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Question 1:

“Which referral source gives you 
The most new clients

With the highest hours per week
And the Longest Length of stay?”



Question 2:

“Which recruiting source 
Gives you the most job applicants
Who make it through selection,

Show up on the first day,
And are still with you in one year?”



Question 3:

“What is your annual caregiver 
turnover, and how much of your 

turnover happens in the 
First 90 days?”





Data Oriented 
Decision Making:

“Using facts, metrics, and data to 
guide strategic business decisions 

that align with your goals, 
objectives, and strategic 

initiatives.”



Four Levels of Your
Data Stream:

1. Raw Data
2. Information
3. Knowledge
4.Wisdom



From Opinion to Wisdom

With Stephen “Dataman” Tweed



INDUSTRY BENCHMARKING 
STUDIES

www.benchmarking.homecarepulse.com



INDUSTRY RESEARCH REPORTS

www.leadinghomecare.com



THE IN-HOME PERSONAL CARE INDUSTRY – 
 29,000 COMPANIES IN 2025

Independents – 13,000
Franchises – 8,540
Affiliated – 5,000
Registries – 2,000



TOP TEN HOME CARE FRANCHISES IN 2024
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Source: Leading Home Care … a Tweed Jeffries company



2024 REVENUE BENCHMARKS FOR 
HOME CARE COMPANIES 

Industry Median -  $2,301,088
Franchise Average - $1,305,479
“Leaders” - $2.8M+ - $3,775,366
Top 10% Mastermind - $4,870,000
Masters ($5M +) -  $6,955,075
95th% -    $11,880,204
Top 5% Mastermind Group - $14,861, 281 
 

Sources:  Home Care Pulse, Franchise Times, Home Care CEO Forum



HOME CARE FRANCHISE COMPANIES
• 58 companies offering Home Care franchises
• 8,540 Franchise Units
• Franchise Average Revenue - $1,305,479
• The top 20 companies have 100 or more units
• 8 companies have between 50 and 87 units
• 28 companies have less than 35 units
• 12 companies that previously offered franchises no long 

offer them
• 9 Companies that previously sold franchises have gone out of business.

 

Source:  Leading Home Care – August 2024



THE TOP 15 FRANCHISE HOME CARE COMPANIES

Total Revenue = $8,660,549,438 
Total Franchise Units = 6634
Average Revenue per Unit= $1,305,479

Source:  2023 Franchise Times Top 400 Franchises



LESSONS FROM THE TOP 5%



FIVE PHASES OF FLOW!

Attraction

Conversion

Staffing

Caregiving

Collection



ATTRACTION
Purpose:  “Make the Phone Ring”
Marketing
Sales
Public Relations
Community Outreach



CONVERSION
Purpose: “Convert Callers to Clients”
Inquiry Process
In-home “Care Consultation”
Intake and Admission
Start of Care



STAFFING
Purpose: “Find and Keep Top Talent”
Recruiting
Selection
On-Boarding
Training
Retention
Record Keeping      



CAREGIVING
Purpose: “Matching Clients and Caregivers and  
Supporting your Caregivers”
Scheduling
Care Coordination
Caregiver Supervision
Client Contact
Time and Attendance Tracking



COLLECTION
Purpose: “Keep Cash Flowing”
Time and Attendance Reconciliation
Billing
Collections
Record Keeping
Tracking
Reporting



Performance

“What Gets Measured 
Gets Managed.

What Gets Rewarded
Gets Repeated.”

              Stephen Tweed



Performance

“No Money
No Mission!”



ATTRACTION

Purpose:  “Make the Phone Ring”
Marketing
Sales
Public Relations
Community Outreach



METRICS FOR ATTRACTION

• Inquiries
• In-home Assessments
• Admissions
• New Clients
• Total Clients
• Total Hours
• Hours per client per week *



DOLLAR VALUE OF A CLIENT



DOLLAR VALUE OF A CLIENT – CASE STUDY
$3 Million Agency

Specialty Advisors   $183,931
Geriatric Care Manager  $  91,680
Trust Officer    $  40, 394
Employees    $   32,298
Clients / Family   $   22,385
US Dept. Veterans Affairs  $   21,019
Physician    $   14,567
Home Health Agency   $    7,128
Hospital    $    6,699
Skilled Nursing Facilities  $    6,440
Guardian    $    4,568



METRICS FOR ATTRACTION

• Inquiries
• In-home Assessments
• Admissions
• New Clients
• Total Clients
• Total Hours
• Hours per client per week *



THE MOST PROFITABLE AGENCIES HAVE
THE HIGHEST HOURS PER CLIENT PER WEEK

    Net Income Hours / Client / Week
Median Company  7.2%   20
Five Mastermind Groups 8.82%  32.46
Top 10% Mastermind  10.51%  36.69
Top 5% Mastermind  5.15%  1.38
Most Profitable 5%  14.29%  52.0    
  

Source: Activated Insights and Home Care CEO Forum



THE LARGEST AGENCIES HAVE
HIGHEST HOURS PER CLIENT PER WEEK

     Revenue  Hours / Client / Week

Median Company   $2,009,771   20
Strategic Growth MM  $1.5M to $3M  19.00
Top 10% Mastermind  $3M to $6M  32.46
Top 5% Mastermind  $10M to $50M 41.38
Most Profitable 5%  $10M   52  



CONVERSION

Purpose: “Convert Callers to Clients”
Inquiry Process
In-home Assessment
Intake and Admission
Start of Care



METRICS FOR CONVERSION

Inquiries  
Assessments
Admissions



TRACK EVERY CALL

 Use the Inquiry Log to track every call
 Use the Inquiry Form to get the info for your log
 Analyze the results monthly
 Transfer to your Strategic Scorecard



METRICS FOR CONVERSION
Inquiries
• By Referral Source
• By Sales Rep

Assessments
• By Person Taking Call
• By Referral Source

Admissions
• By Referral Source
• By Sales Rep
• By Assessment Marketer



2024 MEDIAN CONVERSION RATIOS 

       Industry  Masters 
Inquiry to Assessment   31.7%  35.5%
Assessment to Admission   81.6%  87.4%
Overall Inquiry to Admission  25.8%  31.1%

Source:  Activated Insights 2025 Home Care Benchmarking Report



Question 1:

“Which referral source gives you 
The most new clients

With the highest hours per week
And the Longest Length of stay?”



STAFFING

Purpose: “Find and Keep Top Talent”
Recruiting
Selection
On-Boarding
Training
Retention
Record Keeping      



THE RECRUITING FUNNEL



STAFFING METRICS – FUNNEL
• Inquiries
• Application Completed
• Pre-employment Assessment Completed
• Interview Completed
• Drug Tests & Criminal Background
• Offers Made
• Orientation Completed
• First Shift Attended
• Ninety Day Retention
• One-year Retention





Source: 2022 HCP Benchmarking Report 



THE BEST CAREGIVERS
ARE NOT ON INDEED.COM

LOOKING FOR WORK.
     STEPHEN TWEED, CSP





Question 2:

“Which recruiting source 
Gives you the most job applicants
Who make it through selection,

Show up on the first day,
And are still with you in one year?”



Question 3:

“What is your annual caregiver 
turnover, and how much of your 

turnover happens in the 
First 90 days?”



CAREGIVER TURNOVER
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COMPANIES THAT TURNED DOWN CASES DUE TO 
CAREGIVER SHORTAGES

55%45%

Turned Down Cases

Yes No

Source:  HCP Benchmarking Report



57% OF TURNOVER HAPPENS IN THE FIRST 90-DAYS

57%
43%

Turnover

90 days 1 Year

Source:  HCP Benchmarking Report



Three Big Causes of
90-day Turnover

1. Bad Hire
2. Paycheck Balance
3. Lack of Caregiver 

Engagement



CAREGIVING

Purpose: “Matching Clients and Caregivers and  Supporting your 
Caregivers”
Scheduling
Care Coordination
Caregiver Supervision
Client Contact
Time and Attendance Tracking



CAREGIVING METRICS

• Clients on service
• Hours billed
• Shifts Scheduled
• Unfilled Shifts
• Call Offs (number of CGs who call off within certain 

time)
• Supervisory Visits Completed
• Client Nurture Calls and Visits Completed



HOW DO WE KNOW WHEN 
TO HIRE THE NEXT PERSON?

Median home care company
Generates $341,485 per full time equivalent 

office team member

Source: 2024 HCP Benchmarking Study From Activated 
Insights



COLLECTION

Purpose: “Keep Cash Flowing”
Time and Attendance Reconciliation
Billing
Collections
Record Keeping
Tracking
Reporting



COLLECTIONS METRICS

• Hours Billed
• Total Revenue
• Avg. Revenue per Hour
• Avg. Revenue per Client
• Direct Cost of Care
• Gross Margin $
• Gross Margin %
• Accounts Receivable / Bad Debt
• P & L comparison to Industry Benchmarks



MEASURE EVERYTHING

“What gets measured gets managed, what gets 
rewarded gets repeated”.

Stephen Tweed

Setting up tracking systems gives you 
the raw data you need to analyze 
your business and make strategic 
improvements



TWELVE SYSTEMS TO AUTOMATE YOUR 
BUSINESS
1.Sales
2.Marketing
3.Inquiry
4.Recruiting
5.Compliance
6.Retention

7. Scheduling
8. Care Coordination
9. Payroll
10.Billing & Collection
11.Metrics Tracking
12.Financial Reporting



Source: 2025 Future of Home Care Study
From Leading Home Care and AxisCare



“The value of 
an idea lies in 

using it”

Thomas Edison



?
Stephen@Leadinghomecare.com

https://www.linkedin.com/in/stephentweed/ 

mailto:Stephen@Leadinghomecare.com
mailto:Stephen@Leadinghomecare.com


Thank You!
STEPHEN TWEED
CEO
Leading Home Care … a Tweed Jeffries company
www.leadinghomecare.com
502-339-0653 | Stephen@leadinghomecare.com
© 2025 Leading Home Care … a Tweed Jeffries company

Session Sponsor

mailto:Stephen@leadinghomecare.com
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