
Is Your VMS Stifling Your 
Operations?

5 Signs That You Might Not be Getting the Value You Expected
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Introduction: The Shaky Promise of a VMS
In an attempt to reduce human resources costs, some healthcare 
organizations have determined to use software in the form of vendor 
management systems (VMS). Beyond using the VMS to fill generalist 
contracting roles in IT, administrative, and other silos, some organi-
zations are experimenting with forcing their more specialized profes-
sional services vendors and high-level consultants into the system as 
well.

Unfortunately, the lowered cost and efficiencies promised by VMS’s 
aren’t always realized. In fact, there are many occasions when the 
VMS can actually create a bottleneck for operations, and even in-
crease the total cost of recruitment for both permanent and contin-
gent hires.

The reasons for the disparity between the promise and the delivery 
are many, and a few are mentioned here for the benefit of our read-
ers who are currently struggling with their VMS, or those who may be 
considering an agreement with a VMS.
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The primary value being sold by VMS vendors is reduced time and 
effort for end client hiring managers and executives without compro-
mising resume quality. This ‘gatekeeper’ feature works well in remov-
ing these tasks from management, but it also eliminates many profes-
sional services consulting and staffing firms along with the very large 
group of senior-level consultants who work for or through them.

Indeed, many VMS agreements stipulate that they alone have final 
authority over which firms are allowed to provide resources to your 
organization. In other words, the VMS decides for you how and by 
whom your requirements will be filled.

The weakness in this is fairly obvious. You are now restricted to the 
resources that are already in the VMS database while the resource 
you really need exists outside those bounds. If you were to find a 
suitable candidate on your own, placing them would require jumping 
over countless contractual and political hurdles. Even if the candidate 
was a perfect fit for your needs, it almost isn’t worth the time it takes 
to work around the VMS.

If you are introducing a new VMS system or renewing terms on an 
existing relationship, it might not be a bad idea to have a conversation 
with your VMS provider about allowing a certain segment or ‘short-
list’ of specialty staffing firms to operate directly with you in the event 
that the VMS is incapable of producing the resources you really need.

1. Limited Options
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2. Resume Overload
In many VMS instances, another touted benefit is the speed at which 
candidates can be sourced. Think of it; instead of passing a require-
ment to a trusted partner and having them spend a week or two 
sourcing a candidate, you can distribute the need to a dozen or more 
firms at once, figuring that one of them is bound to come through 
quickly. This sounds good in theory, but in practice can turn out very 
poorly for end clients.

Because being first is favored above being best in VMS models, the 
normal steps taken by recruiters to pre-screen candidates for special-
ized skills, cultural compatibility, background and reference checks 
get skipped. Resumes are sourced from bulk databases using key-
word searches and delivered to you, the client, for screening.

This is evidenced through recent surveys showing that presentation 
to placement ratios are around 15:1 for candidates delivered through 
VMS. More specialized professional services firms, on the other hand, 
deliver ratios that are closer to 4:1.

We’ve heard similar stories from our own clients who have been 
forced into using a VMS: “I went through 15-20 resumes before 
I even got close. I had to go through about eight more before I 
found one that I liked.”

At Blue Eagle, we’re currently filling requirements at a ratio of 2:1–
twice as good as other professional service firms and about 10 
times better than the typical VMS. Rather than taking a shotgun 
approach to recruiting, we’re able to narrowly target the skills you 
need from top Health IT consultants, presenting you with only the 
candidates you’ll truly have an interest in engaging.

Typical Fill Ratios*
(Ratio of the number of candidates presented to the number placed)

15:1 4:1 2:1
VMS Other Prof. Services Blue Eagle

* According to a study by the National Association of Computer Consulting Businesses



3. Quality Loss
Another nagging problem created by the use of VMS for quality can-
didate submittal and bidding is a gradual ‘race to the bottom’ in terms 
of quality for highly skilled consultants. The bid war between vendors 
actually weeds out many of the best-fit candidates and what remains 
are bare-minimum requirements and much less expertise than you 
might need.

This commoditization of talent just isn’t a good fit when you’re shop-
ping for roles that have highly specialized expertise. If reliability and 
reference checks are important to you, a VMS can’t help you. You’ll 
end up having to do most of that legwork yourself.

A proven and reputable professional services firm, however, is adept 
at evaluating what you really need, and doing the work up front to 
ensure you’ll be presented with candidates that you would actually 
want to enlist. You may pay a higher hourly rate, but you are much 
less likely to need to leverage internal resources to train or make up 
for production losses that result from a bad placement. Over time, the 
value created by these time savings can also have a positive impact 
on your bottom line.
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4. Hidden Terms
The right to ‘convert’ any contingent worker to an FTE is almost 
always part of a VMS agreement. This serves to discourage or even 
prevent the most highly skilled independent consultants from being 
submitted or engaged.

In order to maintain their status as top-tier professionals, the mar-
ket’s best Health IT consultants must remain independent, continually 
gaining experience from multiple clients and projects. The predisposi-
tion of VMSs to attempt to on-board contingent labor as full-time staff 
jeopardizes a consultants professional advancement.

Almost all highly experienced consultants have a personal story that 
goes something like this: Early on, and usually long before the end 
of the consultant’s initial Statement of Work (SOW), a consultant is 
asked to lunch and told about how well they have performed and 
valuable they are to the group, but how the client can no longer afford 
to pay their contracted rate.

Ironically, it seems that because of their superior performance, profes-
sional consultants are prematurely at risk of losing their engagement 
and income unless they take a permanent job with a client.

Consultants in the industry acutely feel these ‘bait and switch’ sce-
narios. These types of engagements almost always serve to eliminate 
the professional service firms and the high-performing independent 
consultants who work through them from ever participating in a VMS 
situation.
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5. Wasted Time
These issues have already been alluded to, but put simply; there are 
definite time sinks and inefficiencies present in working with a VMS. 
For one, the amount of time you or your staff will spend shuffling 
through irrelevant resumes will greatly increase. You should plan on 
carrying the full burden of pre-qualification interviews, reference and 
background checks, and other standard on-boarding procedures 
yourself.

Lastly, you should also consider the time it will take to train and up-
grade your staff on the proper use of the VMS. There are many pro-
prietary systems out there. Many are complex and require their own 
level of expertise to be used effectively. Are you prepared to invest 
the time and resources necessary to develop your own group of VMS 
super-users?

Many organizations are immediately sold on the top-line cost reduc-
tions VMSs tout but fail to recognize the internal implementation and 
production costs required to get the system up and running to its 
fullest efficiency. Even with a perfect VMS implementation the hiring 
process remains a slog of manual work for management teams.
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Summary
To close, the idea of matching talent to requirements using a semi-au-
tomated software process sounds very appealing, and the apparent 
cost-savings are seductive. But understand what you might be deal-
ing with. VMS systems work very well for administrative or commod-
ity labor where high-level skills are not required. Unfortunately the 
benefits of a VMS vanish quickly when you have a critical project that 
requires very specialized expertise and ability.

These breakdowns can result in higher turnover, lost production time, 
lower quality results from contract labor, and limited access to the 
job market. In the end, when you’re looking for a consultant who is 
just the right fit for your project it’s generally better to work with a true 
professional services firm.

About Blue Eagle
Blue Eagle Consulting, Inc. has been delivering low-risk, high-return 
Health IT consulting talent for more than 10 years. Our commitment to 
finding the highest quality professionals in the market is what has set 
us apart from our competitors and has created valuable partnerships 
with our clients.

If you have an upcoming Health IT project that needs a special skill-
set, please don’t hesitate to contact us.
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