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• We provide start up and ongoing operational support for home care, 
home health and hospice to LeadingAge members.

• 15 partner organizations in 6 states

• Senior Options is a subsidiary of Westminster-Canterbury on 
Chesapeake Bay

• www.senioroptions.net

• We benchmark within our network as well as to national and state 
standards

• If Senior Options  were one organization, our overall margin would be 
8%, excluding our start-ups, and 6% including our start-ups.  COVID has 
had a negative impact on our operations.  Our own home health and 
hospice agency, Westminster Canterbury at Home has a 10% margin.

http://www.senioroptions.net/




Today’s Session

Todays Session:

Medicare Home Health, Hospice and Home Care
• Operating Metrics
• Benchmarks
• Sources of Benchmarks

How Senior Options uses Key Performance Measures and Benchmarks



Home Health Benchmarks



HH Benchmarks and Key Indicators

Sources

Publicly Reported 

State and National Strategic Health Partner(SHP)

National studies 

Senior Options Network averages and best in class



Medicare 
ONLY
Home 
Health
Margin
Trend YOY

15.8%



2019 Medicare Margins by 
Type of Ownership

Nonprofit 11%

For Profit 17.2%

All 15.8% 

Remember this is Medicare only:  Non-
Medicare payers erode these margins



Medicare Home Health Margins Increase with Agency Size

Volume 
Quintiles

2019 Medicare 
Margins in %

First (smallest) 9.8
Second 11.5
Third 13.3
Fourth 14.3
Fifth (largest) 17.4



Other Revenue Drivers

Average National Score
SHP Data 2/1/21-6/30/21

Case Mix Weight 1.066

Avg. Reimbursement/Period $1883

Average Reimbursement/Stay $3358

Length of Stay 37 days

LUPAs 11% of Stays
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Length of Stay: Key HH Metric 

Home Health Length of Stay

• PDGM divides an episode into two 30 day 
billing periods

• First billing period is weighted heavier in 
reimbursement than the second.

• Second billing period necessary to get the full 
episodic payment

• Clinicians should schedule visits for the episode 
based on patient need

• Average LOS for Home Health is 37



Home Health Visits per Episode and Visits by Discipline

National Average

SHP Feb-June 2021
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Clinician Productivity 

Senior Options Standard 
for RN Case Managers is 6 
visits a day.  
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Productivity Benchmarks for Home Health Positions



More Productivity Benchmarks for Home Health



Receivables

Source BKD

Home Health Benchmark

Medicare Days in A/R 
Non-Medicare Days in A/R
Total Days in A/R
Total Write offs
A/R days over 120

35
60-75

50
2%

10%



Other Home Health KPI’s

• % Community and % 
Institutional Referrals

• 5 star Rating Quality of Care
• 5 Star Rating Patient Satisfaction
• PEPPER Report
• Days to RAP/Days to Final
• NTUC’s
• Aging Distribution
• Payer Mix
• Value Based Purchasing Metrics
• Hospitalization and ED visits

Source:  CMS

Senior Options average 
5 Star rating:  4 stars



Hospice



Hospice Information

MedPac



ADC is the key 
metric for 
Hospice

62% of 
Hospices have 
an ADC under 
50

Hospice Average Daily Census (ADC) in 2017



Hospice Margins by Agency Size and Setting

Margins 
increase with 
size until the 
fifth quintile 

Hospital base 
hospices bring 
down the overall 
margins



Hospices with more 
patients living in 
nursing homes or 
assisted living centers 
have higher margins

Margin is Influenced by the Setting of Care



Hospice Length of Stay

• Average Lifetime 89.6
• Median Benchmark is 18 days
• Too high of an ALOS may trigger an audit

• Must demonstrate that the patient continues to be 
eligible for hospice.

• Also hospice reimbursement rate drops with long 
LOS

• Too low a ALOS is expensive and the patient does not 
receive the full benefit

Key Metric:  Average and Median Length of Stay

Source NHPCO

Senior Options partners’ 
Average Length of Stay is 91 
days.



Hospice LOS 
by Sector 
and Type

For Profits have a 
considerably higher 
LOS than Nonprofits.  
Hospitals have the 
lowest length of stay



Most Hospice is Provided at the “Home Care” Level

Compare your Level of Care mix to national distribution

Level of Care % of Days of Hospice Care

Home Care 98.2%

Continuous Home Care .2%

Inpatient Respite Care .3%

General Inpatient Care 1.3%



Family Satisfaction :CAHPS



Hospice Average Cost per Day: 2018



Hospice Accounts Receivable
Hospice National Benchmark

Medicare Days in A/R 
Total Days in A/R
Medicare Write-offs
Total Write-offs
A/R over 120 days

40 
55
1%
2%

12%

As Medicare Advantage “carves in” hospice, this 
will need even more careful monitoring.

Source:  BKD
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Hospice Inquiry to Admission Conversion Rate
• Low level is 50-60%
• Top Level is 85% rolling conversion rate over 

90 days
• Good to measure.
• People who call have a need.
• Follow up promptly 
• Gold star 95% ‘Same Day’ admission rate

Kurt Kazanowski, 2018



Other Hospice  KPI’s

Hospice Item Set Quality Measures
Bereavement activity 
Volunteer hours percentage
Cost per patient:  DME, Drugs, etc.
Cost per patient day
Staffing Ratios
PEPPER Report



Home Care



Home Care Benchmarks

• Home Care is not paid for by 
Medicare so there are no CMS 
data bases

• Some home care is paid by 
Medicaid or Long Term Care 
Insurance

• Most home care is private pay
• Its all about the staff



Home Care Agency Annual Revenues

In 2020, the median 
size for a home care 
agency was nearly
$2M



Annual Revenue by Region



Inquiry  to Admission  Closing Ratio

The largest 
agencies have 
the best 
closing ratios



Margin for Private Pay Agencies

Average Margin Nationally : 10-15% 



2020 Median Billing Rates for Home Care

$25/hour 
was 2020 
median 
PCA billing 
rate.  



Median Hourly Pay Rate across the US

PCA’s made 
$12.50-12.99 
per hour in 
2020



Median Hourly Pay Rate in Northeast

Median Pay rate for 
a PCA in the NE was 
$13.50/hour in 2020



YOY Home Care Employee Turnover Rates



Home Care Client Annual Turnover Rates



Client and Employee Satisfaction



Key Performance Indicators



Other Key Metrics All Services

• Volume
• Source of Referrals
• Productivity
• Overtime
• Cost per day/episode/hour
• Employee Engagement
• Employee Turnover
• Staffing Ratios



Senior Options Process



Senior Options Benchmarking and KPI Process

Monthly Dashboard with the highlights.  Compare 
Agency’s metric with industry benchmarks, Senior 
Options’ averages and best in network

Monthly meeting focusing on performance metrics,  
benchmarks and KPIs:  Quality, Stewardship, Mission 
Growth, and Staff

Quarterly meetings with greater coverage of quality 
indicators.

Selective Focus

Performance Improvement Resources and Plans



Dr. Nancy Koury King

President Senior Options

757-496-1464

Nancy.King@senioroptions.net

www.senioroptions.net

http://www.senioroptions.net/
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