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The DeKalb County Rehab and Nursing Center’s Oversight Board is pleased to submit this report
on the FY2024 progress and activities of the center to the County Board. The report encompasses
history, programs, recent challenges, strategies to stabilize the facility, and the center’s FY2024
accomplishments.

History

The DeKalb County Rehab & Nursing Center
represents County’s rich, 172-year legacy of :5
serving some of the most vulnerable people in its 4
community. The genesis of the DCRNC was the
creation of a Poor Farm in 1853. The original FEsEs
Poor Farm was established at Sycamore & K
Barber Greene Roads to assist people who #

. . . . . ','t
required public assistance for financial or health T _
reasons. The Poor Farm started its evolution into ="

the skilled nursing facility that DeKalb County &5
currently operates today with the construction of
the Infirmary, later named the County Home, in
1916.

A new County Home building was constructed in 1970.
This building stood three stories high with a capacity of

194 beds across three patient units. This reduced the
overall number of residents per room to a maximum of
four individuals per room, further increasing resident
privacy and leading to better infection control. In 1997 a
professional management firm was hired to oversee
facility operations.

The DCRNC moved into its current home in March of 2000. The facility boasts resident rooms
that include private bathrooms and a maximum of two-person occupancy per room. The original
construction of the building included 88 semi-private rooms and 14 private rooms with a total of
190 licensed beds. In 2019, construction began on an expansion of the facility to include a
Transitional Care Unit, an Activities Center and more private rooms.

Services Provided by the DCRNC

No two people are the same, and neither are their care needs. Each resident receives a customized
care plan built around their health conditions, preferences, and personal goals. DCRNC provides
a variety of services, namely Skilled Nursing, Rehabilitation, Restorative, and Memory Care
Services.

Skilled nursing involves licensed, around-the-clock medical care delivered by a team of
professionals, including registered nurses (RNs), licensed practical nurses (LPNs), and certified
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nursing assistants (CNAs). Skilled nursing care is ideal for individuals who need more than what
can be provided safely at home or in an assisted living setting.

The Rehabilitation team helps residents regain
strength, restore independence, and rebuild
confidence. The DCRNC offers a full range of
skilled therapy services tailored to residents’ unique
needs, all delivered in a setting designed for comfort,
dignity, and personal connection. Rehabilitation
Services include Physical Therapy, Occupational
Therapy, Speech Therapy, Respiratory Therapy,
Cardiac Rehab Support, Rehab-to-Home Program
and Ongoing Rehab for Long-Term Residents.

Restorative Services act as a bridge between skilled therapy and long-term independence. These
services are suitable for residents who have completed physical, occupational, or speech therapy
but still need additional support to promote independence and confidence. This specialized level
of care supports individuals who may not need intensive therapy every day but still benefit from
guided exercises, mobility training, and personalized care strategies that promote strength, safety,
and overall wellness.

DCRNC’s dedicated Memory Care Unit, Country View Square, is thoughtfully designed to
provide comfort, routine, and connection in a warm, home-like setting to those living with memory
loss. Daily life at Country View Square centers around enriching routines and purposeful activities,
whether it’s a stroll through our secure Garden Walk, baking in the kitchen, participating in music
therapy, or joining themed events and family-friendly gatherings.

DRNC provides a safe, cheerful, healing haven for people facing some of the most difficult
transitions of their lives. Over many decades, DeKalb County residents have found DCRNC to be
a superb, accessible care solution that keeps them close to loved ones.
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Recent Financial Challenges

In 2019, the DCRNC began experiencing financial challenges. When construction began on the
2019 expansion, DCRNC cash reserves were used to pay for portions of the project. Concurrently,
census of the facility began to decline, and issues arose with timely filing of billing to the State for
Medicare and Medicaid services, which lead to large revenue shortfalls. The facility incurred a
revenue shortfall of over $2 million in 2019, which was further exacerbated by the onset of the
COVID-19 pandemic in 2020, resulting in a revenue shortfall of over $2.8 million.

In April of 2021, the County approved its first internal loan to the DCRNC in the amount of $2
million to cover financial obligations, such as payroll and accounts payable. The County Board
ultimately authorized a total of $9,860,000 in internal loans to the DCRNC between April of
2021 and January 2024. After dissolving the DCRNC’s Operating Board in December of 2021,
in 2022 the County declined to renew the contract with its management firm. The County Board
then assumed direct control of the DCRNC, and in early 2022 engaged a consultant to help
determine if continuing to operate the facility was in the best interest of the county.

After considering its options, in 2022 the County Board made the difficult decision to sell the
facility and hired a former DCRNC director as the interim home administrator. The decision to
sell generated much public outcry, and in fall 2023 the sale fell through. Jordan Healthcare
Group was then engaged to develop and implement a business plan for the facility. In December
2023 the County Board approved the completion of the DCRNC expansion project. (The
expansion had been paused due to the COVID-19 pandemic, and the County’s project
application to the state was later canceled when the proposed sale moved forward.)

Addressing the Financial Challenges:

Following the defunct sale and legislative changes at the State level that made it more lucrative for
County-owned skilled nursing facilities to operate, in November of 2023, the County Board
adopted and implemented Jordan Healthcare Group’s Business Plan (Jordan Plan) for the DCRNC.
The plan was created using a variety of assumptions about the DCRNC and the skilled nursing
industry, and it charted a path for the DCRNC to reach a financial break even at a census of 167.
FY2024 was the first year of implementation and the plan was later revised as part of the FY2025
Budget process to reach a financial equilibrium at a census of 127. As part of the FY2024 Budget
Process and congruent with the Jordan Plan, the County Board approved Resolution R2023-103.
This action authorized the repayment of internal loans issued to DCRNC utilizing COVID era
American Rescue Plan Act Funds. Additionally, the County Board addressed DCRNC'’s
anticipated FY2024 budget deficit by prefunding the loss with a one-time transfer of $2.5 million
to the Nursing Home Fund.

Creation of the Oversight Board

After the termination of the DCRNC sale, the County Board identified a need for a board with
interest and specialized expertise to oversee the DCRNC. In December of 2023, the County Board
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established the new DCRNC Oversight Board, composed of nine members who demonstrated the
capacity to effectively discharge the Oversight Board’s responsibilities. Specific expertise in
health care, finance/accounting, or legal fields (generally, and in long-term care, specifically), were
deemed desirable, but not exclusive, criteria for qualification as a member. The nine members
serving on the Oversight Board include:

« DCRNC Resident chosen by the Resident Council (1)

* Public Members (5)

« County Board Members (3)
o Health & Human Services Committee
o Committee Finance & Administration Committee
o County Board Member at-large

As stated in the By-Laws of the DCRNC Oversight Board (1), its mission is to “serve within the
authority granted by the County Board to ensure transparency, accountability, and quality resident
care while maintaining fiscal responsibility by supporting the DCRNC operations, providing
focused oversight and expedited decision making, and making recommendations to the County
Board. The purpose of the DeKalb County Nursing and Rehab Center is to provide excellent elder
and rehab care now and for generations to come.”

The Oversight Board’s first meeting was held on March 26, 2024. In the first few months the
Oversight Board learned about the center’s history, operations, challenges and opportunities. In
July 2024, the Oversight Board created an Ad Hoc Committee to work with staff to identify
revenue and finance strategies that could improve its position. Chaired by Frank Roberts, the
committee met in August, September and October.

After years of crisis, the DCRNC is stabilizing organizationally and financially. While there was
clearly vocal community support to “save our nursing home,” as its dire situation played out in the
press, the DCRNC’s reputation suffered. We are rebuilding, improving, and raising community
awareness — and working diligently to regain public trust in DCRNC’s services and fiscal
stewardship. While the next section highlights significant accomplishments worthy of celebration,
of course we recognize that there remains much to be done.

Accomplishments FY 2024

Opening of the Transitional Care Unit:

After years of anticipation, the DeKalb County Rehab & Nursing Center’s Transitional Care Unit
opened in August of 2024. The facility’s state-of-the-art Transitional Care Unit provides high-
quality, post-surgical care to DeKalb County residents, and supports residents and their loved ones
through the recovery and healing process. In addition to the remarkable communal dining and
lounge areas, the unit features eighteen spacious, private rooms equipped with ADA-accessible
showers and restrooms. Residents of the Transitional Care Unit receive around the clock skilled
nursing care and rehabilitation services including physical, occupational, speech, respiratory
therapy, and more from the facility’s dedicated care team.
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In partnership with the
DeKalb, Genoa and
Sycamore Chambers of
Commerce, a Grand
Opening event was held on
August 15", 2024. The
Grand Opening event
featured tours of the new
unit, a live radio show,
hors d'oeuvres, remarks
from County Officials, and
a ribbon cutting ceremony.

DeKalb County Rehab & Nursing Cent
Transitional Care Unit ..
0 [‘
Grand Opening Event 25
« 4

High Quality of Care

Medicare/CMS offers prospective residents a tool for comparing nursing homes and other
healthcare providers at https://www.medicare.gov/care-compare/. Publicly available information
includes health and fire safety inspection results, staffing levels, specific elements of care such as

. vaccinations, and penalties issued by the federal
government against the provider. These elements
contribute to a five-star rating system informed by 3 basic
metrics related to inspections, staffing and quality of care.
Alert flags indicating quality issues or abuse also may be
included in a nursing center’s Medicare’s “compare”
listing.

While the DCRNC has long enjoyed a reputation for
providing excellent care, costly agency (temporary)
staffing increased during the tumultuous period 2019-
2023. This was detrimental not only to DCRNC’s financial position; it also impeded consistently
high-quality care. Reliance on agency staff was reduced significantly in FY2024 (discussed in
detail in a later section).

As of January 1, 2024, the DCRNC was assigned an overall rating of 2 (of 5) stars with staffing
levels at 4 stars and quality of care at 3 stars. Determined to improve care (and reduce associated
high costs), the center reduced reliance on agency staffing, and as a result, in March 2025, the
facility was awarded an overall rating of 3 (of 5) stars, with staffing at 4 and quality of care 5 stars.
(Note that on July 30, 2025, the Medicare rating was further upgraded to 4 (of 5) stars, with quality
and staffing measures at 4 and 5 stars respectively.)

Donations from the Nursing Home Foundation

The DCRNC is very fortunate to have partnered with the Nursing Home Foundation, a nonprofit
501c3 entity dedicated to collecting and distributing donations that go directly toward improving
resident quality of care. The Nursing Home foundation has been extremely generous to the
DCRNC and its residents and is an integral part of why the DCRNC is one of the highest-rated


http://www.medicare.gov/care-compare/
http://www.medicare.gov/care-compare/
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facilities in the area for quality of care. In FY2024, the Foundation donated a variety of goods and
services, including furniture for the Transitional Care Unit, sit-to-stand Smart Stand scale, vital
signs monitor, large standing frame, and funding for activities and entertainment programs.

Aesthetic Improvements

In FY2024, the County Board approved the creation of a new 3 T
position within the Facilities Management Office, tasked with . >~
painting County Facilities. The new hire has spent a lot of time [ =

repainting and refreshing DCRNC’s unoccupied rooms and}
halls. By December of 2024, the entirety of Building B Southi «
Hallway was completed, as were other County facility projects. | =

Opportunities for Census Growth

At the Recommendation of Jordan Healthcare Group (JHG) :
and with input from the DCRNC Oversight Board, the County|§
Board created a Community Liaison Position for the DCRNC}

day-to-day census in the building as well as publicizing the
availability of beds to the larger community. This position also
works with the residents and their families directly during the
pre-admission process and ensures that all necessary documentation is completed to facilitate the
billing response and increase collection.

To assist with marketing the center, Oversight Board Vice-Chair Mary Hatch collaborated with
the Community Liaison and facility and County staff to develop a brochure for the DCRNC.
Additionally, Ms. Hatch worked with staff to write a detailed grant application for development of
a DCRNC website. (This was submitted in December, awarded in January 2025, and will be
discussed in the 2025 annual report).

Insurance/Hospice Contracts

Throughout 2024, the County Board approved a number of contractual agreements with insurance
and hospice care providers. In 2024, the DCRNC secured seven contracts to work with secondary
insurance providers and Medicare Replacement programs. Additionally, the DCRNC secured
eleven new hospice and respite care service agreements. These agreements allow DCRNC to be a
part of additional provider networks, creating opportunities to provide care for a wider number of
individuals within the DeKalb County Community.

Staffing Changes to Improve Care and Reduce Costs

The DCRNC, like many skilled nursing facilities, was largely dependent on agency (temporary)
staffing to fill vacant shifts in the nursing department. Dependency on agency staffing by skilled
nursing facilities grew tremendously throughout the pandemic as many individuals chose to leave
the healthcare profession. Agency staffing is much more expensive than in-house staff, and results
in personnel revolving door and inconsistent care for residents. The Jordan Plan identified reducing
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agency staffing as a key action for improving the DCRNC’s to financial position. Prior to 2024,
at times the DCRNC was spending upwards of $403,000 on agency in a month. The Jordan Plan
recommended increasing wage levels to would help the DCRNC recruit and retain in-house skilled
nursing staff.

In January of 2024, the County Board approved a new
collective bargaining agreement with AFSCME Council 31,
Local No. 3537. This contract is in line with the recommended
wages in the Jordan Plan. The new contract offered more
attractive salaries, and programs such as the “limited benefits”
package, which have proven to be a key recruiting tool for the
facility.

Between January 1% and December 31%, the DCRNC was able
to increase the number of in-house nursing staff by a total of
40.42 full-time equivalents (FTEs). The total number of
Registered Nurse (RN) FTEs hired in 2024 was 8.52. The total
number of Licensed Practical Nurses (LPN) FTEs hired in
W 2024 was 4.10. The total number of Certified Nursing
- N Assistant (CNA) FTEs hired in 2024 was 27.80.

The DCRNC significantly reduced its dependency on agency
staffing by hiring skilled, dedicated in-house staff. The
average monthly expenditure on agency in FY2023 was $252,325 per month. In FY2024,
agency staffing costs were reduced to an average of $90,978 per month. This reduction in
agency staffing represented substantial savings of $161,347 each month for DCRNC. Staff
anticipate that the reduction of agency staff usage will continue to be reduced in FY2025.

Savings through Bidding Contracts

In compliance with State procurement laws, the DCRNC began bidding out a variety of contracts.
For many years, contracts for the DCRNC were
not put out to bid. Many contracts were priced
for a census of 190, which represented a
substantial unrecovered cost as the census
began to decline.

One of the more notable contracts that was put
out to bid in FY2024 was the DCRNC'’s linen
services contract. The DCRNC issued a request
for proposal for linen services for the facility.
Due to frequency of orders being based on need
rather than a set schedule, proposals were based
on the average weekly order. The five-year
contract was not previously put out to bid and

accounted for an average weekly cost of $9,700 or $504,400 annually. The DCRNC received two
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proposals. Vestis Services, LLC submitted a proposal of $3,394.35 per week or $162,928.59
annually with a $50,000 “prebate” paid to the facility. This proposal was approved by the County
in April 2024 and represents savings of approximately $1.7 million over the five-year term of the
contract.

Staff and Jordan Healthcare group view bidding additional contracts as an opportunity to continue
to continue decreasing expenditures. After the first Ad Hoc Committee meeting in August of 2024,
Oversight Board member Kay Riley assisted staff by putting together a bid schedule to help track
contract expiration and bid due dates. Staff will continue to seek savings by putting expired
contracts out to bid.

Procurement of General Liability Insurance

DeKalb County and the DCRNC operated for many
years on a self-insured model for liability and
worker’s compensation insurance. Lawsuits are very
common in the skilled nursing industry, and the self-
insured model left the DCRNC in a vulnerable
position should an incident occur. In September of
2024, the DCRNC was able to procure general
liability insurance for the facility. This reduces the
facility’s exposure for incidents to the deductible |
rather than requiring the facility to pay the full
amount, thereby reducing the financial impact that an
incident may have on the facility.

Financial Picture 2024 and the Future

The DeKalb County’s Annual Comprehensive
Financial Report for FY2024 (Audit) reveals how
significantly the DCRNC’s position has improved in
one year. As of December 31, 2024, DCRNC’s net §
position was $6.9 million, 2.3 million higher than
FY2023. The net position increase was largely due to a decrease in the net pension fund liability
and $2.5 million in support from other County sources. The latter was provided to offset potential
losses as DCRNC implemented the Jordan plan. Additionally, contributions from DeKalb SLF
LLC (Heritage Woods) and higher billing rates increased operating revenues by $2.7 million.
Operating expenses decreased by $1.7 million due to a $0.9 million net pension liability adjustment
and significant reduction in costly agency nursing staff (Audit, MD&A 2). Budget operating
revenue and expense actuals reflect net operating income of $1,222,223 before non-operating
income (e.g., investments) and expenses (debt service) are applied. See the FY2024 Audit’s
Nursing Home Fund pages (179-187) as an addendum to this report. The improved operating
performance is reflected in the following table.
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DCRNC - Operating Performance - Recent History
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DCRNC staff have demonstrated strong, ethical stewardship through reducing costs while
enhancing residents’ quality of care. The County Board and Board Committees have provided
discerning leadership, creative solutions, and weathered political storms to get DCRNC where it
is today — resuscitated and rising.

We, members of the Oversight Board, are grateful to have the opportunity to support and advocate
for this cherished community resource. In 2024, 208 total residents were served, with an average
daily census of 113. Notably, 56 residents were successfully discharged home after completing
rehab. These numbers tell just part of the story - many more lives are impacted by DCRNC
services. Not just the residents, but also their beloved family members and friends as they face
life-altering illnesses and injuries together.

Through the FY2025 budget development process, the County Board approved using $1,079,800
in reserves to pre-fund the Rehab & Nursing Debt Service Fund and allocated $504,000 from the
Landfill Host Benefit Fund to cover the Nursing Home expansion debt payment going forward
(Audit, x). While 2025 changes to Medicaid may have some impact on the DCRNC, the board’s
wise decision to shift debt service payment will help the Dekalb County Rehab and Nursing Center
strategically weather potential challenges and thrive as it fulfills its mission: to provide excellent
elder and rehab care now and for generations to come.
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ADDENDUM
DCRNC FY2024 Audit Detail (Attached)

For the full FY2024 audit, including management discussion and analysis, visit
https://dekalbcounty.org/wp-content/uploads/2025/06/fn-audit-county-fy2024.pdf
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