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Section 1.3 Adopt – Select

Vendor of Choice
Determining the vendor of choice is probably the most difficult aspect of the acquisition process. Many organizations literally agonize over this step. This tool points out a few of the realities in selecting an electronic health record (EHR) system or other health information technology (HIT).
Overall Acquisition Process

The goal of the vendor selection process is to evaluate the marketplace and continuously narrow the field of vendors until you identify the one that you believe will be best for your organization. 
Facts 
There is no perfect product.

· A formal vendor selection process should help you avoid analysis paralysis by supplying an objective methodology and reassure you that you have done the best you can to identify what is right for your organization.

· Much of the success you will have with a product depends on the quality of your planning, goal setting, communications and expectation setting for adoption, education of all stakeholders, training and support for end users, and a formal benefits realization process that celebrates success and identifies course correction without assigning blame. If you have two very close vendors, these actions relating to implementation will matter more than the actual product at this point.

With each step in the process, not only is the field of vendors narrowed further, but the criteria with which you make your decisions are fine-tuned. Ultimately, your key differentiators are the most important to consider. You might add, delete, or refine these along the way to be more precise as you learn more about various product offerings. However, applying the key differentiators will make it easier for you to cut through those aspects of vendor products that are more commodity-like, to focus on those that really set one vendor apart from others to best suit your organization. The product must fit your organization.
Other organizations may prefer other products. Unless everyone with whom you have contact does not like the product you are leaning towards, you very likely have made the right choice, having completed your due diligence. The product you are considering may not have been available to other organizations when they acquired their systems. If you reviewed another hospital’s product and were not satisfied with it, you may be finding that you surveyed a wider range of products and found something the other organization never considered. Only if you are sensing many negative responses should you ask yourself if you are missing something important, or if you have not followed the due diligence process properly for some reason. Sometimes biases toward recommendations from other organizations or for the vendor being local can overwhelm decision making. Some true soul searching, perhaps even some external facilitation of your decision-making may be needed. 
Getting to Vendor of Choice

The due diligence process of sending a request for proposal (RFP), holding product demonstrations, conducting site visits, and making reference calls helps narrow the field of vendors. Do not hesitate to drop one or more vendors after each step in the process. Although each form of due diligence will yield different kinds of information, at the end of the process all information gathered should be consistent with your key differentiators (1.3 RFP Analysis, 1.3 Key Differentiators). Record each vendor’s ratings using a side-by-side vendor analysis in order to get to your vendor of choice.

In some cases you find a clear winner. But, if you identify more than one comparable vendor, consider the following:

· Which vendor has the best track record of successful adoption? In the end, you must get users to use the product. This may mean a slightly higher price, a bit more time to implement, or lowering some expectations in certain other areas. 

· Which vendor “feels right” to you? You are essentially going into a long-term relationship with this vendor and you don’t want to be in an adversarial relationship. Listen to your gut at this stage.

· Establish appropriate expectations for all concerned. Remind yourself there is no perfect product. Decide what you can live with and without. Recognize that your organizational situation may require compromises; something may be better than nothing; or the best strategy may be to phase your migration path a bit more carefully.

· Once you make your decision and begin the contract negotiation process, unless such negotiation is totally unsatisfactory and you must re-open your search—which happens very rarely—do not look back. Second guessing your choice will not help you focus your attention on the here and now. It will distract you from performing a good implementation—which is the key to success. Others in your organization will sense concerns and be wary of using the system. You must maintain a healthy and positive attitude going forward.
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For support using the toolkit

Stratis Health ( Health Information Technology Services

952-854-3306 ( info@stratishealth.org
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