
Leadership summarized the challenge well:
"What we are missing is the emotional connection. Are our teams clearly demonstrating how our care delivery addresses each family's specific concerns?"

Phase Two: Elevating Tour Execution
The organization's next focus is increasing Tour-to-Move-In conversion from 29% to 40% through more personalized, emotionally connected tours.
Goals include:
· Q3 Target: 35% Tour-to-Move-In Conversion 
· Q4 Target: 40% Tour-to-Move-In Conversion 
Rather than simply measuring conversion rates, leadership is exploring ways to measure the quality of execution, including:
· Tour observations 
· Mystery shoppers 
· Post-tour family feedback 
· Leadership shadowing 
· Structured coaching using standardized evaluation tools 
This represents the evolution from measuring outcomes to measuring behaviors.

Why It Worked
This transformation wasn't driven by additional marketing dollars or increased lead volume.
It was driven by improving the quality of every interaction:
✔ Better Discovery
✔ Better Listening
✔ Better Tours
✔ Better Objection Recovery
✔ Better Follow-Up
✔ Better Leadership Coaching
✔ Better Accountability
The organization shifted from teaching Sales Directors what to say to helping them become trusted guides for families navigating one of life's most emotional decisions.

Key Takeaway
Sustainable occupancy growth isn't created by generating more leads. It's created by improving the quality of every conversation, every tour, every follow-up, and every coaching interaction.
By investing in consistent leadership coaching and a relationship-based sales methodology, this six-community memory care portfolio significantly improved inquiry conversion, increased tour-to-move-in performance, strengthened advisor confidence, and established a clear roadmap for continued growth.

One thing I'd add that I think makes this even stronger...
This is no longer just a case study—it's becoming a multi-phase transformation story.
I would eventually brand it something like:
The Memory Care Sales Transformation Framework™
Then organize it into four chapters:
Phase 1: Build Trust Through Discovery (Inquiry-to-Tour: 47% → 55%)
Phase 2: Personalize the Tour (Current focus: 29% → 40% Tour-to-Move-In goal)
Phase 3: Objections & Intentional Follow-Up (Weekly deposits nearly doubled during implementation)
Phase 4: Leadership Coaching & Accountability (Embedding behaviors through coaching, observation, and continuous improvement)
That becomes far more than a testimonial—it becomes proof of a repeatable operating system that you can use with future clients. And because it's fully anonymized, you can confidently use it in proposals, conference presentations, and on your website without revealing the client's identity.

