EXITSIGNAL

DD-Readiness Report

A sale-readiness assessment and preparation guide based on your
self-reported inputs. Preparation guidance — not legal, tax, clinical,
regulatory, or valuation advice.

Care home: Maple Court Care Home

Buyer archetype: PE | PE-backed consolidator

{ SAMPLE — illustrative ]

A structured readiness analysis against the ExitSignal framework, calibrated on public UK
care-sector due-diligence checklists.
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ABOUT EXITSIGNAL

ExitSignal is a structured due-diligence-readiness framework built on public UK care-sector due-
diligence checkilists, calibrated for private-equity, consolidator, and independent buyer archetypes.
It translates your operational reality into the evidence buyers demand — before they demand it.

How to read this report

This report helps you answer five questions quickly: Where am | weak? What matters most? What do |
do first? What can wait? When do | need a professional?

You don't have to act on all of it at once. The next page sets out the handful of priorities that matter
most for your sale — work through those a few at a time, in short sittings, and come back to the rest
when you're ready.

What the score means

Each area is scored out of 5 from your own answers. A higher score means your evidence is more
complete and easier for a buyer to diligence — it is not a mark of your care quality, but of how sale-
ready the paperwork and structure are.

What Red /| Amber | Green means

on track — likely to reassure a buyer. partly there — buyers are likely to probe it.

a likely focus of scrutiny — worth attention before market. The colours signal how an area is
likely to affect a buyer's confidence, not a pass/fail verdict.

What "good" means here

"Good" means good enough to diligence cleanly — the evidence exists, is current, and is organised. It
is a readiness bar, not perfection.

The three actions

Something you can act on yourself, soon.

[Prepare before j Evidence to assemble and organise before you go to market — not necessarily

market fixed, but ready to show.
Get Turns on a regulated or specialist judgement — take it to the relevant adviser before you rely
advice on it.

One important note

This analysis is built entirely from the answers you provided. ExitSignal has not independently verified
them, so the value you get depends on how accurately and how fully you completed the workbook — in
particular, the detail in each section's evidence notes, which is read directly when this report is written.
If any section here feels too general, adding more detail there and regenerating will sharpen it. Where a
point touches a regulated area, confirm the current position with your own adviser.

1
w
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Executive summary

Overall readiness: (2.9/5)

Maple Court Care Home is a genuinely attractive asset — a Good-rated, 93%-occupied freehold with
strong care staff, a modern room mix and clean statutory accounts — but it sits at AMBER overall
(average 2.87/5) because three sections score RED and the two most serious gaps concern you
personally: almost all commercial value currently runs through you, and there is no plan for what
happens when you step back. The good news is that every gap identified in this report is solvable, and
many can be meaningfully improved in the months before you go to market.

Readiness at a glance

S2 Operating Model _ 29
53 CQC & Regulatory )
S4 Workforce . = 31
S5 Property & Leases c—— ] 38
S6 Commercial Contracts _ 3.0
S7 Financial Hygiene — 24

S8 Data Protection : 3
G 23

BIGGEST LEVER

s9 Governance (siccestLever ) (S 2.2

Score out of 5 - dotted marks = amber (2.5) and green (3.5) thresholds - ( BIGGEST LEVER ) = where the most value is at stake for you

Where your value is most at stake

Ranked by how much each gap is likely to affect value for a buyer of your type — start your
energy here.

1. Owner dependency & value transferability (relationships, knowledge and decisions tied
to owner) (S9 Governance & Succession - 9.11)

2. Ownership succession & exit-transition plan (founder handover readiness, second-tier
bench, earn-out feasibility) (S9 Governance & Succession - 9.12)

3. Risk management (S2 Operating Model & Capability Maturity - 2.6)
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What is threatening value

Owner dependency: virtually all funder
relationships, fee negotiations, supplier
knowledge and day-to-day commercial
judgements run through you personally,
with nothing written down or delegated.
No exit-transition plan: no succession
plan, no tested second-tier bench, and
no handover playbook — buyers need
confidence the value survives your
departure.

Financial hygiene is RED: management
accounts are quarterly and several
weeks late, with no monthly run-rate, no
13-week cash forecast, and a VAT
partial-exemption method that has never
been formally reviewed.

Data protection is RED: ROPA
incomplete, no data-sharing agreements
with LA/NHS, DPIAs missing for the care
system and agency portal, DSPT
overdue, and breach register barely
used.

Governance is RED: no board, no written
delegated-authority matrix, no conflicts
register, no risk register beyond H&S,
and no formal assurance activity.

What is helping value

» CQC: Good across all five key questions
at the most recent inspection (November
2024), with a stable three-inspection
trajectory since 2019.

* Property: single freehold, 48 beds at
~90% en-suite single rooms, purpose-
built dementia wing, 2024 condition
survey, all statutory certificates current.

» Occupancy and fee mix: 93% average
occupancy over the trailing 12 months,
with a 55% self-pay share — a strong
pricing-power signal for a PE buyer.

» Workforce quality: long-tenured senior
care staff, below-sector-average
turnover, mandatory training at 95%-+
completion, DBS register current.

« Statutory finances: clean, unqualified,
on-time statutory accounts; auto-

enrolment compliant; no live employment

tribunal claims.

If you do only three things in the next 30 days

1. Start the owner-dependency reduction programme this week: map every external relationship,

decision and piece of know-how tied to you, assign a named successor for each, and book the

first joint introductory meetings with LA case managers and your bank — this is the single

action that most directly builds transferable value.

. Instruct your accountant to move management accounts to monthly production with a target

close lag of 10-15 working days from month-end, and to produce the last three months of
accounts in a consistent format with site-level P&L and EBITDARM — buyers are likely to ask

for these in the first week of any process.

. Appoint a named, accountable data-protection lead (not as a side-role), complete the ROPA to

cover all health-data processing, and submit this year's DSPT — these three connected steps



bring your worst-scoring section to a visible, manageable state before any buyer's adviser
looks at it.

Likely adviser input needed

Employment / payroll adviser = Before market

A specialist who checks that how you pay staff — wages, holiday pay, sleep-in shifts and worker
classifications — is consistent with current employment law.

Why a buyer looks: Buyers' legal teams routinely re-examine holiday-pay calculations and sleep-in treatment in
care homes because the rules in these areas have shifted and are a recurring focus in sector diligence; they want

to see a documented, reviewed payroll position, not an untested assertion.

VAT | tax adviser Before market

An accountant or tax specialist who reviews how your VAT partial-exemption method works —
care homes receive a mix of VAT-exempt and potentially taxable income, and the rules for
recovering input VAT need to be formally documented and checked.

Why a buyer looks: A buyer's tax team will probe the partial-exemption method in detail; an undocumented or
incorrect method is treated as a contingent liability that needs to be understood and quantified before the deal can

be priced.

Data protection /| GDPR adviser = Now

A specialist who reviews how you handle personal and health data — residents' care records, staff
files, CCTV, agency portals — against current UK GDPR and Data Protection Act 2018
requirements.

Why a buyer looks: Buyers' DD teams examine data protection closely in care settings because health data is the
highest-risk category under data-protection law; they check the lawful basis, the ROPA, data-sharing agreements

and breach history before they are comfortable taking on the compliance position.

Corporate solicitor (care sector) = Before market

A solicitor experienced in care-home transactions who reviews your articles of association, advises
on the sale structure, and prepares the legal disclosure schedules — the documents that formally
tell a buyer what they are acquiring.

Why a buyer looks: PE buyers run structured, adviser-led processes; their legal team will scrutinise constitutional
documents, employment contracts, supplier contracts and regulatory correspondence — having your own solicitor

engaged early means you are prepared rather than reactive.

Corporate finance adviser (care sector) = Before market

A specialist who helps you prepare the business for sale, manages the process of finding and
negotiating with buyers, and advises on how the deal is structured and priced.

Why a buyer looks: PE buyers are experienced deal-makers and will be represented by their own corporate
finance team; having your own adviser levels the playing field and ensures the financial narrative — EBITDARM,

normalised earnings, growth story — is presented in the language buyers use.
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Section scorecard

A one-line scan across all areas. The detail follows later — start here to see where to look.

S2 Operating
Model

S3CQC &
Regulatory

S4 Workforce

S5 Property &
Leases

S6
Commercial
Contracts

S7 Financial
Hygiene

S8 Data
Protection

S9
Governance

2.9

3.7

3.1

3.8

3.0

2.4

2.3

2.2

Amber

Green

Amber

Green

>
S
<3
o

Process documentation: core
operational processes live in people's
heads, not written SOPs — a new
manager could not run the home from
paper alone.

Action plans are not consolidated into a
single auditable pack — a buyer's
adviser will want to sample closure
evidence from a single tracker.

Agency at 22% of care hours,
concentrated with two providers and no
written reduction plan — a direct PE
buyer concern.

Deferred maintenance backlog (flat roof,
two assisted bathrooms) is
acknowledged but not surveyed, costed
or prioritised — buyers are likely to want
a quantified figure.

Fee debt / aged debtors: no formal
credit-control process, LA payment lag
regularly stretches cash, and the debtor
book is tracked on a spreadsheet only.

Management accounts: quarterly,
several weeks in arrears, inconsistent
format, no monthly run-rate or site-level
P&L.

No data-sharing agreements with LA or
NHS despite daily health-data flows — a
direct compliance gap buyers' advisers
will flag.

Owner dependency at 1/5: all
commercial value runs through the
owner personally with nothing
transferable.

ExitSignal - DD-Readiness Report

Written 3-year strategic plan
with measurable objectives,
reviewed quarterly.

Good overall CQC rating
across all five key questions,
stable across three
consecutive inspections (2019,
2022, 2024).

Senior care staff long-tenured,
turnover below sector average
— a genuine retention and
quality signal.

Single freehold, owned outright
— clean title, no lease risk.

55% self-pay share — strong
pricing power and margin
quality signal for a PE buyer.

Clean, unqualified statutory
accounts filed on time with
going-concern confirmed.

Care records on a secure,
access-controlled digital
system — well kept and
audited.

Single trading company, 100%
owned — clean, simple
corporate structure with no
minority or structural
complications.
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Your priorities for the next 30 days

Start here — these are the priority gaps the report deep-dives next. The full action plan, with owners,
timeframes and what you can disclose before fully fixing, is near the back.

OO T

advice

z

3 Prepare

before

market

Owner
dependency &
value
transferability

Ownership
succession &
exit-transition
plan

Risk
management
— enterprise
risk register

A PE buyer's primary concern on an
owner-operated home is whether
the value they are paying for will
still be there after completion, or
whether it walks out with you. They
will interview your second tier,
speak to your LA commissioners
and ask your bank contact who
they deal with — and if the answer
is consistently 'the owner', that
raises serious questions about
transferability that buyers' DD
teams examine closely. Building
demonstrable evidence that value
is genuinely transferable is the
most important single task before
going to market.

A PE buyer is not acquiring a job for
the existing owner — they are
acquiring an asset that should run
independently. Without a credible
transition plan backed by a tested
bench, buyers' DD teams scrutinise
whether the post-completion
business is viable, and this directly
shapes how they assess the risk of
their investment. The absence of
any plan is one of the clearest
signals that value has not yet been
made transferable.

PE buyers' DD teams check the risk
register as a test of management
quality — not just to see what risks
exist, but to see whether
management has thought about
them ahead of time and is actively
managing them down. A register
that is blank on the commercial and
financial risks that are already
visible (agency dependence, owner
dependency, LA fee adequacy,
cash cycle) reads as an
organisation that manages by

ExitSignal -

DD-Readiness Report

Map every external
relationship, decision and
piece of commercial know-
how currently tied to you —
use a simple table: item,
criticality (high/medium),
current owner (you), target
owner (named manager),
and transferability status.

Assess your second tier
honestly: for each senior
role (RM, deputy, finance
lead, admissions/
commercial), write a one-
paragraph readiness view
— what can they do today,
what would they need to
step up fully, and what is
the gap-fill timeline.

Build the register: set up
an Excel template with the
standard columns (risk,
category, likelihood 1-5,
impact 1-5, rating, owner,
mitigations, target rating,
next review date) and
populate it with at least the
top 10 risks you can
already see — agency
dependence, RM loss,
owner dependency, LA fee
pressure, cash cycle,
property backlog, and the

No

No

Page 8 of 53



o e s

4 Agency

5 Get
advice

6 Prepare

before

market

dependence

Employment
contracts —
consistency
and current
legislation

Deferred
capex /
maintenance
backlog

reacting rather than by looking
ahead.

Agency cost at this level is one of
the four explicit deal-concerns PE
buyers carry into every care-home
DD process. A sustained high
agency rate compresses operating
margin and — in the absence of a
credible, evidenced reduction plan
— raises questions about whether
the staffing model is structurally
viable. Buyers' financial advisers
will recompute the cost from payroll
data and will look for a downward
trend; a single good month is
insufficient. The goal before going
to market is a written plan, a tracker
with at least three months of history,
and ideally an already-falling trend
line.

Buyers' legal teams sample
employment contracts across role
groups as a standard DD step —
they check that all staff hold a
current, signed contract on up-to-
date terms, and that the template
reflects current statutory minimums.
Holiday-pay and worker-status are
areas that buyers' advisers
commonly probe in care homes
because they have been the
subject of ongoing development in
employment law; the goal is to have
a documented, reviewed position
rather than an unexamined one. An
employment adviser's review before
market gives you that position and
avoids surprises during DD.

Buyers treat a quantified
maintenance backlog as a number
they need to work with in pricing the
asset — they will either see your
figure or produce their own. An
uncosted backlog invites a buyer's
surveyor to assume the worst and
produce a higher number than the
reality. Getting your own survey
done and having a costed,
prioritised register means you

ExitSignal - DD-Readiness Report

data-protection gaps are all
known entries.

Build the agency tracker: No
pull the last three months
of payroll and roster data
and populate the tracker
with total care hours,
agency hours, agency % of
hours, agency spend (£),
cost per agency hour
versus permanent hour,
split by provider and by
role (carer/senior carer/
night) — this gives you
your baseline and the start
of a trend.

Gather the current contract =~ Yes
templates by role group —

carer, senior carer, nurse

(if applicable), ancillary,

admin, management —

and note the version date

on each; this is the starting
inventory for the adviser.

Commission a building No
surveyor to assess and
provide indicative cost
estimates for the flat roof
section and each assisted
bathroom — you do not
need a full reinstatement
survey, just a scoped
assessment of each known
item with an urgency and
cost range.
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7 Fee debt /

aged debtors

:

Management
accounts
cadence

control the narrative and can

separate safety-critical items (likely

to need doing before market) from

discretionary refurbishment (can be

priced as buyer spend).

Buyers' financial advisers re-age
the debtor ledger from source and

test it against your balance sheet —

they will not rely on your
spreadsheet summary. A high or
growing debtor book, or one that is
poorly evidenced, is treated as a

potential working-capital adjustment

and a signal of weak financial
control. Having a clean, trended,

funder-split aged-debtor analysis is

both a quality-of-earnings
preparation task and a cash
management improvement in its
own right — LA payment lag

stretching cash is a real operational
problem to solve now, not just a DD

presentation issue.

For a PE buyer, quarterly late-
arriving accounts with no monthly
run-rate signal that the business is
not financially managed at the
standard they expect to acquire it

Run the aged-debtor report  No
from your accounting

system split by funder type

(LA, self-pay, NHS/CHC)

and by ageing band

(current, 30/60/90/90+

days) — this is the

baseline for everything

else.

Agree with your accountant ~ No
a monthly close calendar:

list each close task (final
invoices, payroll booking,
accruals, management-

at. They cannot tell whether a good
month was driven by occupancy,
fee mix, or a cost saving; they
cannot see whether a trend is
holding; and they cannot begin their
financial analysis until this gap is
closed. Moving to monthly accounts
with a consistent format and a clear
production lag is the single most
important financial preparation step
— and it needs several months of
track record, not a one-off pack.

accounts draft) with a
named owner and a target
day-of-month deadline —
and commit to producing
the next month-end pack
within 15 working days.
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Detailed section findings

S2 - Operating Model

Maple Court has clear strategic direction — a written 3-year plan, strong culture, good CQC
change delivery — but the operating model rests heavily on informal knowledge and
undocumented processes, which creates transferability risk a PE buyer is likely to probe
directly.

Scores of 4/5 on vision and culture show a purposeful home, but process documentation (2/5) and
knowledge management (2/5) are gaps that amplify the owner-dependency picture. The risk register
gap (2/5) means commercial, financial and strategic risks are not captured anywhere outside H&S.

STRONGEST AREAS WEAKEST AREAS

 Written 3-year strategic plan with measurable * Process documentation: core operational
objectives, reviewed quarterly. processes live in people's heads, not written

« Strong, settled caring culture — long-tenured SOPs — a new manager could not run the
care staff, low complaints and demonstrable home from paper alone.
word-of-mouth. » Knowledge management: commercial,

« Proven change-delivery track record — CQC supplier and operational know-how sits with
actions closed, new staff absorbed without the owner and two long-serving staff, with no
friction. structured repository or handover protocols.

 Risk management: no enterprise risk register
— commercial, financial and strategic risks
are untracked and would be absent from a
buyer's expected register view.

WHAT TO DO NEXT
* Build the enterprise risk register starting with the top commercial, financial and workforce risks (see
deep-dive 2.6).
* Prioritise SOPs for the five highest-risk processes — medication, safeguarding, admissions, on-call
and rostering — with version control and a named owner for each.

* Begin the knowledge-capture programme alongside the owner-dependency work: document funder
contacts, supplier terms and fee-negotiation process before going to market.

M No regulated determination is required for operating model work; all items here are owner-led documentation and
organisation tasks.

S3 - CQC & Regulatory

Maple Court's regulatory position is the standout strength of the business — Good across all
five key questions at November 2024 with a clean three-inspection run, and strong supporting
governance on safeguarding, IPC and complaints.

A score of 3.70/5 with no warning notices, low safeguarding volume, current IPC regime and a well-
managed complaints log gives buyers the regulatory confidence they most value. The two areas below

ExitSignal - DD-Readiness Report Page 11 of 53



4/5 — action-plan tracking and mortality review — are documentation improvements rather than

substantive concerns.

STRONGEST AREAS

» Good overall CQC rating across all five key
questions, stable across three consecutive

inspections (2019, 2022, 2024).

» No warning notices or requirement notices on
record; clean regulatory correspondence file.

* IPC audits current, training up to date, no
outbreaks since 2022.

WHAT TO DO NEXT

WEAKEST AREAS

« Action plans are not consolidated into a single
auditable pack — a buyer's adviser will want
to sample closure evidence from a single
tracker.

 Mortality review cadence is informal rather
than a fixed, documented process with root-
cause analysis and tracked actions.

 Consolidate all open and closed action-plan items into a single tracker with named owners, due

dates and linked closure evidence.

» Formalise the mortality review process with a defined cadence, root-cause template and action

tracker.

 Ensure the action tracker is live and maintained — buyers are likely to test cadence against real

entries, not just the existence of a document.

S4 - Workforce

Maple Court's workforce has real strengths — long-tenured care staff, high training completion,
current DBS register — but agency dependence at 22% of care hours is a known PE deal-
concern, and employment contracts unseen since 2021 are an area to have reviewed before

going to market.

The permanent workforce profile is genuinely good, and the RM has a developing deputy, but the
combination of agency concentration (two providers, cost premium, no written reduction plan) and
unreviewed employment contracts creates financial and regulatory scrutiny that preparation can

substantially address.

STRONGEST AREAS

* Senior care staff long-tenured, turnover below

sector average — a genuine retention and
quality signal.

» Mandatory training matrix over 95%
completion, tracked monthly.

» DBS register current with renewal tracking
and no gaps.

ExitSignal - DD-Readiness Report

WEAKEST AREAS

» Agency at 22% of care hours, concentrated
with two providers and no written reduction
plan — a direct PE buyer concern.

* Employment contracts consistent but last
reviewed in 2021 and not checked against
holiday-pay and worker-status changes.

» Recruitment pipeline is reactive with no funnel
metrics and a 10-week time-to-hire, meaning
agency bridges every gap.
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WHAT TO DO NEXT

» Produce a written agency-reduction plan with a baseline, a target and monthly milestones (see
deep-dive 4.3).

« Instruct an employment adviser to review the contract suite against current legislation — holiday-
pay and worker-status are the specific areas to check (see deep-dive 4.8).

* Begin tracking the recruitment funnel (time-to-hire by role, source, conversion) so there is at least
three months of data before going to market.

M Employment contracts (holiday-pay method, worker-status) should be confirmed by an employment adviser
before you rely on any position — see deep-dive 4.8.

S5 - Property & Leases

Maple Court's property position is a genuine asset — single freehold, modern room mix, all
certificates current, reinstatement cover reviewed — and sits above most homes that come to
market.

A 2024 condition survey, C2 planning consent confirmed, statutory certificates all in date, and a 5/5
room mix make this a strong section; the only gap is a known but uncosted maintenance backlog on the
flat roof and two assisted bathrooms.

STRONGEST AREAS WEAKEST AREAS
* Single freehold, owned outright — clean title, » Deferred maintenance backlog (flat roof, two
no lease risk. assisted bathrooms) is acknowledged but not
« 48 beds, ~90% en-suite single rooms, surveyed, costed or prioritised — buyers are
purpose-built dementia wing and level access likely to want a quantified figure.
throughout.

* All statutory compliance certificates (fire, gas,
electrical, asbestos) current and filed.

WHAT TO DO NEXT

« Commission a building surveyor to assess and cost the flat roof and assisted bathrooms — even an
indicative range is far better than an uncosted entry.

» Add the backlog items to a maintenance register with urgency categories and a planned resolution
timeline.

» Decide which items to address before going to market versus disclose with a costed narrative.

S6 - Commercial Contracts

Maple Court has a commercially attractive revenue base — 55% self-pay, 93% occupancy,
published fee schedule — but the commercial layer around it (funder relationships, credit
control, supplier contracts) is informal and owner-held, which is the other face of the owner-
dependency picture.

Strong occupancy and a self-pay majority are real positives; however, aged debtors are chased ad hoc
with LA lag regularly stretching cash, funder relationships are personal to the owner with nothing
documented, and most supplier contracts have no written terms or exit notice.

1
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STRONGEST AREAS WEAKEST AREAS

» 55% self-pay share — strong pricing power  Fee debt / aged debtors: no formal credit-
and margin quality signal for a PE buyer. control process, LA payment lag regularly
* 93% average occupancy over the trailing 12 stretches cash, and the debtor book is tracked
months, with a stable trajectory. on a spreadsheet only.
« Published self-pay fee schedule with an « Funder relationships held entirely by the
annual uplift clause, applied consistently. owner — no documented contacts,
engagement log or transition to a named
manager.

* Supplier contracts: top suppliers on rolling
terms with no documented exit notice or
change-of-control provisions.

WHAT TO DO NEXT

« Build a formal credit-control process and aged-debtor dashboard split by funder type, with debtor
days trended over 12 months (see deep-dive 6.7).

» Compile a supplier contract schedule for the top ten suppliers by spend, with terms and exit notice
— identify any change-of-control clauses that need addressing before a transaction.

* Begin the funder-relationship transition as part of the owner-dependency programme: introductions
to LA case managers and the bank should involve your RM or nominated manager, not just you.

S7 - Financial Hygiene

Financial hygiene is the section that most immediately affects a PE buyer's confidence in Maple
Court's numbers, and it is currently the weakest scored area alongside data protection —
quarterly management accounts, no cash forecast, VAT method unreviewed, and no internal
controls are all items buyers' financial advisers will flag in week one of due diligence.

Clean statutory accounts and comfortable banking headroom provide a sound base, but the absence of
monthly management accounts, a rolling cash forecast, internal controls and a reviewed VAT method
means the financial story cannot currently be told at the standard a PE buyer expects; these are
solvable in months, but require immediate action.

STRONGEST AREAS WEAKEST AREAS
* Clean, unqualified statutory accounts filed on » Management accounts: quarterly, several
time with going-concern confirmed. weeks in arrears, inconsistent format, no
« Auto-enrolment compliant, comfortable monthly run-rate or site-level P&L.
banking headroom, no covenant breaches. * Cash flow: managed from the bank balance
« Director's loan disclosed in statutory accounts with no rolling 13-week forecast and no
— no hidden related-party transactions. accuracy track record.

VAT partial-exemption method has never been
formally reviewed — a potential contingent
liability that needs a specialist to confirm the
position.
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WHAT TO DO NEXT

* Move management accounts to monthly production immediately — even three consecutive months
of consistent monthly packs materially improves the buyer's confidence (see deep-dive 7.2).

* Build and begin rolling the 13-week cash-flow forecast this month, back-testing each week from the
outset to create an accuracy record.

* Instruct your tax adviser to review and document the VAT partial-exemption method before going to
market — this is the one item in S7 that needs external specialist input.

M The VAT partial-exemption method and any R&D or PAYE technical questions should be confirmed with a
qualified tax adviser before you rely on any position — do not assert compliance on these areas without a
professional review.

S8 - Data Protection

Data protection is the lowest-scoring section at 2.33/5 — Maple Court handles some of the most
sensitive personal data there is (residents’ health records, medication, care plans) and the
governance framework around it is currently too thin to withstand a buyer's data-protection
adviser's review.

Annual staff training and a secure digital care record are the genuine positives; the gaps are structural
— an incomplete ROPA, no data-sharing agreements with LA and NHS despite daily data flows,
missing DPIAs for high-risk processing, an overdue DSPT, and a breach register barely used — and
several of these require a data-protection specialist to advise on the correct legal basis before you can
close them.

STRONGEST AREAS WEAKEST AREAS
» Care records on a secure, access-controlled * No data-sharing agreements with LA or NHS
digital system — well kept and audited. despite daily health-data flows — a direct
« Annual mandatory data-protection training compliance gap buyers' advisers will flag.
with tracked completion. » DPIAs missing for the digital care system,
« ICO registration current. agency-staff portal and CCTV is outdated —
high-risk processing without the required risk
assessment.

e DSPT submission is overdue and not started
— lapsed where NHS-funded residents make
it expected.

WHAT TO DO NEXT
» Appoint a named data-protection lead with a formal remit and begin the ROPA completion — map
all health-data processing with lawful bases first.

» Commission data-sharing agreements with your LA and NHS commissioners — this is a practical,
document-preparation task, but get a data-protection adviser to confirm the controller/processor
classification on each relationship.

e Submit the current-year DSPT — start it now, drawing on the evidence being assembled for the rest
of Section 8.
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M Lawful basis for special-category (health) data processing, Article 9 conditions, and data-sharing agreement
structures should be confirmed with a data-protection adviser — do not assert the legal basis without a professional
review.

S9 - Governance

Governance is the most critical section for Maple Court given the PE buyer archetype — it
scores 2.17/5 (RED) because nearly everything that a buyer's governance adviser looks for (a
board, a delegation matrix, a conflicts register, a risk register, a succession plan) is currently
informal or absent, and the two 1/5 scores for owner dependency and exit transition make this
the primary value-transfer risk in the whole business.

The clean corporate structure and current Companies House filings are a good foundation; virtually
everything built on top of that foundation — decision governance, risk oversight, conflicts management,
owner independence and succession — needs to be built or formalised before a PE process begins.

STRONGEST AREAS WEAKEST AREAS

* Single trading company, 100% owned — » Owner dependency at 1/5: all commercial
clean, simple corporate structure with no value runs through the owner personally with
minority or structural complications. nothing transferable.

» Companies House filings current, statutory * Exit-transition plan at 1/5: no succession plan,
registers and PSC register up to date. no bench, no handover playbook.

* D&O cover in place; director's loan disclosed » No board, no written delegated-authority
in statutory accounts. matrix, no conflicts register and no board-level

risk assurance — the full governance
framework is missing.

WHAT TO DO NEXT
» Start the owner-dependency reduction programme immediately — this is the highest-priority action
in the entire report (see deep-dive 9.11).

« Establish a monthly leadership governance meeting with a standing agenda covering quality,
finance, workforce and risk, and begin minuting decisions properly.

« Draft the delegation matrix and conflicts register — both can be done in a day with the right
template and will immediately lift governance maturity.

M Constitutional documents (articles, drag-along provisions) and any share-transfer mechanics should be reviewed
by a corporate solicitor to confirm the position before going to market.
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Priority gap deep-dives

9.11 - Owner dependency & value transferability

GOOD
an 1/5 - good = 4

Preparation guidance, not advice. This touches a regulated area — confirm the current requirements with your own
adviser before acting.

In plain terms. Owner dependency means the extent to which the business's day-to-day
running, its key external relationships, and the know-how that underpins its commercial success
currently live in your head rather than in the organisation — so that if you stepped back, buyers
or commissioners would not know who to call, who makes decisions, or how deals get done.

What is wrong now. By your own account, essentially the whole commercial operation runs through
you: funder relationships with LA case managers, fee negotiations, supplier terms and day-to-day
commercial judgement — with almost nothing written down or delegatable to the team. This is a 1/5
score, the lowest possible.

Why it matters to your buyer. A PE buyer's primary concern on an owner-operated home is
whether the value they are paying for will still be there after completion, or whether it walks out with
you. They will interview your second tier, speak to your LA commissioners and ask your bank
contact who they deal with — and if the answer is consistently 'the owner’, that raises serious
guestions about transferability that buyers' DD teams examine closely. Building demonstrable
evidence that value is genuinely transferable is the most important single task before going to
market.

What "good" looks like. At level 4, a buyer can see that key funder relationships are handled by
named managers (not you), fee negotiations have a documented process any commercial lead can
follow, supplier terms are written down, and there is a decision framework that keeps the home
running when you are away — with evidence it has actually done so.

What to build. An owner-dependency reduction pack: a dependency map, delegation evidence,
relationship-transfer record, and an operations/knowledge manual.

Use the ready-made toolkit for this: Template 9.11-A (p. 45), Worksheet 9.11-B (p. 45) — in the appendix.

WHAT TO DO THIS MONTH

» Map every external relationship, decision and piece of commercial know-how currently tied to
you — use a simple table: item, criticality (high/medium), current owner (you), target owner
(named manager), and transferability status.

» Book the first joint introductory meetings between you and your RM/designated commercial lead
with each LA case manager, the bank relationship manager and your key referral contacts — the
goal is for the second person to be introduced, not just informed.

« Start drafting the operations manual capturing how fee negotiations work, the LA and supplier
calendar of key dates, and the referral-management process — even a rough first draft is
evidence of intent and begins the knowledge transfer.
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When to use an adviser. The core work here is owner-led — mapping, delegating and documenting is
something you drive yourself. Whether any specific earn-out or handover arrangement is the right
structure for the deal is a question for your corporate finance adviser, not this report.

QUESTIONS A BUYER IS LIKELY TO ASK

* How does the business actually run day to day without the owner — what decisions need their
sign-off, and what happens to those when they leave?

* How much of the value is tied to the current owner's relationships and knowledge, and what is
the transition / handover plan?

* Who do LA commissioners and the bank actually deal with — is it always the owner, or is there a
management layer?

* Which core processes are documented to the point a new manager could follow them, and
which live only in people's heads?

RECOMMENDED PREPARATION

Produce an owner-dependency map

WHAT TO BUILD & INCLUDE A single table listing every external relationship (each LA case manager,
bank contact, landlord, key GP/referral contact, top suppliers), every decision currently requiring
owner sign-off, and every piece of undocumented commercial know-how — each with a criticality
rating and a named target successor.

HOW TO DECIDE FOR YOUR HOME Start from the question ‘what would break in the first month if |
were unavailable?' — your LA commissioner relationships and fee-negotiation process are almost
certainly the top two, so those drive the priority order.

WHAT THE BUYER LOOKS FOR A buyer's DD team uses this map to test transferability directly — they
speak to the named successors and the external contacts to verify the delegation is real, not just on
paper.

Execute relationship handovers for each high-criticality external contact

WHAT TO BUILD & INCLUDE For each LA case manager, the bank manager and the top two referral
contacts: hold a joint introductory meeting (you plus the named successor), follow up with a brief
email confirming the successor's role, and log the date and outcome in a relationship-transfer record.

HOW TO DECIDE FOR YOUR HOME Prioritise LA commissioners first (they drive occupancy and fee
income), then the bank, then referral contacts — sequence by revenue impact of losing the
relationship.

SUGGESTED SEQUENCE

[ ] () (]
Month 1 Month 2 Month 3
Dependency map complete; first joint LA All high-criticality relationships introduced At least one full decision cycle (e.g. a fee
commissioner meeting held to named successor discussion) run by successor with owner in
background

WHAT THE BUYER LOOKS FOR Buyers test external relationships directly during DD interviews; a
commissioner who says 'l only ever deal with the owner' is the clearest possible signal of
untransferred value.
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Write the commercial operations manual

WHAT TO BUILD & INCLUDE A structured document covering: how fee negotiations are run (LA annual
uplift cycle, self-pay pricing decisions), the calendar of regulatory and contractual deadlines, supplier
terms and contacts, referral management and admissions process, and the on-call/escalation
structure — aimed at a new commercial manager who has never been in the role.

HOW TO DECIDE FOR YOUR HOME Prioritise sections by what a replacement would need in the first
90 days — fee calendar, commissioner contacts and admissions process will be used immediately;
supplier details can follow.

WHAT THE BUYER LOOKS FOR A written operations manual is direct evidence that the business can
be run without the founder — its absence is one of the most common reasons PE buyers discount or
walk away from otherwise good homes.

9.12 - Ownership succession & exit-transition plan

GOOD
an 1/5 - good = 4

In plain terms. An exit-transition plan is a written, worked document that sets out what you do
today, who takes over each piece of your role and when, and what the business looks like once
you are no longer running it — so a buyer can see a credible path to a well-managed home after
completion.

What is wrong now. As you have noted, there is no succession or exit-transition plan of any kind —
no trained successor, no bench assessment, no handover playbook. This is directly connected to the
owner-dependency picture covered in deep-dive 9.11, so the two gaps should be addressed as a
single programme.

Why it matters to your buyer. A PE buyer is not acquiring a job for the existing owner — they are
acquiring an asset that should run independently. Without a credible transition plan backed by a
tested bench, buyers' DD teams scrutinise whether the post-completion business is viable, and this
directly shapes how they assess the risk of their investment. The absence of any plan is one of the
clearest signals that value has not yet been made transferable.

What "good" looks like. At level 4, there is a written plan covering the handover sequence, nhamed
successors for each role, a bench-readiness assessment, and ideally some evidence the bench has
already operated successfully when you were away — even short periods of absence where results
held are valuable proof.

What to build. A documented exit-transition and succession plan: handover sequence, bench-
readiness table, transition milestones, and an earn-out feasibility note.

Use the ready-made toolkit for this: Template 9.12-A (p. 46), Worksheet 9.12-B (p. 46) — in the appendix.

WHAT TO DO THIS MONTH

 Assess your second tier honestly: for each senior role (RM, deputy, finance lead, admissions/
commercial), write a one-paragraph readiness view — what can they do today, what would they
need to step up fully, and what is the gap-fill timeline.
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« Draft the handover sequence: list what you do today in order of importance, and beside each
item write who takes it over, when, and what they need to be ready (training, introductions,
authority).

* Have a conversation with your corporate finance adviser about the realistic shape of any
transition period or earn-out — as covered under owner dependency, the deal structure question
belongs with that adviser, but understanding the likely ask helps you plan the bench
development timeline.

When to use an adviser. The core work — bench assessment, handover sequencing, transition planning
— is yours to lead. The specific earn-out structure, its targets and length, and how it would be
documented in a transaction are questions for your corporate finance adviser and corporate solicitor, who
should be engaged before you go to market.

QUESTIONS A BUYER IS LIKELY TO ASK

« How much of the value is tied to the current owner's relationships and knowledge, and what is
the transition / handover plan?

* Who is the management bench, and has the business run effectively when the owner was away
— for how long, and what did performance look like?

RECOMMENDED PREPARATION

Produce a management-bench readiness assessment

WHAT TO BUILD & INCLUDE A table with one row per critical role (RM, deputy, finance lead,
admissions/commercial lead): current holder, readiness rating (ready now / 6-12 months / gap),
specific development needed, and the action underway to address it.

HOW TO DECIDE FOR YOUR HOME As covered in deep-dive 9.11, the dependency map drives this
assessment — wherever a dependency is currently owner-held with no credible named successor,
that is the gap that most needs a bench development or hire decision.

WHAT THE BUYER LOOKS FOR Buyers interview the second tier directly to test bench depth — a
readiness table with genuine development evidence behind it is far more credible than an org chart
with names on it.

A detailed template for this is in the Technical templates appendix.

Write and date the exit-transition plan

WHAT TO BUILD & INCLUDE A 2-3 page document covering: what the owner does today (drawn from
the dependency map in 9.11), the handover sequence with named successors and target dates, the
bench development actions to close readiness gaps, and a ‘what the business looks like in 12
months' end-state description.

HOW TO DECIDE FOR YOUR HOME Sequence handovers from highest-criticality to lowest —
commercial/funder relationships and admissions process first, back-office and HR process last. Build
the timeline backwards from your preferred market date.

SUGGESTED SEQUENCE

Month 1 Month 2-3
Bench readiness assessment
complete; plan drafted
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First handovers executed (see 9.11); [ ] ()

deputy acting-up periods begin Month 4-6 Before market
At least one full month where bench has Plan updated with actual performance
run operations with owner in background evidence from bench-run periods

WHAT THE BUYER LOOKS FOR A dated, board-level transition plan with a bench-readiness table and
a realistic timeline is what distinguishes a business that is ready to sell from one that requires the
buyer to take a leap of faith on management continuity.

THIS SECTION’S TEMPLATES & WORKSHEETS (S9 GOVERNANCE & SUCCESSION)

e Template 9.11-A (p. 45) — An owner-dependency reduction pack: a documented owner-dependency
assessment plus the delegation and knowledge-transfer evidence that proves the business's
relationships, decisions and know-how no longer walk out with the owner.

* Worksheet 9.11-B (p. 45) — Owner dependency & value transferability: decisions to make

» Template 9.12-A (p. 46) — A documented exit-transition and succession plan: a worked plan covering
founder handover, a capable and tested second-tier bench, and a realistic, feasibility-checked earn-out/
transition arrangement.

* Worksheet 9.12-B (p. 46) — Ownership succession & exit-transition plan: decisions to make

2.6 - Risk management — enterprise risk register CPrepare before market)
GOOD

[ [ ] 2/5 - good = 4

In plain terms. An enterprise risk register is simply a living list of the things that could go
seriously wrong in the business — not just health-and-safety slips and falls, but commercial risks
(losing a key LA contract), financial risks (a cash squeeze), workforce risks (losing the RM) and
strategic risks — each with a score for how likely it is and how bad it would be, plus who is doing
something about it.

What is wrong now. You keep a health-and-safety risk register, which is a good start, but
commercial, financial and strategic risks are not captured anywhere. A buyer who asks to see your
risk register will find it covers one dimension of the business and is silent on the risks that most
affect value.

Why it matters to your buyer. PE buyers' DD teams check the risk register as a test of
management quality — not just to see what risks exist, but to see whether management has thought
about them ahead of time and is actively managing them down. A register that is blank on the
commercial and financial risks that are already visible (agency dependence, owner dependency, LA
fee adequacy, cash cycle) reads as an organisation that manages by reacting rather than by looking
ahead.

What "good" looks like. At level 4, the register captures 10-20 real, business-specific risks across
clinical, regulatory, workforce, financial and commercial categories — each with a likelihood/impact

score, a named owner, the mitigation in place, a target reduced score, and a review date — and the
scores visibly change over time as mitigations take effect.

What to build. A live enterprise risk register covering all five risk categories, with scored entries,
named owners, and review minutes showing risks being managed down.
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Use the ready-made toolkit for this: Template 2.6-A (p. 47), Worksheet 2.6-B (p. 47) — in the appendix.

WHAT TO DO THIS MONTH

« Build the register: set up an Excel template with the standard columns (risk, category, likelihood
1-5, impact 1-5, rating, owner, mitigations, target rating, next review date) and populate it with
at least the top 10 risks you can already see — agency dependence, RM loss, owner
dependency, LA fee pressure, cash cycle, property backlog, and the data-protection gaps are all
known entries.

» Score and prioritise the top three risks for active management this quarter, assign each a named
owner (even if that is you initially), and note the mitigation in place or planned.

« Add the risk register as a standing item on your monthly leadership meeting agenda and minute
the first review.

When to use an adviser. Building and maintaining a risk register is owner-led work you can do entirely
from this guidance. No specialist adviser is needed for the register itself; where a specific risk (e.g. a pay-
compliance exposure or a data-protection gap) requires a specialist determination, that work is addressed
separately in the relevant deep-dive.

QUESTIONS A BUYER IS LIKELY TO ASK

» Can you show us your enterprise risk register — what are your top risks and what are you doing
about each?

* Which core processes are documented to the point a new manager could follow them, and
which live only in people's heads?

RECOMMENDED PREPARATION

Build the enterprise risk register

WHAT TO BUILD & INCLUDE An Excel register with one row per risk, covering: risk description,
category (clinical/safeguarding, regulatory/CQC, workforce, financial, property/H&S, data), likelihood
score (1-5), impact score (1-5), resulting rating, named owner, mitigations in place, target rating,
and next review date. Populate with the risks already visible from this report's gap findings.

HOW TO DECIDE FOR YOUR HOME Start from the real issues in this business — your dependency on
the owner, agency at 22%, data protection gaps, the maintenance backlog — and score each

honestly rather than aspirationally. A buyer who can see those risks on the register, with mitigations
planned, is far less concerned than a buyer who notices they are absent.

Risks captured in register

Now H&S only
All five

arget (D categories
covered

WHAT THE BUYER LOOKS FOR A buyer's adviser picks a handful of known issues and checks
whether they appear on the register with mitigations. Omissions of obvious risks are themselves
treated as a red flag — they suggest management has not properly assessed its own exposure.
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Establish a quarterly risk review cadence with minuted outcomes

WHAT TO BUILD & INCLUDE Add risk as a standing agenda item at each leadership meeting. For
each review: check whether scores have moved (mitigations taking effect), add any new risks that
have emerged, and minute the top-three risks discussed, the action agreed and the owner — so
there is a reviewable audit trail of the register being managed, not just filed.

HOW TO DECIDE FOR YOUR HOME Set review frequency by risk volatility — clinical and workforce
risks in a live care home warrant monthly attention on the top-rated items; commercial and strategic
risks are well served quarterly.

WHAT THE BUYER LOOKS FOR Buyers read the review minutes alongside the register scores — they
want to see scores falling over time and actions being closed, confirming the register is a
management tool and not a document created for DD.

THIS SECTION’S TEMPLATES & WORKSHEETS (S2 OPERATING MODEL & CAPABILITY MATURITY)
e Template 2.6-A (p. 47) — A live risk register with scored, owned, mitigated risks reviewed on a set
cadence, supported by review minutes and closure/mitigation evidence and a lessons-learned record.

* Worksheet 2.6-B (p. 47) — Risk management — enterprise risk register: decisions to make

4.3 - Agency dependence

GOOD

[ [ ] 2/5 - good = 4

In plain terms. Agency dependence is simply the proportion of your care hours that are covered
by temporary staff hired through agencies rather than your own permanent employees — and at
22% of care hours, concentrated with just two providers, this is meaningfully above the range a
PE/consolidator buyer typically expects to see.

What is wrong now. Agency is at 22% of care hours, supplied through two providers at a cost
premium, with no written reduction plan. The recruitment pipeline runs on a 10-week time-to-hire
with no funnel metrics, meaning agency bridges every gap as a matter of course rather than
exception.

Why it matters to your buyer. Agency cost at this level is one of the four explicit deal-concerns PE
buyers carry into every care-home DD process. A sustained high agency rate compresses operating
margin and — in the absence of a credible, evidenced reduction plan — raises questions about
whether the staffing model is structurally viable. Buyers' financial advisers will recompute the cost
from payroll data and will look for a downward trend; a single good month is insufficient. The goal
before going to market is a written plan, a tracker with at least three months of history, and ideally an
already-falling trend line.

What "good" looks like. At level 4, agency use is actively managed down via a written reduction
plan with monthly milestones, a preferred-supplier agreement in place with your main provider(s),
and a tracker showing a sustained downward trend in both agency % and cost per hour — with the
business able to show why specific vacancies drove each agency block.

What to build. An agency-management pack: a monthly tracker with at least three months of
history, a written reduction plan with a target and milestones, and a preferred-supplier agreement.

1
w
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Use the ready-made toolkit for this: Template 4.3-A (p. 48), Worksheet 4.3-B (p. 48) — in the appendix.

WHAT TO DO THIS MONTH

« Build the agency tracker: pull the last three months of payroll and roster data and populate the
tracker with total care hours, agency hours, agency % of hours, agency spend (£), cost per
agency hour versus permanent hour, split by provider and by role (carer/senior carer/night) —
this gives you your baseline and the start of a trend.

» Write the reduction plan: state your current baseline (22%), your target rate and date, identify the
specific permanent vacancies driving the dependency, and set monthly milestones for filling
them — even a draft plan is far better than no plan.

» Approach your two main agency providers about a preferred-supplier agreement with agreed
rates and priority supply — even informal conversations documented in writing start to evidence
a managed relationship.

When to use an adviser. The agency-reduction programme is owner-led management work. One
conditional note: if you use any direct contractor arrangements alongside the agency-supplied workers, it
is worth having an employment or tax adviser confirm those arrangements separately (this is addressed
in the IR35/contingent labour row 4.4). That conditional check does not affect the main body of this work.

QUESTIONS A BUYER IS LIKELY TO ASK

* What percentage of hours and cost is agency, who are your top providers, and what is your plan
to reduce dependence?

» What are your current staffing levels against assessed resident dependency and required ratios,
by site and shift?

* What is your permanent-staff turnover, vacancy rate and average tenure, and how do they
trend?

RECOMMENDED PREPARATION

Build the agency-management tracker

WHAT TO BUILD & INCLUDE A monthly Excel tracker showing: total care hours, agency hours, agency
% of hours, agency spend (£), agency cost per hour vs permanent cost per hour (the cost premium),
split by provider and by role (carer/senior carer/night), with a reason code per agency block
(vacancy/sickness/acuity spike). Populate with the last three months as minimum back-history.

HOW TO DECIDE FOR YOUR HOME Your 22% is the baseline. PE/consolidator buyers typically look for
agency under ~10-15% of hours; your specific target within that range should reflect what your
permanent recruitment pipeline can realistically deliver — do not promise a number you cannot
evidence.

Agency % of care hours

Current (your
Now (e v

baseline)
Your target (to

rarget (D set —~10-15%

typical range)
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WHAT THE BUYER LOOKS FOR Buyers' advisers recompute agency % from payroll and roster data
and check it reconciles to your tracker — if the numbers do not match, trust in the whole financial
narrative is damaged.

Write the agency-reduction plan

WHAT TO BUILD & INCLUDE A 1-2 page narrative covering: baseline (22%), target % and target date,
the specific permanent vacancies driving agency use, the recruitment actions to fill them (role by
role, with timelines), monthly milestones to track against, and a short note on preferred-supplier
terms being pursued.

HOW TO DECIDE FOR YOUR HOME Identify which roles and shifts are driving the highest agency cost
per hour premium — nights are typically the most expensive — and prioritise filling those vacancies
first. Decide whether to recruit in-house or via an agency-to-perm route based on your 10-week time-
to-hire experience.

WHAT THE BUYER LOOKS FOR An uncosted, undated or unowned reduction plan reads as intent; a

plan with a baseline, milestones and early evidence of movement reads as managed — buyers
weight the latter very differently.

4.8 - Employment contracts — consistency and current legislation

GOOD

[ [ ] 2/5 - good = 4

Preparation guidance, not advice. This touches a regulated area — confirm the current requirements with your own
adviser before acting.

In plain terms. Employment contracts are the written agreements between you and each
member of staff setting out their role, pay, hours and terms. Yours are described as consistent —
which is a positive — but they were last reviewed in 2021 and have not been checked against
legislative changes since, including changes to how holiday pay should be calculated and how
certain types of worker are classified.

What is wrong now. Contracts are consistent in format but were last reviewed in 2021. The holiday-
pay calculation method has not been revisited, and worker-status changes have not been checked.
You do not have a version-controlled template suite or a dated legal-review log.

Why it matters to your buyer. Buyers' legal teams sample employment contracts across role
groups as a standard DD step — they check that all staff hold a current, signed contract on up-to-
date terms, and that the template reflects current statutory minimums. Holiday-pay and worker-
status are areas that buyers' advisers commonly probe in care homes because they have been the
subject of ongoing development in employment law; the goal is to have a documented, reviewed
position rather than an unexamined one. An employment adviser's review before market gives you
that position and avoids surprises during DD.

What "good" looks like. At level 4, you have a version-controlled contract template per role group,
a dated legal-review log, an issue register showing all current staff hold a signed current-form
contract, and an amendment log showing how and when the suite was updated.

What to build. A contracts-consistency pack: current version-controlled templates by role group, an
issue register, an amendment log, and a dated employment-adviser review note.
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Use the ready-made toolkit for this: Template 4.8-A (p. 48), Worksheet 4.8-B (p. 49) — in the appendix.

WHAT TO DO THIS MONTH

[ ] [ ) ([ J
This month This month This month
Gather the current contract templates by role Instruct an employment adviser to review the ~ While awaiting the review, build the issue
group — carer, senior carer, nurse (if templates against current legislation, with register: a spreadsheet confirming every
applicable), ancillary, admin, management — specific focus on holiday-pay calculation current employee holds a signed contract,
and note the version date on each; this is the method and worker-status terms — provide  with the version they are on — this reveals
starting inventory for the adviser. them with the 2021 review date as the any unsigned or legacy-form contracts that
starting point. need re-papering.

When to use an adviser. This gap is one where going to market without an employment adviser's review
carries a meaningful risk — holiday-pay calculation and worker-status are areas where the legal position
has developed since 2021 and where a buyer's legal team will probe. Confirm with your own employment
adviser what, if any, steps are needed before you go to market; do not rely on an internal review alone for
this determination.

QUESTIONS A BUYER IS LIKELY TO ASK

» Are employment contracts consistent, and when were they last reviewed against current
legislation?

* Are you confident on NMW/NLW including sleep-in and holiday-pay calculations? Any historical
exposure?

RECOMMENDED PREPARATION

Instruct an employment adviser to review and update the contract suite

WHAT TO BUILD & INCLUDE Provide the adviser with: current templates by role group, the 2021
review date, details of holiday-pay calculation method in use, and any worker or zero-hours
arrangements. The output should be a confirmed, up-to-date suite with a dated review note and a list
of any changes made — this becomes the legal-review log for the data room.

HOW TO DECIDE FOR YOUR HOME Prioritise the review of roles with variable hours, sleep-in shifts or
bank arrangements, since these are where holiday-pay and worker-status questions most commonly
arise in a care home context.

WHAT THE BUYER LOOKS FOR A buyer's legal adviser samples contracts across role types and reads
the date of last legal review as the primary signal of currency — a 2021 date without a subsequent
review note is a gap; a 2024/2025 review note with the adviser's name removes the concern.

Build the contract issue register and amendment log

WHAT TO BUILD & INCLUDE An Excel spreadsheet with one row per employee: name (or reference),
role, contract version on file, date signed, and a flag for any unsigned or legacy-form contracts. Add
a second tab as the amendment log: change made, date, reason (e.g. legislation change) and the
adviser who confirmed it.

HOW TO DECIDE FOR YOUR HOME Any employee without a signed current-form contract is a re-
papering cost a buyer is likely to estimate; addressing these before market — particularly for senior
and management staff — removes the issue from the DD conversation entirely.
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WHAT THE BUYER LOOKS FOR Buyers' legal teams check the issue register against actual HR files —
contracts present in the register but missing from files, or contracts on a legacy version, are flagged
as a potential claims or re-papering liability.

THIS SECTION’S TEMPLATES & WORKSHEETS (S4 WORKFORCE & CONTINGENT LABOUR)

» Template 4.3-A (p. 48) — An agency-management pack: a monthly agency tracker with at least 3
months of back-history, a written agency-reduction plan, and signed preferred-supplier agreement(s) with
your main provider(s).

» Worksheet 4.3-B (p. 48) — Agency dependence: decisions to make

» Template 4.8-A (p. 48) — A contracts-consistency pack showing the current forms of contract, issue
dates, amendment history, and a note of any items awaiting legal or HR review because employment law
changes over time.

» Worksheet 4.8-B (p. 49) — Employment contracts — consistency and current legislation: decisions to
make

5.6 - Deferred capex | maintenance backlog (prepare before market)
GOOD

[ [ ] 2/5 - good = 4

In plain terms. Deferred capex simply means maintenance or repair work that you know needs
doing but has not yet been done — in your case, a flat roof section and two assisted bathrooms.
The issue is not the existence of these items (most care homes have a maintenance list) but that
they have not been surveyed, costed or prioritised, which means neither you nor a buyer knows
the true number.

What is wrong now. The backlog is known anecdotally — flat roof section and two assisted
bathrooms — but it has not been surveyed, costed or given a priority or urgency classification. The
2024 condition survey covered the main building but did not quantify these items.

Why it matters to your buyer. Buyers treat a quantified maintenance backlog as a number they
need to work with in pricing the asset — they will either see your figure or produce their own. An
uncosted backlog invites a buyer's surveyor to assume the worst and produce a higher number than
the reality. Getting your own survey done and having a costed, prioritised register means you control
the narrative and can separate safety-critical items (likely to need doing before market) from
discretionary refurbishment (can be priced as buyer spend).

What "good" looks like. At level 4, every backlog item is surveyed and costed, prioritised by
urgency (immediate/short/medium term), and tracked against a planned maintenance programme
showing items being worked off over time — with a total quantified figure the buyer can work with.

What to build. A deferred-capex register with cost estimates, urgency ratings and a planned
maintenance programme schedule.

Use the ready-made toolkit for this: Template 5.6-A (p. 49), Worksheet 5.6-B (p. 49) — in the appendix.
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WHAT TO DO THIS MONTH

* Commission a building surveyor to assess and provide indicative cost estimates for the flat roof
section and each assisted bathroom — you do not need a full reinstatement survey, just a
scoped assessment of each known item with an urgency and cost range.

« Build the backlog register: add the surveyed items with category (building fabric/M&E/decor),
estimated cost range, urgency (immediate/short/medium) and a cross-reference to the PPM for
recurring servicing items.

 Decide which items to address before going to market — statutory/safety-critical items first —
and set a timeline for each so the register shows a burn-down, not a static list.

When to use an adviser. This is owner-led and surveyor-led work — no regulated adviser is needed. A
building surveyor provides the cost estimates; the priority decisions are yours based on safety, occupancy
impact and budget.

QUESTIONS A BUYER IS LIKELY TO ASK

* Show us the latest condition surveys and the deferred maintenance / capex backlog with cost
estimates and urgency.

« Are there any safety-critical items in the backlog — what is the urgency and estimated cost?

RECOMMENDED PREPARATION

Commission a scoped survey and cost estimate for the known backlog items

WHAT TO BUILD & INCLUDE Instruct a building surveyor to assess the flat roof section (including any
associated drainage or insulation implications) and each of the two assisted bathrooms (including
accessibility fittings, wet-room floor, grab rails and any associated plumbing). The output should be a
written report with an indicative cost range per item and an urgency classification.

HOW TO DECIDE FOR YOUR HOME Safety-critical items (a roof that could cause ingress, accessibility
items that affect residents' daily use) are done before market; cosmetic or mid-term items can be
priced as buyer investment. The surveyor's urgency classification drives this decision, not
assumption.

WHAT THE BUYER LOOKS FOR Buyers' surveyors will assess the same items independently; your
own costed register with a surveyor's basis removes the information asymmetry and prevents the
buyer's adviser from applying a worst-case estimate.

Build the deferred-capex register with a burn-down view

WHAT TO BUILD & INCLUDE An Excel register with: one row per backlog item, columns for category,
description, estimated cost (low/high range), urgency (immediate/short/medium), planned resolution
date, completion date and cost, and a running total. Add a 'burn-down' summary tab showing
opening backlog, items completed (cost, date), items added, and closing backlog — even two
months of history is better than none.

HOW TO DECIDE FOR YOUR HOME Prioritise: safety-critical and statutory items first, then occupancy-
protecting works (rooms out of use due to maintenance), then cosmetic. Document the prioritisation
rationale so a buyer can see it is risk-based.
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Backlog items costed and prioritised

Now Uncosted
(current)

All known

Target (D items surveyed
and costed

WHAT THE BUYER LOOKS FOR An empty uncosted register is the worst outcome — it signals 'we
know there is something but we have not looked properly', which a buyer's surveyor will price
conservatively. A costed, categorised register with a burn-down trend signals active estate
management.

THIS SECTION’S TEMPLATES & WORKSHEETS (S5 PROPERTY & LEASES)

* Template 5.6-A (p. 49) — A deferred-capex / maintenance backlog register with cost estimates and
urgency, paired with a planned (preventive) maintenance programme that is demonstrably working the
backlog down.

» Worksheet 5.6-B (p. 49) — Deferred capex / maintenance backlog: decisions to make

6.7 - Fee debt | aged debtors

GOOD

[ ] ] 2/5 - good = 4

In plain terms. Aged debtors means the money owed to the home that has not yet been paid —
residents' fees that have been invoiced but not collected. In care homes, this has two very
different components: LA payment lag (councils that pay slowly by process, which is partly
structural) and self-pay arrears (individual residents or families who owe money, which is directly
controllable).

What is wrong now. Aged debtors are tracked on a spreadsheet but chased ad hoc with no formal
credit-control process. LA payment lag regularly stretches cash. There is no aged-debtor dashboard
split by funder type, no debtor-days trend, and no write-off history in a usable format.

Why it matters to your buyer. Buyers' financial advisers re-age the debtor ledger from source and
test it against your balance sheet — they will not rely on your spreadsheet summary. A high or
growing debtor book, or one that is poorly evidenced, is treated as a potential working-capital
adjustment and a signal of weak financial control. Having a clean, trended, funder-split aged-debtor
analysis is both a quality-of-earnings preparation task and a cash management improvement in its
own right — LA payment lag stretching cash is a real operational problem to solve now, not just a
DD presentation issue.

What "good" looks like. At level 4, you have a monthly aged-debtor dashboard split by LA, self-pay
and NHS/CHC, with debtor days trended over 12 months, a write-off history by period, the oldest/
largest balances with reason codes and chase actions, and a written credit-control process with a
named owner.

What to build. An aged-debt pack: a debtor dashboard by funder, debtor-days trend, write-off
history, and a written credit-control process.

Use the ready-made toolkit for this: Template 6.7-A (p. 50), Worksheet 6.7-B (p. 50) — in the appendix.
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WHAT TO DO THIS MONTH

* Run the aged-debtor report from your accounting system split by funder type (LA, self-pay, NHS/
CHC) and by ageing band (current, 30/60/90/90+ days) — this is the baseline for everything
else.

« Compute debtor days overall and by funder type for each of the last six months, even if manually
from the spreadsheet — this creates the start of a trend and shows whether the position is
improving or worsening.

« Draft a written credit-control process: invoicing cadence, first and second chase steps and
timings, escalation route for 90+ day balances, and who owns it — even one page formalises
what currently happens ad hoc.

When to use an adviser. This is owner-led financial management work. No specialist adviser is needed;
your accountant can help you set up the debtor-days calculation consistently if needed.

QUESTIONS A BUYER IS LIKELY TO ASK

» Show the aged-debtor position — LA payment lag, self-pay arrears and write-off history.

* What are your debtor and creditor days, and do you run a rolling 13-week cash-flow forecast?
How accurate has it been?

RECOMMENDED PREPARATION

Build the aged-debtor dashboard with 12-month trend

WHAT TO BUILD & INCLUDE An Excel dashboard with: an aged-debtor table at a recent date (current /
30/60/90/90+ days) split by funder type; debtor days calculated overall and by funder type for
each of the last 12 months (use available data, even if the earlier months require reconstruction); a
write-off history by period and reason; and for the 10 largest/oldest balances, a reason code and
current chase action.

HOW TO DECIDE FOR YOUR HOME Set separate debtor-day targets for LA and self-pay — LA payment
timing is partly driven by the council's own processes and is slower than self-pay; a blended target
obscures where the real control improvement is. Your own recent collection history is the right basis
for setting realistic targets.

Debtor days (blended)

Current (~40

Now (.
days)
Your target (to
rarget (D set based on
funder mix)

WHAT THE BUYER LOOKS FOR Buyers' advisers recompute debtor days from the ledger and
reconcile to the balance sheet; a dashboard that matches their recomputation and shows a trend
(even flat — not worsening) is a positive signal. An unexplained jump or a debtor balance not
reflected in the accounts is a red flag.

Formalise the credit-control process with a named owner

WHAT TO BUILD & INCLUDE A written one-page process covering: invoicing cadence per funder type,
statement and chase steps with timings (e.g. statement at 30 days, first chase at 45, escalation at
60, management review at 90), escalation for 90+ balances (including deceased estates and top-up
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arrears), and whether to introduce standing orders or deposits for new self-pay residents. Name the
owner who runs the process.

HOW TO DECIDE FOR YOUR HOME Self-pay arrears are more directly controllable than LA lag — for
new self-pay admissions, consider whether a standing order or advance deposit reduces arrears risk
from day one, based on your recent arrears pattern by resident type.

WHAT THE BUYER LOOKS FOR A written process with a named owner shows credit control is
managed, not reactive. Buyers asking ‘how do you chase debtors?' and receiving 'we call them when
we remember' is the scenario to avoid.

THIS SECTION’S TEMPLATES & WORKSHEETS (S6 COMMERCIAL CONTRACTS)
» Template 6.7-A (p. 50) — An aged-debt pack: an aged debtor analysis split by funder type, the debtor-
days metric with trend, a write-off history, and a written credit-control process.
» Worksheet 6.7-B (p. 50) — Fee debt / aged debtors: decisions to make

7.2 - Management accounts cadence

GOOD

[ ] ] 2/5 - good = 4

In plain terms. Management accounts are the regular financial reports — typically monthly —
that show how the business is performing: revenue by type, costs, profit, occupancy and key
metrics. They are different from statutory accounts (the annual filed accounts) in that they are
produced frequently and used to run the business. Currently yours are produced quarterly,
several weeks late, and in an inconsistent format.

What is wrong now. Management accounts are quarterly, produced several weeks in arrears, with
no consistent format and no monthly run-rate or site-level breakdown. There is no close calendar
and no EBITDARM figure produced per site. A PE buyer is likely to ask for 12 months of monthly
management accounts as a near-first request.

Why it matters to your buyer. For a PE buyer, quarterly late-arriving accounts with no monthly run-
rate signal that the business is not financially managed at the standard they expect to acquire it at.
They cannot tell whether a good month was driven by occupancy, fee mix, or a cost saving; they
cannot see whether a trend is holding; and they cannot begin their financial analysis until this gap is
closed. Moving to monthly accounts with a consistent format and a clear production lag is the single
most important financial preparation step — and it needs several months of track record, not a one-
off pack.

What "good" looks like. At level 4, management accounts are produced monthly within 10-15
working days of month-end, in a consistent format with group P&L, site-level P&L, EBITDARM by
site, care-specific KPIs (occupancy %, staffing cost %, agency %, fee mix), and variance
commentary that explains what happened and what the response was.

What to build. A management-accounts pack with a documented monthly close calendar: last three
to six months of monthly accounts in a consistent format, plus a one-page close-cadence note.

Use the ready-made toolkit for this: Template 7.2-A (p. 51), Worksheet 7.2-B (p. 51) — in the appendix.
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WHAT TO DO THIS MONTH

» Agree with your accountant a monthly close calendar: list each close task (final invoices, payroll
booking, accruals, management-accounts draft) with a named owner and a target day-of-month
deadline — and commit to producing the next month-end pack within 15 working days.

 Agree the consistent format for the pack: group P&L, site P&L, balance sheet, cash position, and
a KPI page (occupancy, fee mix, EBITDARM by site, staffing cost %, agency %) — use the
same layout every month from now on.

» Reconstruct the last three months of accounts to the new format if possible — even an

approximate reconstruction shows the trend and gives buyers something to work from; note
clearly where figures are reconstructed.

When to use an adviser. Moving to monthly management accounts and designing the format is work
you lead with your accountant — no separate regulated adviser is needed for the accounts themselves.
Your accountant may wish to confirm the EBITDARM normalisation treatment and the site-allocation
basis; those are sensible questions to discuss with them.

QUESTIONS A BUYER IS LIKELY TO ASK

* How quickly do you close management accounts, in what format, and can we see the last 12
months by site?
» Can you produce EBITDARM by site, with the normalisations a buyer is likely to apply (rent,

management charges, one-offs), and show how your occupancy and staff-cost % compare to
sector benchmarks?

RECOMMENDED PREPARATION

Switch to monthly management accounts on a documented close calendar

WHAT TO BUILD & INCLUDE Agree and document a monthly close calendar with your accountant: list
each task, the responsible person, and the target day. The output each month is a consistent pack:
group P&L, site P&L, balance sheet, cash position, and a KPI dashboard — produced and
distributed within approximately 10-15 working days of month-end.

HOW TO DECIDE FOR YOUR HOME Buyers typically expect management accounts within roughly 10—
15 working days of month-end; commit to a lag your accountant and finance process can actually hit
consistently — a reliable 15-day close is better than an aspirational 10-day close that slips.

SUGGESTED SEQUENCE

[ ] () (
This month Month 2 Month 4
Close calendar agreed and documented  First monthly pack produced to new format Three consecutive monthly packs in
with accountant within target lag consistent format — minimum viable track

record

WHAT THE BUYER LOOKS FOR A buyer's financial adviser checks the actual production date of each
pack against month-end to verify the claimed lag — they look for consistent on-time production
across consecutive months, not a single recent example.

Produce a site-level P&L with EBITDARM and a KPI page

WHAT TO BUILD & INCLUDE The monthly pack must include a by-site P&L showing revenue (by
funder type), direct costs, and site EBITDA, plus a central overhead line, tying to the group total. The
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KPI page should show at minimum: occupancy % by site, average weekly fee and fee mix (LA/self-
pay/CHC), staffing cost % of revenue, agency % of hours/spend, and EBITDARM by site. Definitions
must be consistent month to month.

HOW TO DECIDE FOR YOUR HOME The KPIs on the front page should be the metrics that drive this
business's value — for Maple Court, occupancy, self-pay mix and agency cost are the three most
value-relevant measures and should be given the most visible treatment.

WHAT THE BUYER LOOKS FOR A PE buyer's first financial question is almost always EBITDARM by
site — they need it to understand the unit economics and to build their acquisition model. Producing
it yourself, with clear normalisation notes, prevents the buyer building a different version that may
differ from your view.

A detailed template for this is in the Technical templates appendix.

THIS SECTION’S TEMPLATES & WORKSHEETS (S7 FINANCIAL HYGIENE)

e Template 7.2-A (p. 51) — A management-accounts pack with a documented monthly close calendar: the
last 3—6 months of management accounts produced to a consistent format, plus a one-page note stating
the production cadence and lag time.

* Worksheet 7.2-B (p. 51) — Management accounts cadence: decisions to make
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Action plan

"Disclose before fully fixed?" answers the big question — whether you can talk to buyers about an item
before it is completely resolved. "Maybe" usually means: yes, framed honestly as work in progress.

Disclose before fully
fixed?

I“

Produce the owner- Owner (with Start A documented Maybe
dependency map and RM as immediately; first ~ dependency map A work-in-progress
begin relationship nominated handover with named dependency reduction
handovers to named successor for  meetings within successors and at programme can be
second-tier managers ~ operational 30 days least one evidenced diSC'O_SEd positively with a
Owner dependency — matters) joint-introduction to narrative; undqcumented
. dependency with no plan
all commercial value each LA case
runs through the owner manager should r?ot o Ieft
unexplained. Disclose once
personally
at least one complete cycle
of a joint LA-commissioner
meeting and a handover
decision has been
evidenced, so the
disclosure is supported by
an action, not just intent.
Write a bench- Owner (with Month 1-2 A dated 2-3 page Maybe
readiness input from transition plan with Aplan in active
assessment and draft ~ RM on bench a bench-readiness development is disclosable
the exit-transition plan  readiness) table, handover with a narrative; total
with handover sequence, and at absence of p'?””ing is not a
sequence and least one rehearsal Con?f_ortabl? disclosure
. . position. Disclose once the
milestones period documented )
bench assessment is
No exit-transition plan or complete and the handover
tested second-tier bench sequence is in draft — so
the disclosure is a plan
being executed, not a
statement of intent.
Agree and document Owner / Start this month; ~ Three months of Yes
a monthly close accountant three monthly A track record of three or
calendar with your consecutive management more consecutive monthly
accountant and monthly packs accounts in a packs in a consistent format
produce the next within 90 days consistent format, is directly disclosable and
three months of produced within ~15 addresses the gap.
accounts in a working days of
consistent format with month-end, with
site-level P&L and EBITDARM by site
KPI page and a KPI page
Management accounts
quarterly, late,
inconsistent, no site-
level P&L or EBITDARM
Appoint a hamed Owner / Month 1 (lead A complete, dated Maybe
data-protection lead, named DP appointed, ROPA,; signed data-
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Action

instruct a DP adviser
to complete the
ROPA (including
health-data lawful
basis), produce data-
sharing agreements

with LA and NHS, and

complete DPIAs for
the care system,
CCTV and agency
portal

Data protection RED:
incomplete ROPA, no
data-sharing
agreements, missing
DPIAs, DSPT overdue

Instruct an
employment adviser
to review the contract
suite with specific
focus on holiday-pay
calculation method
and worker-status
terms; build the issue
register confirming all
staff hold a signed
current contract
Employment contracts
not reviewed since 2021
— holiday-pay and
worker-status
unconfirmed

Build the monthly

agency tracker with at

least three months of

back-history and write

the agency-reduction
plan with a baseline,
target, milestones
and preferred-
supplier terms

Agency dependence at
22% of care hours — no
written reduction plan

Instruct a VAT/tax
adviser to review and
document the partial-
exemption method in
use, confirming the

lead (with DP

adviser)

Owner /

Timeframe

ROPA started,
adviser
instructed);
Month 2-3
(ROPA
complete,
agreements
drafted); Month
4 (DSPT
submitted)

Month 1-2

employment

adviser

Owner / RM

Owner / tax

adviser

Tracker this
month; plan
within 30 days

Month 1-2
(instruct); Month
3 (written
adviser note
received)

sharing agreements
with LA and NHS;
DPIAs completed
for three high-risk
processing
activities; DSPT
submitted at
Standards Met

A confirmed, up-to-
date contract suite
with a dated
employment-adviser
review note; an
issue register
confirming all staff
are on current
signed contracts

A monthly agency
tracker with a trend
and a written
reduction plan — at
least three months
of data showing the
starting baseline

A documented,
adviser-confirmed
VAT partial-
exemption method
with a written review
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Disclose before fully

fixed?

A programme of DP
remediation in active
progress can be disclosed;
a complete absence of
documentation should not
be left as an open gap.
Disclose once the ROPA is
complete and at least the
most critical data-sharing
agreements are in place —
so the disclosure is 'we
have identified the gaps and
are closing them' with
evidence.

Maybe
Contracts that have been
professionally reviewed can
be disclosed positively; the
2021 unreviewed position
should not be presented as
assured. Disclose once the
employment adviser's
review note is received and
any identified re-papering is
underway.

Yes

A documented reduction
programme with a trend and
a credible plan is
disclosable and
demonstrates active
management of a known
gap.

Maybe

An unreviewed VAT method
should not be presented as
confirmed; once the
adviser's review is
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10

11

Action

input-VAT recovery
position and
producing a written
adviser note for the
data room

VAT partial-exemption
method never formally
reviewed

Build and begin
rolling the 13-week
direct cash-flow
forecast, back-testing
each week from the
outset to create an
accuracy track record

No rolling 13-week cash-

flow forecast — cash
managed from bank
balance

Build the aged-debtor
dashboard split by
funder type with a 12-
month debtor-days
trend, write-off history
and a written credit-
control process

Aged debtors tracked ad
hoc — no credit-control

process, LA lag
stretches cash

Establish a monthly
leadership
governance meeting
with a standing
agenda and minutes;
draft the delegation
matrix, reserved-
matters schedule and
conflicts register

No board, no delegation
matrix, no conflicts
reglster. Nno assurance
acthlty

Build the enterprise
risk register covering
all five risk categories
with scored, owned
entries, and add it as

Owner /
accountant

Owner /
accountant

Owner

Owner / RM

Timeframe

This month;
rolling from
month 1

Month 1-2

Month 1 (first
minuted
meeting); Month
2 (delegation
matrix and
conflicts register
drafted)

Month 1-2

note — removing
the undocumented
position from the
DD conversation

A weekly 13-week
rolling cash-flow
forecast with at
least six weeks of
back-testing
showing forecast
versus actual
variance

An aged-debtor
dashboard with a
trend, funder split,
write-off history and
a written credit-
control process with
a named owner

Arun of at least
three minuted
leadership
meetings; a dated
delegation matrix; a
conflicts register —
all before going to
market

A populated
enterprise risk
register with at least
10 scored risks and
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Disclose before fully

fixed?

complete, the confirmed
position is straightforwardly
disclosable. Disclose once
the adviser's written review
note is received; if any
adjustment or correction is
identified, disclose the
position and the
remediation taken.

Yes

Arolling, back-tested
forecast with a track record
is directly disclosable and a
positive financial-
management signal.

Yes

A clean, trended aged-
debtor dashboard is directly
disclosable and
demonstrates the position is
actively managed.

Maybe
A governance programme
under active development is
disclosable; a complete
absence of any governance
structure is not a
comfortable starting position
for DD. Disclose once three
months of minuted
meetings and the
delegation matrix exist —
so the disclosure is
evidenced.

Yes

A live, populated risk
register with review minutes
is directly disclosable and is
a positive governance
signal.
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12

13

14

15

Timeframe

a standing item at the
monthly leadership
meeting

No enterprise risk
register — commercial,
financial and strategic
risks untracked

Month 1
(surveyor
instructed);
Month 2
(register
complete)

Owner /
building
surveyor

Commission a
building surveyor to
assess and cost the
flat roof section and
two assisted
bathrooms; build the
deferred-capex
register with urgency,
cost range and burn-
down view

Deferred capex backlog
known but uncosted and
unsurveyed

Consolidate all open RM Month 1
and closed action-
plan items from CQC
inspections, audits,
safeguarding and
incidents into a single
tracker with named
owners, due dates
and linked closure
evidence

Action plans not
consolidated into a
single auditable tracker

Owner / office  Month 2-3

manager

Build a supplier
contract schedule for
the top 10 suppliers
by spend with terms,
exit notice, change-
of-control flags and
contract copies
Supplier contracts: top
suppliers on rolling
terms with no
documented exit notice

Owner / Month 2-3

accountant

Document the
authorisation matrix
with dual-
authorisation

one set of review
minutes

A costed, prioritised
deferred-capex
register with a burn-
down view, with
safety-critical items
resolved or
scheduled before
market

A single live action
tracker with all
items consolidated,
closure evidence
indexed, and
overdue items
visible and
managed

A supplier contract
schedule with
diarised renewal
dates and any
change-of-control
clauses identified
and addressed
before market

A documented
authorisation matrix

and SoD map with a

folder of dated,

Disclose before fully

fixed?

Yes

A costed, prioritised backlog
with a plan is
straightforwardly
disclosable — buyers
expect some maintenance
backlog in a care home; the
guestion is whether it is
known and managed.

Yes

A consolidated, up-to-date
action tracker is a
straightforward positive
disclosure.

Yes

A clean supplier contract
schedule with terms and
notice periods is
straightforwardly
disclosable.

Yes
A documented and
evidenced controls
framework is a positive



# Timeframe Disclose before fully
fixed?

thresholds, produce a signed financial-governance
segregation-of-duties reconciliations — disclosure.

map, and assemble a evidence controls

sample of signed operate, not just

bank reconciliations that they are

as evidence of described

operation



Data-room checklist

The items not in italics form a minimum viable pack — assemble these first. The full pack strengthens
the position further. Iltems marked "—" only apply to some business models.

CQC & Regulatory

Last three CQC inspection reports (2019, 2022, 2024)

Current CQC registration certificate and registered manager confirmation

Consolidated regulatory action tracker with closure evidence

Safeguarding referral log with outcomes and learning records (last 24 months)

Notifications log (CQC statutory natifications, last 24 months)

Regulatory correspondence file (warning notices, requirement notices) — confirming none on record
Complaints log with themes, response times and outcomes (last 24 months)

Mortality review records with root-cause analysis and action tracker

Medication audit schedule, error log and trend (last 12 months)

Oo0O0ooOgoodgao

IPC audit results, outbreak records and training completion

FULL PACK

[0 Internal self-assessment against CQC key questions (Safe, Effective, Caring, Responsive, Well-led) — /f

produced; evidences that Good is maintained between inspections

Workforce

DBS register with renewal dates — confirmed current and complete

Mandatory training matrix with completion rates (last 12 months)

Staffing dependency tool and planned-vs-actual roster extract (last 3 months)

Agency tracker: hours, cost, % of hours, provider split and cost-per-hour premium (last 12 months)
Agency reduction plan with baseline, target, milestones and preferred-supplier agreement
Employment contract templates by role group with version/review dates

Contract issue register confirming all staff hold a signed current contract

Oo0O0ooogoao

Pay compliance review note covering NMW/NLW, sleep-in treatment, holiday-pay method and gender pay
position

[J Right-to-work register and sponsor-licence compliance file (including four sponsored staff)

[J Permanent workforce turnover, vacancy and tenure data (12-month trend)

[J Disciplinary, grievance and tribunal log with outcomes and any live claims

[J Registered Manager CQC registration confirmation and deputy succession plan

FULL PACK

[1 IR35 / status-determination file for direct contractors — Where direct contractor arrangements exist beyond agency-
supplied workers
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Financial — Management Accounts & Financial Hygiene

Last three years' statutory accounts (unqualified, filed)

Last 12 months' monthly management accounts in consistent format with site-level P&L and EBITDARM
Management accounts close calendar and production-lag record

Annual budget with monthly budget-versus-actual variance reports and commentary

Rolling 13-week cash-flow forecast with forecast-versus-actual accuracy log

Aged-debtor analysis split by funder type (LA, self-pay, NHS/CHC) with 12-month debtor-days trend
Write-off history by period and reason

Written credit-control process

Chart of accounts, cost-allocation methodology and by-site P&L reconciliation

Revenue recognition policy with worked cut-off example and reconciliation to billing

Working-capital analysis: debtor days, creditor days, trend

Banking facilities schedule, covenant-compliance tracker and headroom analysis

Oo0ooooooooogoao

Tax compliance file: CT, VAT (partial-exemption method documented), PAYE/RTI filings and adviser review
note

[J Related-party register and director-loan account statements cross-referenced to accounts disclosures
[ Capital structure summary: debt schedule, share register, IFRS 16 leases if applicable, dividend history
[J Internal controls pack: authorisation matrix, segregation-of-duties map, bank reconciliation samples

Property & Estate

Title register and title plan (freehold)

2024 condition survey report

Deferred-capex register with cost estimates, urgency ratings and burn-down trend
Planned preventive maintenance (PPM) schedule

Fire risk assessment (current)

Asbestos management survey / register (current)

Gas safety certificates (current)

Electrical Installation Condition Report (EICR, current)

Buildings insurance policy with reinstatement valuation and claims history
Planning consent documentation confirming C2 use class and 48-bed registration

OO0ooooooogaoao

EPC certificate with rating and expiry date

FULL PACK

[ Environmental/flood risk information — If a formal assessment has been commissioned or flood-zone proximity is a
known factor
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Commercial & Revenue

Revenue mix schedule: 12-month trend by funder type (LA, self-pay, NHS/CHC) with % split
Occupancy data: 12-month trend by bed type with void analysis

LA framework agreements: all current agreements with fee rates, renewal dates and variation history
Self-pay fee schedule with annual uplift mechanism

Top-up fee register with signed agreements and compliance-check note

Resident contract template (current version) with CMA 2018 compliance review note

Funder relationship register: LA and NHS contact list, engagement log and escalation history
DoLS/CoP register with authorisation status, renewal dates and pending applications

Supplier contract schedule (top 10 by spend) with terms, exit notice and change-of-control flags

Oo0Oooodoodgao

Commercial/liability and abuse insurance policies with claims history

FULL PACK

[J NHS/ICB contracts and CHC/FNC arrangements with fee structures and review pipeline — Where NHS-funded
(CHC/FNC) residents are present

Governance & Corporate

Corporate structure chart with shareholdings (current)

Share register / cap table

Articles of association (as filed at Companies House)
Companies House filing history and statutory registers (current)
PSC register (current)

Board/leadership meeting minutes (last 12 months)
Delegated-authority matrix and reserved-matters schedule
Enterprise risk register with review minutes

Conflicts-of-interest register

Policy register with approval, version and review dates
Litigation log, contingent-liability schedule and provisions note
D&O insurance policy, run-off provision note and W&I readiness summary

Owner-dependency assessment and delegation/relationship-transfer evidence

Oo0oooooooooogaoao

Exit-transition and succession plan with bench-readiness assessment

FULL PACK

[0 Shareholders' agreement (if any) — Where a shareholders' agreement exists or is entered into before market
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Data Protection

[J Record of Processing Activities (ROPA) — complete, dated, including special-category (health) data
[0 Data-protection governance framework and DPO/lead appointment record

[J Governance review minutes (last 6—12 months)

[J Lawful-basis and consent mapping table with privacy notices (resident, staff)

] Breach register with incident files and ICO notification records

[0 SAR log with response times and outcome record

[J Data-sharing agreements with LAs and NHS/ICB bodies

[J Processor (Article 28) contracts with software/service suppliers

L1 Data-flow map cross-referenced to ROPA

[0 DPIAs for CCTV, digital care system and agency-staff portal with mitigation action logs
[J DSPT submission status and evidence pack (current year)

[J Retention schedule with destruction logs

[J IT security baseline summary: MFA coverage, patching regime, backup restore-test logs
FULL PACK

[J Cyber Essentials certificate or gap assessment — Where NHS data is handled or buyer specifically requests cyber

assurance evidence

Operating Model & Knowledge

3-year strategic plan with objectives, owners and review records

Organisation chart (current) with role descriptions and headcount-by-function
SOP/process repository with master index, version numbers and review dates

KPI dashboard with 12-month trend and review minutes showing corrective actions

Key-person risk assessment with cross-cover arrangements and tested-cover evidence

Oo0Oo0oooad

Knowledge management repository: supplier contacts, funder contacts, system access map, handover
protocols

FULL PACK

[J Change-delivery evidence: last 1-3 projects with outcomes and post-implementation reviews — Recommended

for PE buyers who will probe change-integration capability
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Toolkit index — templates & worksheets

Every fill-in template and decision worksheet in this report, with its page. Each is a framework starter —
replace the contents with your own.

e Template 9.11-A (p. 45) — An owner-dependency reduction pack: a documented owner-dependency
assessment plus the delegation and knowledge-transfer evidence that proves the business's
relationships, decisions and know-how no longer walk out with the owner. (9.11 Owner dependency & value
transferability)

» Worksheet 9.11-B (p. 45) — Owner dependency & value transferability: decisions to make (9.11 Owner
dependency & value transferability)

* Template 9.12-A (p. 46) — A documented exit-transition and succession plan: a worked plan covering
founder handover, a capable and tested second-tier bench, and a realistic, feasibility-checked earn-out/
transition arrangement. (9.12 Ownership succession & exit-transition plan)

* Worksheet 9.12-B (p. 46) — Ownership succession & exit-transition plan: decisions to make (9.12
Ownership succession & exit-transition plan)

* Template 2.6-A (p. 47) — Alive risk register with scored, owned, mitigated risks reviewed on a set
cadence, supported by review minutes and closure/mitigation evidence and a lessons-learned record.
(2.6 Risk management — enterprise risk register)

* Worksheet 2.6-B (p. 47) — Risk management — enterprise risk register: decisions to make (2.6 Risk
management — enterprise risk register)

» Template 4.3-A (p. 48) — An agency-management pack: a monthly agency tracker with at least 3
months of back-history, a written agency-reduction plan, and signed preferred-supplier agreement(s)
with your main provider(s). (4.3 Agency dependence)

» Worksheet 4.3-B (p. 48) — Agency dependence: decisions to make (4.3 Agency dependence)

» Template 4.8-A (p. 48) — A contracts-consistency pack showing the current forms of contract, issue
dates, amendment history, and a note of any items awaiting legal or HR review because employment
law changes over time. (4.8 Employment contracts — consistency and current legislation)

» Worksheet 4.8-B (p. 49) — Employment contracts — consistency and current legislation: decisions to
make (4.8 Employment contracts — consistency and current legislation)

» Template 5.6-A (p. 49) — A deferred-capex / maintenance backlog register with cost estimates and
urgency, paired with a planned (preventive) maintenance programme that is demonstrably working the
backlog down. (5.6 Deferred capex / maintenance backlog)

« Worksheet 5.6-B (p. 49) — Deferred capex / maintenance backlog: decisions to make (5.6 Deferred
capex / maintenance backlog)

e Template 6.7-A (p. 50) — An aged-debt pack: an aged debtor analysis split by funder type, the debtor-
days metric with trend, a write-off history, and a written credit-control process. (6.7 Fee debt / aged debtors)

* Worksheet 6.7-B (p. 50) — Fee debt / aged debtors: decisions to make (6.7 Fee debt / aged debtors)
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e Template 7.2-A (p. 51) — A management-accounts pack with a documented monthly close calendar: the
last 3—6 months of management accounts produced to a consistent format, plus a one-page note stating
the production cadence and lag time. (7.2 Management accounts cadence)

* Worksheet 7.2-B (p. 51) — Management accounts cadence: decisions to make (7.2 Management accounts

cadence)
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Technical templates & worksheets

Ready-made, fill-in starters for the deliverables named in the deep-dives — drawn from the EXxitSignal
framework, not findings about your home. Use them as a structure and replace every entry with your
own.

9.11 - Owner dependency & value transferability

Template 9.11-A — An owner-dependency reduction pack: a documented owner-dependency assessment
plus the delegation and knowledge-transfer evidence that proves the business's relationships, decisions
and know-how no longer walk out with the owner.

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

YOUR
WHAT TO INCLUDE ENTRY /

NOTES

An owner-dependency assessment mapping everything currently tied to the owner: key external
relationships (regulator/CQC contacts, local-authority and CHC commissioners, GPs and health
partners, top referrers, bank, landlord, key suppliers), recurring decisions only the owner makes, and
undocumented operational know-how — each scored for criticality and current transferability.

Delegation evidence: which of those relationships and decisions have been handed to named second-
tier managers (e.g. operations/area manager, registered managers, finance lead), with the authority to
act (cross-reference the scheme of delegation, 9.5).

A relationship-transfer record: introductions made, joint meetings held, and the named successor now
owning each key external relationship — so commissioners, the bank and the landlord deal with the
team, not just the owner.

A knowledge-transfer/operations manual capturing what was in the owner's head: how fee negotiations
are run, how occupancy and referrals are managed, the calendar of regulatory and contractual
deadlines, and supplier/contract specifics.

A 'what happens if the owner is unavailable' note (bus-factor/cover plan) showing the business keeps
running without them, with the metrics that demonstrate it (e.g. periods the owner was absent and
performance held).

Worksheet 9.11-B — Owner dependency & value transferability: decisions to make
lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.
« Decide which dependencies to break first by criticality and transferability — base this on what would most
damage value if the owner left tomorrow (usually commissioner/referrer relationships, fee negotiation, and key
clinical/regulatory oversight).

« Decide who the named successor is for each relationship and decision, informed by the strength of your
second tier (links to bench in 9.12) — and whether you need to hire/develop to fill a gap.

» Decide how much owner involvement a realistic handover (and any earn-out) requires versus how much you
can demonstrably remove now, so the buyer sees transferable value rather than a one-person business.
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9.12 - Ownership succession & exit-transition plan

Template 9.12-A — A documented exit-transition and succession plan: a worked plan covering founder
handover, a capable and tested second-tier bench, and a realistic, feasibility-checked earn-out/transition
arrangement.

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

YOUR

WHAT TO INCLUDE ENTRY /
NOTES

An exit-transition plan: the intended deal shape and timeline, what the owner does day-to-day today,
the planned handover sequence (who takes which responsibilities and when), and the target end-
state where the business runs without the owner.

A management-bench assessment: each second-tier role (operations/area manager, registered
managers, finance, quality lead), who holds it, their readiness to step up, succession cover for each,
and the gaps to fill before sale (links to owner-dependency, 9.11).

An earn-out feasibility view: whether the business can deliver against post-completion targets without
the owner, what an earn-out would realistically require of the owner's time, and the risks to hitting it —
so the plan is grounded, not aspirational.

A handover playbook: the relationships, decisions and knowledge to transfer (drawing on 9.11), with a
transition timeline and milestones.

Evidence of rehearsal/testing where possible: periods the bench ran the business, results held, and
what the dry-run exposed — demonstrating the level-5 'transition rehearsed, bench tested' behaviour.

Worksheet 9.12-B — Ownership succession & exit-transition plan: decisions to make

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.
« Decide the realistic handover length and the owner's role during it by reference to how dependent the
business still is (9.11) and how ready the bench is — don't promise a clean break the evidence can't support.

« Decide where to strengthen the bench (hire, develop, or restructure) before sale, based on the readiness gaps
in the assessment and what a buyer would need to see to be comfortable.

« Decide how much earn-out you are willing and able to deliver, informed by whether targets are achievable
without you and what your corporate-finance adviser says about typical structures — frame the basis, not a
fixed figure.

Produce a management-bench readiness assessment

lllustrative — replace with your own bench assessment
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READINESS

CURRENT HOLDER DEVELOPMENT NEEDED TIMELINE
RATING
Registered Manager Named RM Ready now Sustain — cover plan Ongoing
tested
Deputy RM Part-way developed 6—12 months Complete Level 5, acting- Before market
up periods
Commercial/ Currently owner Gap — no Hire or develop from RM Immediate
admissions lead incumbent bench priority
Finance lead Currently owner + Gap — no internal Assign internal lead for Within 2
accountant owner day-to-day months

2.6 - Risk management — enterprise risk register

Template 2.6-A — A live risk register with scored, owned, mitigated risks reviewed on a set cadence,
supported by review minutes and closure/mitigation evidence and a lessons-learned record.

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

YOUR
WHAT TO INCLUDE ENTRY /

NOTES

Register columns: risk description, category (clinical/safeguarding, regulatory/CQC, workforce,
financial, property/H&S, data), likelihood and impact scores, resulting risk rating, named owner,
mitigations in place, target rating, and review date.

Care-specific risks captured explicitly: safeguarding, medication safety, infection outbreaks, staffing/
agency dependency, Registered Manager loss, fire/statutory buildings compliance, fee-debt and LA
fee pressure.

Evidence risks are identified ahead of time, not just logged after the fact: review minutes and dated
changes in scores as mitigations bite.

Closure/mitigation evidence for risks that were managed down (the action taken and the result).

A lessons-learned note showing how an incident fed back into the register or a process change.

Worksheet 2.6-B — Risk management — enterprise risk register: decisions to make

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.
« Score and prioritise risks from your own exposure — the home's actual incident history, CQC findings and
concentration points (single RM, single dominant funder) should drive the top risks, not a generic template.

« Set target ratings and mitigation timelines from what is realistically achievable and what a buyer would expect
to see controlled before completion.

« Decide the review cadence from the volatility of the top risks (clinical and staffing risks usually warrant monthly
attention).
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4.3 - Agency dependence

Template 4.3-A — An agency-management pack: a monthly agency tracker with at least 3 months of back-
history, a written agency-reduction plan, and signed preferred-supplier agreement(s) with your main
provider(s).

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

YOUR

WHAT TO INCLUDE ENTRY /
NOTES

Tracker columns, by month: total care hours; agency hours; agency % of hours; agency spend (£);
agency cost-per-hour vs permanent cost-per-hour (the premium); split by provider; split by role
(nurse / carer / night); a reason code per block (vacancy / sickness / acuity spike).

Reduction plan: the baseline % and your target % with a date (e.g. 22% to under 12% within 12
months), the specific permanent vacancies driving the dependency, the named recruitment actions to
fill them, and monthly milestones to track against.

Preferred-supplier agreement: agreed charge rates, notice periods, priority/exclusivity supply terms,
and named escalation contacts.

A short narrative for the management presentation tying the trend, the plan and any early reduction
together.

Worksheet 4.3-B — Agency dependence: decisions to make
lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.
« Set the target by reference to what your buyer archetype tolerates (a PE/consolidator buyer typically wants

agency under ~10-15% of hours) and what your permanent recruitment pipeline can realistically deliver —
don't promise a number you can't evidence.

« Decide which shifts and roles to convert to permanent first by where the agency cost-per-hour premium is
highest and where vacancies are most fillable (usually nights).

» Decide whether to run recruitment in-house or via an RPO/agency-to-perm route based on your historic time-
to-hire.

4.8 - Employment contracts — consistency and current legislation

Template 4.8-A — A contracts-consistency pack showing the current forms of contract, issue dates,
amendment history, and a note of any items awaiting legal or HR review because employment law
changes over time.

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

WHAT TO INCLUDE YOUR ENTRY / NOTES

Current standard contract templates by role group.
Sample issued contracts and amendment letters where relevant.
A tracker showing which terms have been updated and when.

A short log of any open questions reserved for legal or HR review.
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Worksheet 4.8-B — Employment contracts — consistency and current legislation: decisions to make
lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.
 Avoid statements that any template is fully current in law unless it has been professionally reviewed recently.

e Frame this row as a consistency and document-control check, not a legal validation of contract wording.

5.6 - Deferred capex | maintenance backlog

Template 5.6-A — A deferred-capex | maintenance backlog register with cost estimates and urgency,
paired with a planned (preventive) maintenance programme that is demonstrably working the backlog
down.

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

YOUR ENTRY /
NOTES

WHAT TO INCLUDE

Per backlog item: site, description, category (statutory/safety, building fabric, M&E, decor/FF&E),
estimated cost, and urgency (immediate / short / medium term).

A total quantified backlog figure per site and across the portfolio, with the immediate/safety-critical
subtotal called out.

A planned maintenance programme (PPM) covering recurring servicing (lifts, boilers, fire systems,
nurse-call) with frequencies and responsible contractors.

A burn-down view: opening backlog, items completed (cost/date), items added, closing backlog —
over recent months.

Cross-reference to FRI repairing obligations (5.2) and to statutory compliance items (5.7) so
safety-critical works are not buried in the list.

Worksheet 5.6-B — Deferred capex | maintenance backlog: decisions to make

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.
« Quantify and date every item — uncosted, undated entries read as 'we know it's there' rather than a managed
programme.

« Prioritise by urgency and risk: statutory/safety-critical items first, then revenue-protecting works (e.g. rooms
out of use), then cosmetic — base the cut on safety and on occupancy/fee impact.

« Decide what to clear before sale versus disclose; treat safety-critical and compliance items as do-before-sale,
and discretionary refurb as disclosable buyer-priced spend.
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6.7 - Fee debt | aged debtors

Template 6.7-A — An aged-debt pack: an aged debtor analysis split by funder type, the debtor-days metric
with trend, a write-off history, and a written credit-control process.

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

YOUR ENTRY /

WHAT TO INCLUDE
[\ [0 =53

Aged debtor report at a recent date, split by ageing band (current, 30/60/90/90+ days) and by
funder type (LA, self-pay, NHS/CHC), since LA payment lag and self-pay arrears behave very
differently.

Debtor days overall and by funder type, shown as a trend over at least 12 months so the direction
of collection performance is visible.

A breakdown of the oldest/largest balances with reason codes (LA payment lag, disputed package,
self-pay arrears, deceased estate, top-up arrears) and the action on each.

Write-off / bad-debt history: amounts written off by period and by reason, so the real collectability of
the book is clear.

The credit-control process: invoicing cadence, statement/chase steps and timing, escalation route,
and who owns it.

Worksheet 6.7-B — Fee debt | aged debtors: decisions to make

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.
« Decide collection targets by funder type, recognising LA payment lag is partly structural while self-pay arrears
are more directly controllable — frame realistic debtor-day targets from your own history.

« Decide which old balances to chase, escalate or provide against based on age, size and recoverability — and
separate genuine LA timing lag from truly doubtful debt.

« Decide whether the credit-control process needs strengthening (e.g. deposits/standing orders for self-pay)
based on where arrears concentrate.
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7.2 - Management accounts cadence

Template 7.2-A — A management-accounts pack with a documented monthly close calendar: the last 3-6
months of management accounts produced to a consistent format, plus a one-page note stating the
production cadence and lag time.

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

YOUR ENTRY /

WHAT TO INCLUDE
NOTES

A consistent monthly pack: group P&L, balance sheet and cash position, with a by-site P&L (cross-
referenced to 7.3) and prior-month / budget / prior-year comparatives.

Care-specific KPI page: occupancy %, average weekly fee and fee mix (LA / self-pay / CHC-FNC),
EBITDARM and EBITDA by site, staffing cost % of revenue, and agency % of hours/spend.

A stated production lag (target management accounts available within 10-15 working days of
month-end) and a close calendar listing each close task, owner and due day.

Commentary that explains variances and the decisions taken in response — showing the accounts
are used, not just produced.

Evidence the format is stable month to month (same line items, same KPI definitions) so trends are
comparable.

Worksheet 7.2-B — Management accounts cadence: decisions to make

lllustrative starter — a framework template, not a finding about your home. Replace with your own entries.

« Set your close-lag target by what a PE/consolidator buyer expects (typically management accounts within
~10-15 working days of month-end) and what your finance resource can sustain — commit to a lag you
actually hit.

» Decide which KPIs sit on the front page by what drives this business's value (occupancy, fee mix, EBITDARM
by site, staffing/agency cost) so the pack speaks the buyer's language.

» Decide whether gaps in cadence or format need fixing for several months before going to market, since
buyers weight a sustained run over a recent improvement.

Produce a site-level P&L with EBITDARM and a KPI page

lllustrative monthly KPI page — replace with your own figures each period

KPI DEFINITION CURRENT PERIOD PRIOR MONTH PRIOR YEAR
Occupancy % Occupied beds / registered beds Your figure Prior month Prior year
figure figure
Self-pay % Self-pay revenue / total revenue Your figure Prior month Prior year
figure figure
Agency % of Agency hours / total care hours Your figure (22% Prior month Prior year
hours baseline) figure figure
Staffing cost % Total staffing cost / revenue Your figure Prior month Prior year
figure figure
EBITDARM EBITDA + rent + mgmt charge + Your figure Prior month Prior year
one-offs figure figure
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Before you go to market: confirm these are current

Rules in these areas change. ExitSignal does not monitor them for you, and this report does not
confirm your current position on them. Before relying on any position here, confirm the following with
the relevant adviser:

* CQC requirements. Confirm the current CQC assessment framework and any recent changes that
affect how your service is rated and evidenced.

* Employment & pay. Confirm current National Minimum/Living Wage rates, holiday-pay and sleep-
in rules, and working-time requirements with a payroll/employment adviser before relying on any
pay-compliance position.

* Right to work & immigration. Confirm current right-to-work check and sponsor-licence
requirements if you employ overseas staff.

« Data protection. Confirm your current UK GDPR / Data Protection Act obligations and ICO
registration status.

» Tax & structure. Confirm the tax treatment of your structure and any reliefs with your accountant —
these change with each fiscal event.
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Important notes & disclaimer

This report is a due-diligence preparation and evidence-organisation tool. It is not legal, tax, employment,
immigration, clinical, regulatory, insurance, valuation, or data-protection advice, and it should not be relied on
as a substitute for advice from a suitably qualified professional on any specific situation. Nothing in this report
constitutes an opinion on the value of your business, and no gap identified should be read as a quantitative
estimate of its effect on price. It analyses the readiness self-assessment you provided against the ExitSignal
framework to help you identify, organise, and present the evidence a buyer or adviser is likely to ask for.
Where a point touches a regulated or fast-changing area (CQC, employment, immigration, tax, data
protection, mental-capacity law), confirm the current requirements with your own adviser before acting.

This report has been produced by ExitSignal as structured due-diligence readiness preparation guidance for the owner
of Maple Court Care Home. It is based on information provided by the owner in the self-assessment questionnaire and
on the ExitSignal framework's calibrated benchmarks and typical ranges for UK care-home transactions. Numerical
figures and benchmarks (such as indicative agency percentage ranges, management-accounts close-lag guidance, and
debtor-days references) come either from your own inputs OR from the ExitSignal framework's calibrated benchmarks;
those benchmarks are illustrative starting points and should be confirmed against your own operational data and with
your own advisers before being relied upon as targets. This report is preparation guidance only. It does not constitute
legal, tax, employment, payroll, immigration, clinical, data-protection, regulatory, financial, valuation or transactional
advice, and should not be relied upon as such. No conclusion in this report should be treated as a settled legal,
compliance or tax determination — wherever a regulated or specialist determination is needed, the report directs you to
take your own professional advice from the relevant specialist. The specific advisers, deal structure, transaction
mechanism, valuation or earn-out terms appropriate to your circumstances are matters for your own corporate finance
adviser and corporate solicitor. Maple Court Care Home, its owners and ExitSignal accept no liability for actions taken or
not taken in reliance on this report without appropriate professional advice having been obtained. The regulatory,
legislative and market landscape applicable to UK care-home transactions changes over time; you should confirm that
any framework guidance, statutory reference or benchmark remains current at the time you act on it.
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