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PUBLISHER'S STATEMENT 

Recruiting Has Changed. The Strategy Must Change with It. 
 

Every significant change in healthcare has required organizations to rethink how they lead, innovate, and 
build teams. Recruiting is no exception. 

Over the past decade, healthcare organizations have invested heavily in internal Talent Acquisition, digital 
recruiting platforms, and sophisticated hiring technologies. These investments have strengthened recruiting 
capabilities and improved hiring processes across the industry. 

Yet one reality remains unchanged: the most influential positions are often the most difficult to fill. Executive 
leaders, commercial sales professionals, clinical specialists, and other high-impact contributors rarely enter 
the market through traditional recruiting channels. 

This publication explores the next evolution of healthcare recruiting - not as a debate between internal and 
external recruiting, but as a strategic partnership that combines the strengths of both. We believe 
organizations that embrace this integrated approach will be better positioned to attract exceptional talent, 
strengthen leadership teams, and achieve sustainable commercial growth. 

Our goal is not to advocate for one recruiting model over another. Our goal is to encourage executive leaders 
to view talent acquisition as a strategic business function that directly influences organizational 
performance. 

We hope this publication challenges assumptions, stimulates discussion, and provides practical ideas that 
help healthcare organizations build stronger teams for the future. 

EXECUTIVE PERSPECTIVE 

The future of healthcare recruiting is not defined by internal versus external 

recruiting. It is defined by knowing when each approach creates the greatest 

value. 
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EXECUTIVE SUMMARY 

The Evolution of Healthcare Recruiting 
 

Healthcare organizations have transformed recruiting over the past decade. Internal Talent Acquisition teams 
are more sophisticated than ever, leveraging advanced technology, employer branding, and data-driven 
recruiting strategies to improve efficiency and candidate engagement. 

These investments have produced meaningful results, particularly for high-volume hiring and operational 
positions. 

However, many organizations continue to face significant challenges when recruiting executive leaders, 
revenue-producing sales professionals, clinical specialists, and other highly specialized talents. These 
individuals are often passive candidates who are not actively searching for new opportunities and therefore 
require a different approach. 

The future of healthcare recruiting is not about replacing internal recruiting with external recruiting. It is about 
recognizing that each plays a distinct and valuable role. 

Internal recruiting excels at supporting ongoing organizational hiring needs, managing candidate experience, 
and building employer brand. Specialized recruiting partners provide targeted expertise, industry 
relationships, confidential search capabilities, and access to talent that may never respond to a traditional 
job posting. 

Organizations that intentionally integrate these complementary strengths create a more agile and effective 
talent strategy. 

Throughout this publication, we introduce the concept of the Strategic Talent Partnership, an MP&H 
framework that encourages executive leaders to view recruiting as a collaborative business strategy rather 
than a choice between competing models. 
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INSIGHT ONE 

The Evolution of Healthcare Recruiting 
 

The most successful organizations do not simply adapt to change - they recognize it before 

everyone else. 

For decades, healthcare recruiting followed a familiar model. Organizations relied heavily on external 
recruiting firms to identify candidates, manage the hiring process, and introduce qualified professionals to 
hiring managers. At the time, this approach reflected the realities of the market. Recruiters maintained 
extensive industry networks, possessed specialized knowledge of clinical and commercial roles, and served 
as a primary source of external talent. 

Over the past fifteen years, however, the recruiting landscape has changed dramatically. 

Healthcare organizations have invested significantly in building internal Talent Acquisition departments. 
Modern recruiting technologies, applicant tracking systems, AI-assisted sourcing tools, employer branding 
initiatives, and social media platforms have transformed how organizations identify and engage candidates. 
Internal recruiting teams have become more sophisticated, more data-driven, and more closely aligned with 
organizational culture than ever before. 

These investments have delivered meaningful benefits. 

Organizations now have greater control over their hiring process, stronger employer branding, improved 
candidate communication, and increased efficiency in filling many operational and professional positions. 
For the majority of hiring needs, internal Talent Acquisition has become an essential strategic function rather 
than simply an administrative service. 

That evolution should be recognized - and applauded. 

Yet while the recruiting process has changed, the labor market has changed as well. 

Today's healthcare organizations compete for talent in an environment defined by workforce shortages, 
increased specialization, expanding clinical demands, and growing competition for experienced commercial 
professionals. Executive leaders, top-performing sales representatives, clinical specialists, and experienced 
healthcare executives are increasingly selective about career opportunities. Many are not actively searching 
for new positions and may never submit an application through traditional recruiting channels. 

As a result, organizations face a new reality. 

The challenge is no longer simply filling open positions. 

The challenge is identifying, engaging, and attracting exceptional talent that is often invisible to conventional 
recruiting methods. 

This represents the next evolution of healthcare recruiting. 
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Rather than replacing one recruiting model with another, leading organizations are learning to integrate 
multiple talent acquisition strategies based on the importance, complexity, and strategic value of each 
position. 

The question is no longer: "Should we use internal recruiting or external recruiting?" 

The better question is: "What recruiting strategy gives us the greatest opportunity to hire the best person for 
this role?" 

That shift in thinking represents more than a change in recruiting strategy. It represents a change in leadership 
philosophy. 

Organizations that view recruiting as a strategic investment rather than an operational process are often 
better positioned to strengthen leadership teams, improve commercial performance, and create long-term 
competitive advantage. 

The future of healthcare recruiting is not defined by choosing between internal and external recruiting. It is 
defined by understanding how both approaches can work together to build stronger organizations. 

EXECUTIVE INSIGHT 

Recruiting has evolved from a hiring function into a strategic leadership 

function. The organizations that consistently attract exceptional talent recognize 

that different positions require different recruiting strategies - and they build 

their talent acquisition model accordingly. 
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INSIGHT TWO 

When Internal Recruiting Needs a Specialized Recruiting 

Partner 
 

The strongest recruiting strategy is not built around one approach - it is built around the needs 

of the business. 

Healthcare organizations have invested significant time and resources in building capable internal Talent 
Acquisition teams, and those investments have transformed the recruiting function. Today's internal 
recruiting professionals manage employer branding, candidate experience, workforce planning, compliance, 
and ongoing hiring initiatives with greater sophistication than ever before. 

For most positions, that model works exceptionally well. 

High-volume hiring, operational positions, and many professional roles are effectively supported through 
established internal recruiting processes. Internal Talent Acquisition has become an indispensable 
component of organizational success. 

However, not every hiring decision carries the same level of strategic importance. 

Some positions influence organizational performance far beyond the responsibilities listed in a job 
description. 

A Vice President of Sales can redefine commercial strategy. A Regional Sales Director can transform the 
performance of an entire market. An experienced Clinical Applications Specialist can accelerate customer 
adoption and improve customer retention. A top-performing sales executive may generate millions of dollars 
in future revenue over the course of a career. 

These are not simply positions to be filled. They are strategic investments in the future of the organization. 

The challenge is that the strongest candidates for these roles are often the least visible. 

Many are respected leaders within their current organizations. They are successful, engaged, and not actively 
searching for new opportunities. They are unlikely to submit résumés through job boards or respond to 
traditional recruiting campaigns. 

Reaching these professionals requires a different approach. It requires industry knowledge, established 
relationships, credibility, confidentiality, and the ability to engage passive candidates in conversations they 
were not planning to have. 

This is where a specialized recruiting partner complements - not replaces - the work of an internal Talent 
Acquisition team. 

Rather than duplicating responsibilities, each contributes a different capability. 

Internal recruiting professionals maintain continuity across the organization's hiring strategy, employer 
brand, and recruiting operations. 
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Specialized recruiting partners focus their efforts where deep industry expertise, confidential outreach, 
targeted market intelligence, and established professional networks create additional value. 

Together, they create a more comprehensive talent acquisition strategy than either could achieve 
independently. 

The objective is not to outsource recruiting. The objective is to strengthen recruiting. 

Organizations that recognize this distinction are often better positioned to secure exceptional talent while 
allowing their internal recruiting teams to remain focused on the broader needs of the business. 

Increasingly, healthcare organizations are discovering that their most successful hiring decisions result from 
collaboration rather than competition. 

The question is no longer whether internal recruiting or specialized recruiting is the better model. 

The more important question is: "How can both work together to attract the very best talent available?" 

For organizations seeking sustained commercial growth, that question may become one of the most 
important strategic decisions they make. 

EXECUTIVE INSIGHT 

Internal Talent Acquisition builds organizational capability. Specialized 

recruiting partners expand organizational reach. Together, they create a stronger 

talent strategy than either can achieve alone. 
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INSIGHT THREE 

The Hidden Cost of Vacant Revenue-Producing Positions 
 

The true cost of an unfilled position is rarely reflected in the income statement. It is reflected in 

the opportunities that never become revenue. 

Every organization measures the cost of hiring. 

Recruiting expenses. Advertising. Interview time. Relocation. Compensation. Signing bonuses. 

These costs are visible, budgeted, and carefully managed. 

Far less attention is given to the cost of not hiring. 

Yet for revenue-producing positions, that cost is often substantially greater. 

When a territory remains uncovered, customer relationships weaken. Sales opportunities are delayed. 
Competitive activity increases. Existing team members assume additional responsibilities, often at the 
expense of their own performance. Momentum slows, forecasting becomes less predictable, and growth 
objectives become increasingly difficult to achieve. 

These costs rarely appear on a financial report. They accumulate quietly over time. 

Healthcare organizations frequently evaluate recruiting decisions based on the direct cost of filling a position. 
An equally important question is seldom asked: 

"What is the cost of leaving the position vacant?" 

For organizations with commercial sales teams, the answer can be significant. 

Every month without experienced representation may result in delayed customer engagement, postponed 
evaluations, missed demonstrations, slower sales cycles, and revenue opportunities that shift to 
competitors. 

The impact extends well beyond sales. 

Clinical specialists who remain unfilled can delay product adoption, reduce customer education, and limit 
utilization of new technology. 

Commercial leadership vacancies often slow strategic initiatives, coaching, forecasting, hiring, and 
organizational development. 

These consequences are rarely intentional. They are simply difficult to measure. 

The strongest organizations recognize that recruiting decisions should not be evaluated solely as an expense. 
They should also be evaluated as an investment in future organizational performance. 

This represents an important shift in executive thinking. 

Rather than asking, "How much will it cost to fill this position?" executive leaders should also ask, "What is 
the cost of waiting?" 
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For many revenue-producing roles, the answer may far exceed the investment required to secure exceptional 
talent. 

This perspective changes the conversation. 

Recruiting is no longer viewed as a transactional hiring activity. It becomes part of the organization's 
commercial growth strategy. 

Organizations that consistently outperform their competitors understand this principle. They recognize that 
exceptional people generate exceptional results, and the longer critical positions remain vacant, the greater 
the opportunity cost to the business. 

Recruiting, therefore, should not be measured only by cost-per-hire. It should also be measured by the value 
created after the right person joins the organization. 

That is a far more meaningful measure of success. 

EXECUTIVE INSIGHT 

The greatest cost of an open revenue-producing position is not the recruiting fee. 

It is the revenue, customer relationships, market momentum, and strategic 

opportunities that are never realized while the position remains vacant. 
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INSIGHT FOUR 

The Strategic Talent Partnership 
 

A new framework for building stronger healthcare organizations. 

Throughout this publication, we have explored how healthcare recruiting has evolved from a transactional 
hiring function into a strategic business capability. 

We have examined the growing sophistication of internal Talent Acquisition teams, the increasing 
competition for experienced professionals, and the business impact of leaving critical positions unfilled. 

These observations lead to a simple conclusion. 

The future of healthcare recruiting is not defined by choosing between internal recruiting and specialized 
recruiting partners. It is defined by understanding how each contributes to a stronger overall talent strategy. 

This is the foundation of the Strategic Talent Partnership. 

Rather than viewing recruiting resources as separate or competing functions, the framework recognizes that 
each contributes unique strengths that, when aligned, create better hiring outcomes and stronger 
organizational performance. 

Internal Talent Acquisition provides continuity, organizational knowledge, employer branding, workforce 
planning, and day-to-day recruiting leadership. 

Specialized recruiting partners contribute industry expertise, confidential search capabilities, access to 
passive candidates, executive market intelligence, and relationships developed through years of 
specialization. 

Neither approach replaces the other. Each strengthens the other. 

Together, they create a more complete talent strategy than either could accomplish independently. 

The organizations that consistently attract exceptional talent recognize this distinction. They understand that 
recruiting strategies should be aligned with the importance of the position being filled. 

Some positions require efficient hiring processes. Others require strategic market engagement. 

Knowing the difference is a leadership decision. 
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The Strategic Talent Partnership 

INTERNAL TALENT ACQUISITION 
 
• Employer branding 
• Workforce planning 
• Candidate experience 
• Hiring process 
• Culture and onboarding 
• Operational recruiting 

SPECIALIZED RECRUITING PARTNER 
 
• Industry expertise 
• Passive candidates 
• Executive search 
• Confidential searches 
• Commercial talent networks 
• Market intelligence 

↓   Shared Objective   ↓ 

Better Hiring Decisions 

Stronger Leadership Teams 

Sustainable Commercial Growth 

The Strategic Talent Partnership encourages executive teams to ask a different set of questions before 
initiating a search. These questions move recruiting beyond process and into strategy. 

Organizations that combine the strengths of internal Talent Acquisition with the expertise of specialized 
recruiting partners are better positioned to compete for exceptional talent, strengthen leadership teams, 
accelerate commercial growth, and build sustainable competitive advantage. 

The objective is not to change how organizations recruit. The objective is to expand how they think about 
recruiting. 

That shift in perspective may be one of the most important competitive advantages an organization can 
develop. 

EXECUTIVE INSIGHT 

Exceptional organizations do not ask whether internal recruiting or specialized 

recruiting is better. They ask which approach will identify the absolute best 

talent for each hiring decision. 
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EXECUTIVE REFLECTION 

Five Questions for Leadership Teams 
 

Before beginning your next strategic search, consider these questions with your leadership 

team: 

1 
Are we approaching this hiring decision as a 
staffing activity or as a strategic business 
investment? 

 

2 
Does this position require broad recruiting 
capacity or specialized market expertise? 

 

3 
What opportunities are we potentially losing while 
this position remains vacant? 

 

4 
Are we leveraging every available resource to 
identify the strongest possible candidate? 

 

5 
How could a more integrated talent strategy 
strengthen our organization over the next five 
years? 

 

“The organizations that consistently outperform their 

competitors are not always those with the greatest resources. 

They are the ones that make the most intentional decisions about 

leadership, talent, and execution.” 

— MP&H Executive Insights™ 
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CLOSING THOUGHTS 

Building the Organization for What Comes Next 
 

Healthcare recruiting will continue to evolve. 

Technology will improve. Artificial intelligence will accelerate sourcing. Recruiting platforms will become 
more sophisticated. 

Yet one principle is unlikely to change. 

Organizations that consistently attract exceptional people will continue to outperform those that simply fill 
open positions. 

Recruiting is no longer just about hiring. 

It is about building the leadership, expertise, and commercial capability that define an organization's future. 

The organizations that recognize this evolution today will be better prepared to lead tomorrow. 

KEY TAKEAWAY 

The objective is not to replace internal Talent Acquisition. It is to give leadership 

more options when the importance, specialization, confidentiality, or revenue 

impact of a role demands a different approach. 
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ABOUT THE SERIES 

MP&H Executive Insights™ 
 

MP&H Executive Insights™ is a proprietary executive publication series developed by Monaghan, Phillips & 
Harper to advance leadership thinking, commercial excellence, and sustainable growth across the 
healthcare industry. 

Each publication presents original perspectives, proprietary frameworks, and practical strategies drawn from 
decades of leadership experience within the healthcare and medical technology industries. Designed for 
executives, business leaders, and decision-makers, the series explores the critical issues shaping the future 
of commercial growth, talent strategy, executive leadership, sales enablement, and organizational 
performance. 

Our purpose is not simply to share ideas - it is to help healthcare organizations think differently, lead with 
greater clarity, and build stronger, more resilient businesses. 

We believe that sustainable growth is achieved when leadership, strategy, talent, execution, and 
accountability work together. Every publication in the MP&H Executive Insights™ series is written with that 
philosophy at its core. 

As our library of publications continues to grow, we hope these insights become a trusted resource for 
healthcare leaders seeking practical guidance, fresh perspectives, and measurable business results. 

Leading Healthcare Forward. One Insight at a Time. 
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COMING NEXT 

Publication No. 003 
 

Building High-Performing Healthcare 

Sales Organizations 

How leadership, talent, sales enablement, measurement, and accountability work together to 
create sustainable commercial performance. 

 

MP&H Executive Insights™ continues the conversation with practical perspectives designed for 
healthcare leaders responsible for building teams, creating growth, and improving commercial 

performance. 

PARTNER REVIEW DRAFT 

Prepared for internal review by Dan Monaghan, Betty Phillips, and Jean Harper. 
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MP&H EXECUTIVE INSIGHTS™ 
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Monaghan, Phillips & Harper 
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Leading Healthcare Forward. 

One Insight at a Time.™ 
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