Real Estate Trends Shaping the Future
of Laundromats


Presenter Notes
Presentation Notes
Talking Points:
Survey the room
How many in the room are just getting started – don’t yet own a laundromat?
How many of you own 1 store?
3+ stores?
10 + stores?
25 + stores?
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Ken Wimberly, CCIM

Cofounder, Laundry Luv | Commercial Real Estate Advisor | Fort Worth, TX

° CCIM designation (Certified Commercial Investment Member) with 20+
years in commercial real estate brokerage, investment, and net lease
advisory

e  Cofounder of Laundry Luv, opened first location in 2019, now operating 3
locations across West Texas with a 4th opening this week

° Built and led the #1 KW Commercial real estate team in the KW Commercial
national ecosystem

° Laundry Luv is now franchising, with the first North Texas franchisee live
and active interest from operators in Arizona, Texas, and Florida



Presenter Notes
Presentation Notes
Talking Points:

One sentence that connects the two worlds:
"I have negotiated leases on both sides of the table. I know what landlords want and how to get operators the deal they need." 


EXCS‘:E)NCE Laundry Industry in 2026
NNNNNNNNN $7.2B Market size
The Laundry Industry
in 2026 — Quick
Snapshot

1.6% CAGR_*

Compound Annual Growth Rate
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According to IBISWord Report: U.S. coin-op laundry: ~$7.2 billion revenue, ~17,500 businesses | Puts Average Revenue at $411k per location
Much better than $6B industry with 30,000 stores | $200,000 per location volume
30,000 store figure likely includes apartment route operations and OPL
Steady, recession-resistant growth — not flashy, but predictable cash flow.
The CLA's 2024 annual survey reported a median gross revenue of $335,000 per location, with a 27% operating net profit margin.
Critically, that margin is before taxes, debt service, and owner compensation. 
30–40% of U.S. households still lack in-unit laundry — that’s our moat.
High cost of rent has consistently been a Top Reported Issue across previous 12 years of CLA surveys
Most operators still treat real estate as an afterthought. That is what this presentation is about.
Alliance Laundry Systems went public on the NYSE in October 2025 under ticker ALH. 
Their S-1 filing revealed $1.5 billion in fiscal 2024 revenue and an estimated 40% share of the North American commercial laundry equipment market. 
That one fact tells this audience something important: the equipment side of this industry is institutionalizing. 
The operator side needs to catch up.
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Why Real Estate
Matters More Than

Ever

2026 OLD /
LAUNDROMAT FALLING BEHIND

Modern. Clean. In Demand Tired. Empty. Losing Custome

5| Bright, Clean & Inviting

- Tech-Enabled & Easy

Risk of Being Left Behind

Y Built for Growth
(1] |
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Talking Points:
Real estate used to be “just a cost.”
For decades, the laundromat site selection process was essentially "find a cheap strip mall in a renter-dense neighborhood and sign whatever lease the landlord offered
Location was treated as a utility decision, not a strategic one.
Today it’s your biggest competitive edge — and your biggest risk.
The shift from mom-and-pop to professional operators is being driven partly by this real estate reality.
Operators who do not understand site selection and lease structure are selling to those who do. 
This is not theoretical. It is happening in every major market right now. 
Tight supply + rent growth = new rules of the game.
Retail vacancy in neighborhood and strip centers is now at historic lows
Around 4.5% to 6%, some of the lowest levels since the late 80’s 
Mention price of NEW CONSTRUCTION

Regarding the image on the screen
"The difference between these two stores is not primarily equipment or technology. It is a location decision made years before either store opened, and a lease structure that either gave the operator room to invest or slowly strangled the margin." 


o ) U.S. Retail Vacancy

Strip / Neighborhood Centers

HISTORIC LOWS
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Retail Real Estate
Reality Check

5.1%

Now
B Less than 4%
B 4% to 5%

2015 2017 2019 202

Lowest Vacancies in Decades
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EXPLAIN THE MAP
Neighborhood & strip-center vacancies at historic lows.
Strip centers/neighborhood centers - types of centers most laundromats are located in
Almost no new supply coming online through 2027.
Since 2009, new retail construction has averaged just 0.5% of total inventory per year
Lowest sustained development rate of any major commercial property type in modern history 
There is no meaningful wave of new strip center supply coming in the next two to three years. 
And IF THERE WAS, rents would be priced WELL ABOVE rates that laundromats should pay
Laundromats now compete directly with coffee shops, gyms, and restaurants for the same prime spots.
Many of those tenants generate higher revenue per square foot than a laundromat and can support higher rent 
Landlords know this. It means laundromat operators are no longer negotiating against an empty space. They are negotiating against a coffee shop. 
If you cannot make the case for your business as a traffic driver and a community anchor, you lose that space
So the environment is tighter, rents are higher, and competition for space is more sophisticated than it has ever been. That is the reality check. Now let's talk about where the winners are finding locations inside this market.. 
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The Renter Trap

Why your customer
base is growing!
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Talking Points:
Homeownership is at its least affordable point in decades. Record home prices and elevated mortgage rates are keeping millions of households renting who would otherwise have bought 
Renter households hit a record 45.3 million in 2024, the fastest growth rate since 2015, and renters now account for more than half of all new U.S. household formation
The new apartments being built are luxury product with in-unit laundry. That is not your (self-service) customer; not where you want to locate your store
Your/our customer lives in the existing older housing stock, buildings with a median age of 44 years, where adding washer/dryer hookups is structurally difficult, cost prohibitive, or prohibited by the building
This customer is not choosing to use a laundromat. They have no alternative. That is a structurally durable demand base
For a thriving and successful laundromat, you want to be NEAR these people
They need to find you and it needs to be CONVENIENT for them
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Shift from Mom -and - (@ @888

Pop to Professional
Operators
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Investor interest is surging — multi-store groups are buying existing locations.
Private Equity has moved into the industry
Franchising is starting to take off in the industry - much to the chagrin of many
Regional operators are refining their models and expanding their brands
The “professionalization” of the industry is here.
Fewer locations, more revenue per store
The number of laundromat establishments has declined roughly 1.5% per year since 2021. Revenue per location is growing. That math tells you one thing: operators who know what they are doing are absorbing the market share of those who do not. Scale and sophistication are winning.
Franchising is no longer a novelty 
Private equity groups and franchise systems are now active acquirers of existing locations and builders of new ones. 
The CLA's own data shows multi-store operators are the fastest growing segment of the industry. 
The solo operator running one store on gut instinct is competing against groups with site selection software, lease attorneys, and demographic analysts. That gap is widening every year. 
Transforming the physical experience
Leading operators are redesigning stores to feel like destination spaces rather than utility stops. 
Think coffee bars, free WiFi, children's literacy and play areas, comfortable seating, and clean modern finishes. 
I’m seeing some incredible examples of this in the industry. The goal is dwell time and loyalty, not just clean clothes
Running it like a business, not a side hustle 
Cashless and app-based payment systems, remote machine monitoring, loyalty programs, demographic-driven site selection, and professional lease negotiation. 
These are the operational hallmarks separating the top 20% from the rest. 


LAUNDRY
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Rob Labutis and Lisa Merrill
Dedicated kids’ play area, free Wi‑Fi, comfortable seating, vending, and on-site staff support.
Electrolux washers as the core self-service differentiator.
Same day or next-day wash-dry-fold and a separate “Wash & Go” service in which attendants wash, dry, and bag the load for pickup within hours.
"Pink glove service" standard on every customer interaction


Huebsch
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Jose Almonte + Christian Almonte
11,000 SF facility in Queens with 132 washers / 184 dryers
Now have 19 locations
Fully attended and card-operated across every location
Custom designed artwork on the walls
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Morgan Gary, Portland, OR
MBA in Sustainable Business drove the entire concept
Electrolux EcoPower cuts wash-to-dry cycle under 45 minutes
Maintains dedicated hypoallergenic machines at Fremont, and reports a bulk, no-single-serve soap model to reduce packaging waste.
Complimentary eco soap included with every single wash
Spin also treats the laundromat as a neighborhood “third space”—with retro arcade and pinball from Ground Kontrol, a coffeehouse partner at Fremont, local events, and recognition through Small Business Revolution plus a long press trail.
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Emily Strayer - Dixie Chicks; San Antonio, TX
Grammy-winning musician chose laundry as recession-proof investment 
Only ozone sanitation system in San Antonio 
Trained baristas and craft coffee bar inside the store 
Purchased the building — long-term real estate commitment
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Dedicated children’s play area and reading center
Books given away monthly is on KPI’s
Fully attended with friendly staff
Presso press-and-finish offer designed to mimic a dry-cleaned finish without dry cleaning.
Stores are treated as a community centers that happens to be in the laundry business
Backpack giveaways
Free laundry days
Thanksgiving meals for families
Employment partnerships with special needs schools
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Location is a Strategy,
Not a Search
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Talking Points:
Who you are next to is a location decision, not a coincidence  
The best laundromat locations are in centers anchored by high-frequency necessity retailers: grocery stores, dollar stores, pharmacies, fast food, and discount retailers. 
These businesses pull weekly visits from exactly your customer demographic. You borrow their traffic. 
This is not accidental co-tenancy, it is deliberate site selection strategy.
Avoid co-tenancy that conflicts with your customer 
Upscale restaurants, boutique fitness, and luxury services signal a demographic that likely has in-unit laundry. 
A strip center anchored by Whole Foods is not your customer base. A center anchored by Food Lion, Dollar General, or a Hispanic grocery chain frequently is. 
Know what the anchor says about the neighborhood before you sign.
Negotiate co-tenancy protection into your lease
This is where the real estate expertise comes in and almost no independent operator does this. 
A co-tenancy clause protects you if your anchor tenant leaves. 
If the grocery store that drives 40% of your walk-by traffic closes, you want the right to renegotiate rent or exit the lease. 
Professional operators negotiate this. Most independents do not know it exists.
Visibility + parking still win every time.
Five parking spaces per 1,000 square feet should be your minimum standard standard 
End-cap or corner positions outperform inline positions consistently because of visibility from the road and ease of dryer venting 
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The Gold Standard
Location Formula
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40%+ renters in 1–3 mile radius
Population density 12,000+ per sq mile
Near multifamily (older buildings), colleges, military housing, or trailer parks
Average HHI of $50,000 or less in 1-3 mile radius
Housing (SF and MF) stock that is 30+ years old
OTHERS WE LOOK FOR
Average VPD of 20,000 to 40,000 in front of site
Great Co-tenancy (mentioned before)
VISIBILITY - not to be overlooked


9 Real-World High -Performers

/5K Eaunony

Store A Store B StoreC Store D
Annual Volume 51,224,000 $857,000 $878,000 $1,049,000
Population (1mi) 6,513 8,939 10,066 11,262
HHI (1mi) $50,328 $69,155 562,387 547,264
Traffic (VPD) 31,659 23,899 14,545 11,730
Co-Tenant Walmart Walmart HEB CSL Plasma
Rent | Rev 8.90% 11.32% 8.14% 8.14%
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The income band is consistent 
Every store sits between $47,000 and $69,000 in median household income. That is not a coincidence. 
Below $47,000 you may have demand but collection risk and pricing sensitivity. 
Above $70,000 you are increasingly competing with in-unit laundry ownership. This band is the target. 
Traffic and population trade off against each other 
Store A has the lowest population density but the highest traffic count and the highest volume. 
Store D has the highest population density but the lowest traffic count and still clears $1 million. 
The variable that stays constant is co-tenancy drawing the right demographic. That is the through line. 
Rent discipline is non-negotiable at this volume 
Three of four stores are at or below 8.90% rent to revenue. 
Store B at 11.32% is the outlier and still profitable, but notice it is also the lowest volume of the four. 
The lesson: you can have great site characteristics and still compress your margin if you overpay for rent. 
Every percentage point above 10% is a decision that comes back to hurt you when utilities spike or equipment needs replacement. 


9 Shared Attributes
EXCELLENCE of Top 20% Stores
9 Prime, visible :—;

locations

Shared Attributes of da Busyand active
BB Excellent retail

TOP 20% Stores co-tenancy

Clean and well-
maintained
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Strong visibility from road + foot traffic
Visible at normal speed of traffic
Not tucked into elbow of shopping center or deep in a parking lot
Not blocked by tree canopy coverage or outparcel buildings
Busy and Active
The 2025 CLA survey shows that every store in the fully-attended category reports 20% or better net profit. 
Not some, ALL OF THEM
If your store is dead and dark, your financials will show it.
The best stores are running events, supporting the community and DIFFERENTIATING themselves
Excellent retail co-tenancy 
Your anchor neighbors are pulling your customer weekly 
Grocery, dollar stores, pharmacy, plasma centers 
These businesses bring the right demographic on a recurring schedule 
You are borrowing their traffic. 
Clean and well-maintained 
The Wash Weekly piece on physical environment put it well 
The building communicates before a customer walks in 
Dirty, broken, poorly lit tells the customer everything about how you run the operation. 

SIZE MATTERS: Top 20% stores have 2,800 to 4,000 square feet. You very likely not going to get Top 20% in 1,500 SF. If you go bigger, pay attention to RENT!
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Demographic Sweet Spots

X F N
Urban and Transient Working Class Suburban Established Renter
Communities
50%+ renter occupied e HHI $47K to $69K @ T
Buildings pre-1990 @ Older rental stock 0 1 to 3 mile trade area
e College towns, military 9 Large household sizes, @ Recurring weekly traffic
communities, dense corridors limited in-unit laundry patterns, necessity-driven
demand
J \. J .

Source: CLA 2025 Industry Survey / Industry Site Selection Standards



Presenter Notes
Presentation Notes
Talking Points:
The demand formula is simple: renters in older buildings without hookups. 
The denser that population, the stronger your baseline. 
Best-performing markets cluster around three archetypes: 
dense urban corridors with transient populations (college towns, military communities, urban cores), 
established suburban pockets with aging rental stock, 
and working-class neighborhoods with large household sizes and lower HHI. 
Every site you evaluate should pass a renter filter first. If more than half the housing units in a one to two mile radius are owner-occupied and built after 1990, move on. 
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Check

A

Quick Audience ‘
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Talking Points:
Raise your hand if you pulled demographic data before signing your current lease.
Then pause and look around the room. Whatever you see, comment on it directly. 
Now keep your hand up if that data actually changed your decision.
The second drop-off will be the memorable moment. 
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Rent as a % of
Revenue — The

Golden Rule

Rent-to-Revenue
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Healthy operators keep rent at 10%-20% (MAX) of gross revenue.
Target range is LESS than 15%
Above 20% and margins start to disappear fast.
LLUV Stores hit Rent to Sales last year of 16.4%, 8.5%, and 5.2%
Example: 4,000 sq ft at $22/sq ft = ~$88K/year + $3.00NNN = ~$12K/year (total occupancy cost of $100k/year) — must support at least $500K+ revenue to stay at 20%.
According to 2025 CLA Survey, only 36% of respondents had made $400k or more in Gross Revenues
The MEDIAN gros


9 Running the Rent Math
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Example 1: 2,800 sq ft store (CLA median) Example 2: 4,000 sq ft store
« Baserent at $18/SF: $50,400/year « Baserent at $18/SF: $72,000/year
« NNN at $3.00/SF: $8,400/year » NNN at $3.00/SF: $12,000/year
» Total occupancy: $58,800/year ($4,900/month) » Total occupancy: $84,000/year ($7,000/month)
« Revenue needed to stay at 20%: $294,000/year « Revenue needed to stay at 20%: $420,000/year
» Revenue needed to stay at 15%: $392,000/year » Revenue needed to stay at 15%: $560,000/year

Mean: 30.3% Note: A small number of respondents reported extremely high rent

| - costs as a percentage of gross revenues resulting in a high mean (i.e.
Sta : rd error- 3.13% average) result. Means are influenced by extreme values, whereas
Median: 18% medians are not. When evaluating results, it'’s recommended to look at
the median value as being a more stable measure over time.

Data from CLA 2025 Survey Data
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The industry median rent to revenue is 18% 
That means the typical operator in this room is already at the edge of where margins start compressing 
Above 20% is where operators start reporting stress 
The mean of 30.3% tells you there is a significant population of operators who are badly underwater on rent right now, and they are probably sitting in this room 
That number exists because a meaningful share of operators are paying 40, 50, sometimes 60 cents of every revenue dollar toward rent
Those operators are not growing. They are surviving, or they are not. 
Just because you CAN open a laundromat in the location, does not always mean that you SHOULD


Triple -Net Leases — The Standard
(and the Traps)
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Talking Points:

Almost all good locations are Triple-Net (you pay taxes, insurance, CAM).
NNN is not inherently bad. It is the standard structure for retail. 
The problem is not NNN, it is uncapped NNN. 
CAM variability can kill you — negotiate caps.
Cap on controllable expenses (management fees, landscaping, maintenance, and similar costs the landlord has discretion over)
Capping at 3% to 5% annual increases is achievable. Push hard for it.
EXCLUSION of capital expenditures from CAM reimbursements
Roof replacement, parking lot resurfacing, HVAC replacements, etc.
Negotiate OUT anything with a useful life of greater than 1-year
Cap on management expenses
Often pure margin for the LL and can sometimes run 10% or higher
Push to cap these at a max of 4% to 5%
LL must shop insurance each year
MANY tenants do not have this in their leases
LL must protest taxes each year (or give you the right to protest)
Best structure: 10-year base + two 5-year renewals (10+5+5).
No MARKET RATE renewals
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Lease Negotiation
Must -Haves

Lease Negotiation Must-Haves

Green-Checklist: \~ Red-Flag Icons:

Rent Concessions m High Annual

Increases

Tenant Exclusive m Unexpected Costs

Flexible Options m Restrictive Clauses
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Presentation Notes
Talking Points:
Push for flat lease term
If LL requires rental increases, start LOW with base and try for one 5% increase for Years 6-10
Tenant improvement allowance
Push for 2x annual rent as TI allowance
Example: $15 PSF base rent, push for $30 PSF TI
Right of first refusal on adjacent space.
Clear maintenance responsibilities and signage rights.
Exit clauses for major capex or condemnation or co-tenancy loss
Exclusivity clause
For THIS center and for any other centers the LL owns in a radius
Personal guarantee limitations
Burnoff of guarantee after 3-5 years
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Lessons Learned
from the Field
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Talking Points:
LLUV contacted by a laundromat owner wanting to sell
Wanted $3,100,000 - PRE-OPENING
Their “internal proforma” showed Year 1 projected gross revenues of $750 to $1M
AND, according to this guy, their bank and insurance company said they underwrote it to even higher revenue
40 washers and 40 dryers
At 30% year 1 margin on $750k revenue would be $225,000 EBITDA
$3,100,000 / $225,000 EBITDA = 13.77x MULTIPLE
What I LEARNED
1- Shopping center located on ONE WAY frontage road
2 - Limited Visibility - hard corner outparcel blocking their view
3 - Inadequte parking (already crowded with existing tenants)
4 - Sparse residential density
5 - Neglected to conduct a detailed competitor analysis


~ Laundromat = RETAIL

| e

Your Site -Evaluation Checklist

EXCELLENCE

IN LAUNDRY


Presenter Notes
Presentation Notes
Talking Points:

Handout coming — 30-question scorecard you can start using next week
Score every deal out of 100% before you make an offer.



Located on Main Road 1-5 4

Ingress { Egress 1-5 3

Traffic Counts 1-5 5 78.82%

isibility from Street 16 +

Speed of Traffic on Road 1-5 4

Parking {7 per 1,000 or 1:1 washers]) 1-6 4

Parking Lot Condition 1-5 3

Lighting - Parking Lot'Exderior of Bldg 1-5 5

Storefront Condition 1-5 4

‘Condition of Roof & Guiters 1-5 5 T2.34%

Co-tenants {weekly destination tenants?) 1-5 2

Co-tenants {parking problems) 1-5 =

Safety of Area 1-5 5

Signage (pylon space and size) 1-6 4

1-mile Density 1-5 4

1-mile Renters 1-5 3

1-mile HHI 1-5 5

1-mile Hispanic 1-5 4

2-mile Density 1-5 3 &0.00%

2-mile Rentars 1-5 4

2-mile HHI 1-5 4

2-mile Hispanic 1-5 L

Total Competitors 1-mile 1-10 5

Total Competitors 2-mile 1-10 5

Good Competitors 1-mile 1-10 2 22505

Good Competitors 2-mile 1-10 1

Total Store Sakes 1-6 0

Total Labor % of Sales 1-5 o

Total Rent % Sales 15 a oo

Total LHilities % Sales 1-5 L1}

Subjective Criteria/Observations I 1-G L1} [1]
Max Owerall Score: B5.44%

Date of Assessmient:

Wishility gets exira weight

Minimum 5:1,000; Parking gets extra weight

Ex: CEL Plasma; Dialysis: Grooery, Dollar Stores

Signage gets exira weight

Competitors get extra weight

Competitors get extra weight

Competitors get extra weight

Comnpetitors get extra weight

For existing stores, not new builds; Sales gets exira weight
For existing stores, not new builds

For existing stores, not new builds

For existing stores, not new builds

hust enter detailed notes here

O=10: 1=5; 2=3; 3+=1

O=10; 1=7; 2=5; 3+=1

0=10; 1=2; 2+=1

O0=10; 1=3; 2+=1

S1M=8; 3750k="5; 3000k=4; 5400k=3; 3250k=2; Less=1
20%=5; 2Z2%=4; Z3%=3; 24%=2: 25%+=1

=89%=5; 10%=4; 12=3; 14%=2; 15%+=1

This field shifts weight by up to 20%

Mame of Property:

Address of Property:

Person(s) Making Assessment:

‘ How We Found the Deal:
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Thank You +
Let's Connect

linkedin.com/in/kenwimberlycci
m

LAUNDROMAT

Scan to connect with me on

Linke \



Presenter Notes
Presentation Notes
Talking Points:

Real estate is no longer just location — it’s strategy.
Secure the right sites with the right leases and you’ll dominate the next decade.
Thank you! I’m happy to stay after for Q&A or one-on-one site reviews.
Contact info + QR code for checklist PDF.
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