
ATS/CRM Conversion Workbook 

Because “Let’s Just Switch Systems” Is Not a Strategy 

If you’ve been in staffing long enough, you’ve probably heard some version of this 
sentence: 

“We just need a better system.” 

It usually comes after a frustrating reporting meeting. Or a payroll discrepancy. Or when 
a recruiter says, “The system won’t let me do that.” Or when leadership looks at a margin 
report and asks, “Why does this not match finance?” 

In staffing, technology frustrations tend to surface loudly and suddenly. But the decision 
to change your ATS/CRM platform — or your payroll provider, integration partner, VMS 
workflow, or reporting system — should never be sudden. 

Changing core technology in a staffing firm is not like replacing office chairs. It is closer 
to replacing the engine in a moving vehicle. 

And as anyone in staffing knows, the vehicle never stops. 

You still have recruiters making calls. 
Sales reps chasing new orders. 
Payroll running weekly (sometimes daily). 
Clients expecting invoices. 
Candidates expecting paychecks. 
Leadership expecting accurate forecasting. 

The show must go on — even during a conversion. 

This guide exists to help you avoid the most common mistakes staffing firms make: 

Buying a product that looks impressive in a demo but does not align with how your 
company operates is an unfortunate common occurrence in our industry.  That’s because 
a polished feature rich demo in a perfect offline demo environment is easy and the sales 
teams love showing off features that wow prospects.  However, when you line up your 
requirements and operational reality, you may find that those features and functions 
won’t work as smoothly or at all for your business needs.  However, if you go into the 
process knowing your operational requirements, what’s flexible and what’s not, you may 
be surprised to find out that there are alternative solutions and processes if you’re open to 
change that will support future growth and scalability (up or down depending on the 
current market).   

 



A Methodical Process Is Not Bureaucracy — It’s 
Protection 

Staffing firms are operators. They move fast. They fill roles. They solve problems. When 
something feels broken, the instinct is to fix it quickly. 

But technology decisions reward patience. 

This guide outlines a structured, disciplined process for evaluating whether you should: 

 Stay with your current ATS/CRM and optimize it 
 Replace your ATS/CRM entirely 
 Change integration partners 
 Replace payroll providers 
 Consolidate systems after a merger 
 Rethink your overall technology stack 

The process is simple in structure — even if it requires effort in execution. 

Before changing anything, you must: 

1. Review your current system and contracts 
2. Engage your existing partners 
3. Identify true operational gaps 
4. Research potential new platforms 
5. Define real-world demo scenarios 
6. Build and distribute a structured RFP 
7. Evaluate vendors against your operational reality 
8. Assess prospective integration partners to fill functional gaps your 

prospective partner lacks 
9. Select the platform that supports your future growth 
10. Plan data cleanup, conversion, training, and governance 

That may sound methodical. It is. 

Because the alternative is being sold a product that “can integrate with everything” and 
“handles staffing beautifully” — only to discover later that “integration” means a nightly 
spreadsheet file and “beautifully” means “if you change half your processes.” 

As the saying goes: measure twice, cut once. In staffing technology, it might be more 
accurate to say: Map twice, migrate once. 

 

 



Before You Replace, Investigate 

One of the most important themes in this guide is this: 

Do not change systems until you understand your current one completely. 

It is common for firms to assume their platform “can’t do” something — when in reality: 

 A feature was never enabled 
 A module was never configured 
 A workflow was never standardized 
 A report was never built correctly 
 A permission structure was never disciplined 
 A field is being misused 
 Discounts can be offered to drop modules or extend your contract 

Before you begin shopping, schedule a structured review with your current platform’s 
management team. Bring them your concerns. Ask direct questions. Share examples of 
what isn’t working. 

You may discover: 

 A configuration change solves the issue 
 A workflow adjustment eliminates manual effort 
 A training gap is the real problem 
 A reporting field is being populated incorrectly 
 A module you already pay for has not been activated 
 A 3rd party integration tool may be an acceptable alternative 

Sometimes the cost of optimization is dramatically lower than the cost of migration. 

Sometimes the perception of limitation is rooted in habit, not platform capability. 

That does not mean every firm should stay where they are. But it does mean every firm 
should exhaust all options to optimize the current platform before looking for alternative 
providers.  

 

 

 

 

 



 

The Real Cost of Migration 

Let’s talk candidly. 

An ATS/CRM conversion is expensive — not only in dollars, but in time being taken 
from your staff that probably already have a full schedule. 

There are: 

 Conversion fees 
 Implementation fees 
 Potential API or integration fees 
 Internal time investments 
 Leadership bandwidth diversion 
 Manager and recruiter participation in demos 
 Data cleanup efforts 
 Field mapping sessions 
 Payroll validation cycles 
 Training development 
 Post-go-live troubleshooting 

You will need to: 

 Scrub and validate legacy data 
 Identify duplicate records 
 Normalize fields 
 Define reporting definitions 
 Test integrations 
 Rebuild dashboards 
 Train managers 
 Reinforce new processes 
 Prevent regression to old habits 

This is not a “flip a switch” exercise. 

Well-planned conversions often take six months to a year from evaluation to 
stabilization. 

Can they happen faster? Technically, yes. Should they? Rarely. 

A rushed conversion is like a rushed placement — it may look fine on paper, but the 
long-term fit can unravel quickly. 

 



 

Timing Matters More Than You Think 

While a migration can occur at any time, timing has financial and operational 
consequences. 

Best practice typically involves converting: 

 At the end of a quarter, when payroll and accounting can be closed cleanly 
 Or ideally, at the end of a fiscal year 

Launching your new system for the first payroll check date of the new year has several 
advantages: 

 One system handles all annual returns 
 W-2 reporting is not split across platforms 
 Financial reporting begins fresh 
 Historical data is cleanly separated 
 Validation of payroll is simplified 

Starting the year with a unified system avoids mid-year reconciliation headaches that can 
haunt accounting teams for months. And accounting teams have long memories. 

 

Demos Should Be Real — Not Theatrical 

One of the most important steps outlined in this guide is to generate a structured list of 
demo workflows that encompass your real-life requirements. Don’t confuse this with 
your current workflows, those will likely change in a new platform.  Provide your needs, 
like collecting a drug test, background check, driver’s license or certification as part of 
onboarding.  Tracking unique PO numbers throughout the customer lifecycle and linking 
them to payroll and invoicing and how the data will flow to your general ledger or 
accounting software. Providing these requirements to your sales contact and asking the 
demo to show the actual process requirements for each customer, employee and talent, 
lifecycle will provide better insight to your prospective technology partner so they can 
tailor their demo to fit your needs and surface challenges. 

None of the software options available today will be a perfect fit, you’re looking to 
identify a better fit overall, then plan to feather in 3rd party partners to solve your 
remaining needs.   

Do not watch generic feature tours. Instead, require vendors to demonstrate: 



 A real job intake scenario that aligns with your needs (contract requirements) 
 A complex assignment with overtime implications 
 A compliance-gated onboarding example 
 A payroll run with multiple pay types 
 A margin report reflecting real cost changes and PO tracking 
 An integration workflow with data validation 
 A recruiter task accountability and tracking for your specific requirements 

If the system cannot support your company requirements in a live demonstration 
environment, it will not support them in production. 

 

Integration Partners and Payroll Providers Deserve the 
Same Discipline 

Although this guide focuses primarily on ATS/CRM functionality, the same evaluation 
discipline applies when changing: 

 Payroll providers 
 Background screening partners 
 Scheduling platforms 
 Engagement tools 
 VMS integrations 
 Reporting and BI systems 
 Communication tools 

When someone says, “We integrate seamlessly,” ask: 

 What fields are shared with my ATS/CRM? 
 Do you have an official partnership or is it a client-by-client custom integration? 
 Is it real-time or batch import/export? 
 Is it bi-directional or one way? 
 Are there automation capabilities in my ATS/CRM tied to your data or function? 
 What happens during an upgrade? 
 Who supports the integration? 
 Is functionality current state or roadmap? 

A disciplined integration strategy protects the ATS/CRM as your system of truth. If the 
integration simply pulls data from your ATS/CRM into their system, you won’t have the 
data points available for reporting and teams will need to access a separate system for 
insight and manual reporting manipulation.  

 



 

This Guide Is a Framework — Not a Prescription 

Every staffing firm is different. 

Industrial staffing operates differently than executive search. 
Healthcare staffing carries different compliance burdens than light industrial. 
High-volume VMS environments differ from relationship-driven placements. 

This guide is not industry-specific and does not claim to cover every unique scenario. 

It is a structured outline — a methodology — for thinking clearly and acting strategically. 

You will adapt it to your firm’s individual needs, size, vertical, growth plan, and risk 
tolerance. 

 

A Final Thought 

If, after reviewing this guide, you would like a customized project outline or direct 
project management assistance from someone experienced in staffing software transitions 
that doesn’t take a kickback from any of the ATS/CRM platforms (like other consultants 
in the industry), I’d be happy to connect.   

Matt Feller 
Matthew@StaffingSoftwareConsultants.com 

 

 

 

 

 



 

What Staffing Firms Must Review 
Internally Before Starting an ATS/CRM 
Demo or Conversion Discussion 

Why Skipping This Step Guarantees Disappointment 

Most staffing firms rush into ATS/CRM demos believing the software evaluation process 
will surface clarity. In reality, demos amplify confusion if the organization has not first 
confronted the current system and partner technology and integration limitations, 
workarounds, and short comings embedded in your current platform. 

Technology evaluations fail not because vendors misrepresent their products, but because 
buyers are distracted by feature depth or prospective partners don’t know how the 
business operates. 

Leaders can be distracted by shiny features their operations teams don’t need.  
Operations teams may not have clearly defined what features or functions they must 
have, what they are trying to escape — or what they are prepared to change. 

Before engaging vendors, watching demos, or discussing migration timelines, staffing 
leaders must complete a candid review of their current operating reality and what 
must be done to ensure the growth of the company and ability to scale the 
technology up or down based on the ever-changing company needs and current 
economic climate. 

 

Chapter 1 - Reviewing Your Current Technology Stack and Contractual Reality 

Before a staffing firm begins evaluating a new ATS or CRM platform, before an RFP is 
drafted, before a single demo is scheduled, there are several steps that must occur — and 
too often does not. 

The organization and all decision makers in the process must first understand the “current 
state” of both the technology and your companies’ values as well as requirements both 
contractually with customers and features, functions and processes necessary moving 
forward.  

Technology conversions frequently fail not because the selected platform is flawed, but 
because the company entering the evaluation never fully understood the environment it 



was attempting to replace. Tools accumulate over time. Vendors are added in response to 
customer demands, compliance scares, payroll complexities, sales initiatives, or 
leadership turnover. Contracts are renewed automatically. Workarounds become 
institutionalized. Spreadsheets fill gaps that no one formally owns. 

Years later, what remains is not a strategy. It is a collection of decisions made at different 
points in time, under different pressures, by different leaders. 

Before building a new technology stack, a staffing firm must first confront its current 
requirements and needs— honestly and comprehensively.  I can’t stress that you can’t 
have enough people in the room when these discussions occur.  Your best and brightest 
from each department or team who uses or is impacted by your technology should be 
involved in helping leadership understand exhaustively what the technology is or is not 
doing in it’s current state. Without a thorough understanding of your operational 
requirements, you will quickly realize what fell off the radar once you’re live on the new 
system.  These items can be costly to fix after your live date, depending on what data or 
processes need to be reworked.   

 

Technology Is Not Just Software — It Is Structure 

In staffing, technology is inseparable from operations. It dictates how orders are entered, 
how candidates are matched, how time is captured, how payroll is processed, how margin 
is calculated, how compliance is enforced, and how revenue is recognized. When 
technology is fragmented or misunderstood, the business itself becomes fragmented. 

Many staffing firms underestimate how deeply embedded their tools are in their daily 
operations. An ATS may feed a timekeeping system. A timekeeping system may feed 
payroll. Payroll may feed accounting. A separate CRM may influence order intake. A 
third-party tool may manage background checks, certifications, or VMS submissions. 
Reporting may be generated from a data warehouse or manually compiled in 
spreadsheets. Communication platforms may exist independently of assignment records. 
If one piece of data is not tracked, logged or included in reporting, management doesn’t 
have a clear picture of individual performance, reporting, compliance, margin, gross 
profit which are needed to make sound business decisions.   

Each of these systems may be functioning adequately on its own. But when evaluating a 
new platform, leadership must ask a harder question: Are these tools collectively 
reinforcing the business strategy, or merely sustaining historical habit? 

This is why a disciplined review of the current technology stack is not optional. It is 
foundational. 

 



The Importance of Core Systems Inventory 

The first step in regaining clarity is conducting a core systems inventory. This process 
may appear administrative at first glance, but its implications are strategic. 

For each tool currently in use either linked or unlinked to your ATS/CRM, leadership 
should identify its primary purpose. Why does this tool exist? What operational problem 
does it solve? Does it directly generate revenue, protect compliance, improve efficiency, 
or enhance the candidate experience? Or was it implemented as a temporary solution that 
became permanent through inertia? 

Over time, tools can drift from necessity to convenience. What once solved a real 
constraint may now introduce complexity. Without formally documenting purpose, 
companies risk carrying forward outdated solutions into new environments simply 
because they feel familiar. 

Equally important is identifying who actually uses each system. Some platforms are 
heavily relied upon across the organization. Others are used by a handful of individuals, 
often in isolated workflows. During conversions, leadership must assess whether limited-
use systems justify replication in a future state or whether they signal an opportunity for 
simplification or replacement. Tools used by a small percentage of staff often create 
disproportionate integration and training burden during system transitions. 

The third dimension of review is business criticality. Not every system is equally 
essential. Some tools are mission-critical: without them, payroll cannot run, orders cannot 
be fulfilled, or compliance cannot be validated. Others are convenience tools that enhance 
workflow but are not structurally required. Still others may exist solely because a single 
customer mandated their use. 

Distinguishing between mission-critical infrastructure and convenience-level 
enhancements allows leadership to prioritize integrations, negotiate contracts more 
effectively, and eliminate unnecessary duplication. Without this classification, everything 
appears important — and nothing is evaluated rigorously. 

 

Understanding Contractual Reality Before Designing the Future 

Technology decisions do not occur in a vacuum. Most staffing firms are bound by vendor 
contracts that include auto-renewal clauses, minimum seat requirements, termination 
notice windows, and early cancellation penalties. These contractual realities directly 
affect conversion timelines and financial modeling. 

Ignoring them does not eliminate their impact — it simply defers the risk. 



A new ATS may look appealing, but if the existing payroll contract renews automatically 
in six months with a one-year lock-in, implementation sequencing must be designed 
accordingly. If a background screening vendor is embedded in a long-term agreement, 
integration planning must account for that continuity. If a customer requires a specific 
VMS provider, the new system must accommodate it — regardless of vendor preference. 

Taking stock of contract terms early provides strategic leverage. It allows staffing firms 
to negotiate from knowledge rather than react from surprise. It may also reveal 
opportunities to consolidate vendors, renegotiate pricing, or redesign services in ways 
that strengthen margins. 

 

Customer Requirements: The Hidden Driver of Technology Complexity 

One of the most overlooked elements in a technology review is customer-mandated 
tooling. Large enterprise clients may require VMS participation, certified payroll, 
specific background vendors, branded reporting portals, time approval processes, or 
compliance tracking structures. Over time, these obligations accumulate and can 
significantly shape the internal tech stack or add the need to build customized tools which 
likely are not being accounted for in your margin or P&L calculations. 

Before evaluating a new system, staffing leaders must document which tools and 
processes are genuinely customer-required and which are optional or historical. In some 
cases, legacy customer demands persist long after the business case for them has faded. 
In others, new tools could offer enhanced functionality or margin opportunity that 
customers would willingly adopt and pay for if presented thoughtfully. 

Understanding what is contractually required versus what is negotiable allows the firm to 
design a future stack that supports growth rather than simply preserves inherited 
constraints. 

 

Financial Implications: Revenue, Cost, and Opportunity 

Many companies see their technology as an edge over their competition.  Yet every tool 
in the stack carries financial implications. Some systems are direct cost centers. Others 
are embedded into bill rates as value-added services. Some are pass-through expenses 
with markup potential. Others may represent untapped opportunities to enhance revenue 
through expanded service or feature offerings. 

As part of the inventory process, staffing firms should evaluate whether they are billing 
customers for certain services directly or indirectly, and whether there is room to improve 
that model. Could transitioning to a new provider increase functionality while allowing 
for pricing flexibility? Could integrated tools reduce administrative overhead and 



increase margin retention? Could bundled services strengthen the customer relationship 
and justify premium rates? 

These are strategic financial questions — not just IT considerations. 

 

The Compounding Benefit of Discipline 

Completing this review process yields benefits far beyond technical clarity. It creates 
organizational alignment. It forces leadership conversations about what truly drives 
value. It reveals inefficiencies that have been normalized. It strengthens negotiation 
leverage with vendors. It reduces implementation risk. Most importantly, it prevents the 
common mistake of recreating yesterday’s fragmentation inside tomorrow’s platform. 

When staffing firms enter demos without having completed this internal review, they 
tend to evaluate software based on features rather than fit. They ask vendors to replicate 
existing customizations rather than reconsider whether those customizations should exist 
at all. They carry forward reporting disputes instead of resolving definitions. They blame 
tools for operational inconsistency rather than confronting discipline gaps. 

By contrast, firms that complete a thorough inventory approach vendor conversations 
with clarity and confidence. They know what they must preserve, what they intend to 
eliminate, and where they are willing to modernize. 

 

A Strategic Pause Before Acceleration 

In an industry defined by urgency — filling shifts quickly, responding to clients 
immediately, competing aggressively for talent — pausing to reflect on internal 
infrastructure can feel counterintuitive. But this pause is what distinguishes strategic 
technology transformation from reactive software replacement. 

Before searching for the next system, staffing firms must understand the one they already 
have. 

Only then can they design a future state that strengthens resilience, protects margin, 
improves forecasting, enhances compliance, and aligns operational reality with financial 
truth. 

Technology conversions do not fail because platforms lack capability. 
They fail because organizations skip introspection. 

This chapter is not about cataloging tools. It is about reclaiming clarity. 



And clarity is the foundation of every successful technology decision that follows.  

 

 

 

 

1. 1. Current Technology Stack  

Technology & Integration Inventory Exercise 

Before evaluating a new ATS/CRM platform, leadership must conduct a disciplined 
inventory of everything that supports daily operations. This includes not only third-party 
tools that live outside the ATS/CRM, but also modules, add-ons, embedded features, 
custom workflows, database customizations, reports, and integrations that currently live 
inside the system you may be considering replacing. 

Many staffing firms focus only on external vendors—background check providers, VMS 
tools, payroll partners, marketing platforms, BI dashboards—while overlooking the fact 
that significant functionality may already exist inside their current ATS/CRM 
environment. These internal modules may include onboarding workflows, credential 
tracking, scheduling tools, commission calculations, rate modeling, document 
enforcement, integrations, API endpoints, custom reports, dashboards, and automation 
logic that quietly support core business processes. 

This exercise is designed to surface all of it. 

For each tool, module, integration, or system—whether internal or external—leadership 
should document: 

• Name of tool and primary purpose 
– Why does this tool or module exist? 
– What operational, financial, compliance, or revenue-generating function does it 
support? 
– Is it solving a real business problem, or is it legacy functionality carried forward over 
time? 

• Primary number of users and usage level 
– Who actually uses it today? 
– Is usage widespread across recruiting, sales, payroll, finance, and leadership—or 
limited to a handful of individuals? 
– Is pricing tied to user count, volume, or fixed fees? 



• Business criticality 
– Is this mission-critical to payroll, billing, compliance, reporting, or customer delivery? 
– Is it required by a client contract or regulatory framework? 
– If removed tomorrow, what operational breakdown would occur? 

• Revenue impact and customer alignment 
– Is this tool billed to clients directly, embedded in bill rates, or passed through with 
markup? 
– Does it create a competitive differentiator? 
– Is there an opportunity to replace it with something more efficient, scalable, or 
profitable? 

This inventory must also include contract timeline and potential termination dates, and 
your company’s openness to change. Leadership should determine: 

• Are we committed to keeping specific vendors? 
• Are we open to consolidating tools into ATS-provided solutions? 
• Would we consider replacing multiple vendors to simplify our ecosystem? 
• Are there contractual or operational dependencies that limit flexibility? 

Understanding your level of flexibility is critical because this information will likely need 
to be included in your RFP process. Prospective ATS/CRM vendors will need to 
understand which partners are non-negotiable, which are under review, and where you 
are open to alternative solutions. If a partner is non-negotiable, you will need to 
understand what your ATS/CRM vendor can do to support the integration and what that 
process or workflow would look like from user experience to data sharing and security.  

This information also allows vendors to propose bundled modules, native functionality, 
integration options, or strategic consolidation pathways that may reduce costs or simplify 
your technology footprint and user experience.   

1.2. Contract Documentation & Financial Commitments 

Alongside the functional inventory, contract documentation must be reviewed with equal 
rigor. Every system—internal module subscription, third-party integration, payroll 
provider, marketing platform, reporting tool—should be documented with: 

• Contract start and end dates 
• Renewal and auto-renew provisions 
• Rate increase clauses 
• Termination notice requirements 
• Early termination penalties 
• Minimum user or volume commitments 
• Downshift rights for reduced headcount or transaction volume 
• Current annual or monthly cost structures 



This is not a legal formality. It is foundational to design a realistic future-state strategy. 
Without understanding where you are contractually fixed versus flexible, leadership 
cannot accurately model total cost of ownership, evaluate consolidation opportunities, or 
time a transition effectively. 

 

The Objective of This Exercise 

This section is not about criticizing current systems or assuming replacement is 
necessary. It is about understanding the complete operational architecture of your 
business—inside and outside the ATS/CRM—before you begin evaluating change. 

Technology decisions in staffing impact recruiting velocity, payroll execution, billing 
accuracy, compliance enforcement, margin visibility, forecasting reliability, and client 
trust. Every integration, module, export, spreadsheet, and automation touches those 
outcomes. 

By thoroughly documenting where processes live today, how they function, who uses 
them, how they are priced, and whether they are strategically essential, leadership creates 
a factual baseline. This baseline becomes the foundation for RFP discussions, demo 
scripting, integration mapping, vendor negotiations, cost modeling, and long-term 
technology strategy. 

Without this clarity, firms risk evaluating new platforms based on feature lists rather than 
operational reality. With it, they gain the ability to design a deliberate, financially 
informed, and strategically aligned technology roadmap—whether that roadmap involves 
optimization, consolidation, replacement, or a combination of all three. 

In addition to the categories outlined are insights you should consider integrating into 
your current or prospective ATS/CRM platform.  

 

1.3 Operational Architecture Documentation 
Categories: Core, Integrated & Standalone 
Tools 
1. Compliance, Risk & Workforce Governance, Workers’ Compensation, 
Unemployment & Safety Management 

Used for: 
• WC code assignment, tracking, and reporting 



• Unemployment (UI) claim tracking and response management 
• Monitoring and protecting UI tax rates 
• Combatting unemployment fraud and improper claims 
• Safety incident tracking and OSHA reporting 
• Client-specific safety and compliance programs 
• Documentation and retention of job offers and assignment records 

 

Why This Matters 

Integrating workers’ compensation, unemployment tracking, and safety governance 
within your ATS and payroll framework protects margin, stabilizes insurance rates, and 
strengthens legal defensibility. When WC codes, UI classifications, job offers, 
assignment documentation, and safety requirements are properly structured and 
consistently tracked at the assignment level, recruiters price jobs more accurately, finance 
understands true labor burden, and leadership can monitor exposure before it affects 
profitability. Structured unemployment tracking allows your team to respond quickly to 
claims, defend against fraudulent filings, preserve favorable UI tax rates, and maintain 
documentation required for hearings. Properly logged job offers and assignment status 
changes ensure that your organization can demonstrate compliance in disputes, audits, or 
court proceedings while protecting both client relationships and brand reputation. 

If these elements are fragmented or handled outside the system of record, margin erosion 
and regulatory exposure become difficult to detect until rates increase or claims 
accumulate. Misaligned WC codes, unchallenged unemployment claims, undocumented 
job offers, and inconsistent safety tracking can drive higher experience ratings, inflated 
insurance premiums, audit findings, and costly legal disputes. Over time, unmanaged UI 
and workers’ compensation exposure directly impacts bill rate competitiveness, restricts 
growth capacity, and creates operational tension between recruiting, payroll, risk 
management, and finance. Proactive governance within your core platform safeguards 
profitability, preserves carrier relationships, and reinforces disciplined workforce 
management in an industry where compliance directly affects margin. 

 

2. Credentialing & License Verification Platforms 

Used for: 

 Onboarding documentation requirements and workflows 
 Trade licenses (welding, electrical, CDL) 
 Healthcare credentials 
 Expiration tracking and notification 
 Assignment restriction logic in your ATS/CRM 



 Notification or manual reporting process to request or provide updated 
documentation. 

Why This Matters 

Integrating credentialing and license verification directly into your ATS/CRM 
strengthens placement confidence, protects client relationships, and reduces avoidable 
disruption. When trade licenses, healthcare credentials, certifications, and expiration 
dates are structured within the same system that controls assignments and onboarding, 
recruiters can see eligibility status in real time before submitting or placing talent. 
Automated expiration tracking and assignment restriction logic ensure that only properly 
credentialed workers are deployed, which supports regulatory compliance, reduces last-
minute shift cancellations, and protects revenue tied to fill rate commitments. Centralized 
notification workflows also allow operations teams to proactively request updated 
documentation, improving redeployment opportunities and reducing administrative back-
and-forth across email and spreadsheets. 

If this step is not completed, manual tracking creates operational blind spots that can lead 
to expired credentials slipping through unnoticed, delayed placements, canceled 
assignments, or client dissatisfaction. Recruiters may unknowingly submit ineligible 
candidates, payroll may process hours for non-compliant workers, and leadership may 
face fines or contract penalties tied to preventable lapses. Over time, inconsistent 
credential governance weakens audit defensibility, increases legal exposure, and erodes 
trust with clients who expect disciplined workforce management. Automating and 
integrating this process protects both revenue continuity and compliance integrity in 
high-volume, high-accountability staffing environments. 

 

3. ACA / Benefits Eligibility Tracking 

Used for: 

 Variable hour measurement 
 Eligibility determination 
 Look-back calculations 
 Compliance (fines can bury a small company) 
 Benefit Administration and related reporting requirements 

Why This Matters 

Integrating ACA and benefits eligibility tracking with your ATS and payroll data protects 
both compliance and financial stability. When variable hour measurement, look-back 
calculations, eligibility determinations, and benefits administration reporting are 
structured within the same system that tracks hours worked, assignments, and pay status, 
leadership gains accurate visibility into who is approaching eligibility thresholds and 



what the financial impact will be. Recruiters and operations teams can make informed 
scheduling and redeployment decisions, finance can forecast benefit liability with greater 
precision, and compliance reporting becomes systematic rather than reactive. A tightly 
aligned process also simplifies annual filings, reduces administrative burden, and 
strengthens confidence that measurement periods and documentation are defensible in the 
event of an audit. 

If ACA tracking is disconnected from payroll and employee data, compliance becomes 
dependent on manual exports, spreadsheets, or separate calculations that may not align 
perfectly with actual hours and pay data. Inconsistent data feeds can create eligibility 
miscalculations, late offers, incomplete documentation, and exposure to penalties that 
disproportionately impact staffing firms with high variable-hour populations. During a 
system transition, the inability to replicate current measurement logic or reporting 
workflows may introduce additional development costs, custom reporting requirements, 
or operational gaps. Over time, fragmented ACA governance increases financial risk, 
legal exposure, and reputational harm in an industry where workforce volume and 
variability amplify small errors into significant liabilities. 

 

4. Finance, Accounting & General Ledger 

Used for: 
• Revenue recognition by customer, job, and assignment 
• Expense tracking including payroll burden, taxes, workers’ compensation, and benefits 
• Accruals for payroll, commissions, and client billing adjustments 
• Financial statement generation and margin reporting 
• General Ledger (GL) coding and export to accounting systems 

Why This Matters 

Your prospective ATS/CRM provider will have multiple ways to get your General 
Ledger and accounting data exported to your accounting software.  Depending on your 
accounting system and formatting, a standard export, integration, or custom export will 
be needed.  Costs vary for integrations and custom exports, so ensure you review the 
options and costs with your sales person.  You may be able to provide a current export 
file as an example to get an estimate provided there are no major changes to your 
accounting software needs.   

A disciplined alignment between your ATS/CRM and your finance and general ledger 
systems ensures that operational activity translates accurately into financial reality. When 
revenue, payroll expense, commissions, taxes, and labor burden are structured correctly 
at the assignment and customer level inside your core platform, finance teams gain timely 
visibility into gross profit, accrual accuracy, and cash flow forecasting. Integrated GL 
mapping reduces reconciliation work, supports faster month-end close cycles, strengthens 
audit readiness, and ensures that margin reporting reflects actual payroll activity rather 



than assumptions. Leadership benefits from real-time financial insight tied directly to 
recruiting and sales performance, allowing more confident pricing decisions, commission 
validation, and account-level profitability management. 

If this step is not completed, financial exports may require extensive manual adjustment, 
GL mappings may fail to capture all required data points, and accruals may be calculated 
outside the system, increasing the risk of errors and delayed reporting. During a 
conversion, rebuilding complex financial integrations can carry significant cost and 
resource demands, especially if historical processes were never fully documented or 
standardized. Disconnected financial data creates reconciliation delays, margin 
misstatements, strained audits, and reduced forecasting credibility. Over time, inaccurate 
or delayed financial visibility weakens strategic decision-making and places unnecessary 
pressure on both operations and finance teams in an industry where timing and labor cost 
precision directly impact profitability. 

 

5. Cash Application & AR Automation 

Used for: 
• Lockbox and electronic payment processing 
• Payment matching by customer, assignment ID, PO number, entity, and cost center 
• Customer-specific billing and remittance reconciliation 
• Short-pay tracking and resolution workflows 
• Dispute management and credit adjustments 
• Automated data flow to accounting and general ledger systems 
• Reporting required by funding partners or lenders 

Why This Matters 

Integrated cash application and AR automation provide staffing firms with accurate, real-
time visibility into cash position, outstanding receivables, and account-level profitability. 
When payments are matched directly to the correct customer, assignment, and cost center 
within the ATS/CRM and flow seamlessly to accounting, finance teams can monitor 
DSO, identify aging risk, and manage working capital with confidence. Short-pay 
tracking and dispute workflows tied to assignment data allow operations and sales to 
resolve billing discrepancies quickly, protecting client relationships and preserving 
margin. For firms utilizing funding partners, clean and timely invoice validation supports 
uninterrupted payroll funding, improves lender confidence, and strengthens cash 
forecasting discipline. Properly structured AR integration ensures that financial 
dashboards reflect true cash performance rather than lagging or manually reconciled data. 

If this process is fragmented or handled outside the system of record, payment matching 
errors, delayed dispute resolution, and inaccurate receivable reporting can distort cash 
visibility and strain payroll funding cycles. Leadership may rely on incomplete 
dashboards, recruiters may remain unaware of customer payment issues affecting 



commission or account health, and finance teams may spend excessive time reconciling 
discrepancies between billing, payroll, and accounting systems. Over time, disconnected 
AR workflows can extend DSO, weaken lender relationships, increase bad debt exposure, 
and reduce strategic clarity around true profitability by customer or assignment. A 
disciplined, integrated approach protects liquidity, improves operational coordination, 
and safeguards the financial stability that staffing firms depend on to fund weekly payroll 
obligations. 

 

6. Pricing & Contract Generation, Rate Card & Margin Modeling Tools 

Used for: 
• Client rate modeling by position, shift, pay type, and burden structure 
• Quote and proposal generation aligned to payroll and labor cost assumptions 
• Scenario planning across overtime, shift differentials, and benefit eligibility 
• Margin sensitivity analysis tied to real labor cost drivers 
• Standardized contract language and risk limitation controls 
• Rate card governance across branches, entities, and verticals 

Why This Matters 

When pricing logic, rate cards, and contract generation tools are integrated within your 
ATS/CRM and financial framework, staffing firms gain disciplined control over 
profitability before an order is ever filled. Recruiters and sales teams can model true labor 
cost, including taxes, workers’ compensation, benefits eligibility, and overtime exposure, 
allowing quotes to reflect operational reality rather than assumptions. Margin sensitivity 
analysis tied directly to assignment data supports smarter negotiation, consistent rate 
governance across branches, and clear visibility into how pay rate adjustments impact 
gross profit. Standardized contract language embedded within the pricing process reduces 
liability exposure, ensures compliance with client requirements, and prevents informal 
side agreements that create downstream billing or payroll complications. This alignment 
strengthens collaboration between sales, operations, and finance, ensuring that revenue 
commitments are grounded in sustainable margin strategy. 

If pricing and contract workflows live outside the core system or are managed informally, 
rate inconsistencies, miscalculated margins, and unmanaged liability terms can erode 
profitability over time. Sales teams may generate quotes that do not reflect actual labor 
burden, recruiters may adjust pay rates without full cost visibility, and finance may 
discover margin compression only after payroll is processed. Disconnected contract 
management increases the risk of outdated language, unclear service terms, and 
inconsistent enforcement across customers. Over time, the absence of structured pricing 
governance undermines forecast reliability, commission accuracy, and strategic growth 
planning in an industry where small pricing errors compound quickly across high-volume 
assignments. 



 

7. Sales Tracking, Marketing & Demand Generation 

Used for: 
• Email and multi-channel campaigns 
• Client nurturing and account-based outreach 
• Talent marketing and redeployment campaigns 
• Event follow-ups and pipeline tracking 
• Referral tracking and incentive management 
• Targeted talent sourcing and audience segmentation 

 

Why This Matters 

When sales and marketing activity is aligned with your ATS/CRM, lead generation turns 
into measurable pipeline growth rather than disconnected outreach. Integrated tracking 
allows sales teams to see which campaigns generate qualified job orders, which client 
segments respond to specific messaging, and which talent pools convert into placements. 
Recruiters benefit from structured visibility into candidate engagement history, enabling 
more effective follow-ups and redeployment efforts. Leadership gains clear insight into 
marketing ROI, referral effectiveness, and source-of-hire performance, which strengthens 
budgeting decisions and long-term demand planning. When outreach, submissions, 
assignments, and revenue are tied together in a single reporting framework, the 
organization can measure the true impact of marketing investment on fill rate, gross 
profit, and customer expansion. 

If sales and marketing tools operate outside the ATS/CRM or without structured data 
alignment, valuable lead activity can go untracked, recruiters may not know which 
candidates have been nurtured or re-engaged, and management loses visibility into 
campaign effectiveness. Referral incentives may be inconsistently recorded, event 
follow-ups may not convert into measurable opportunities, and demand generation 
spending may be evaluated on vanity metrics rather than placement outcomes. Over time, 
this disconnect reduces forecasting accuracy, weakens collaboration between marketing 
and operations, and limits the firm’s ability to scale growth initiatives strategically. In a 
staffing environment where speed and visibility drive revenue, disconnected demand 
generation undermines both accountability and expansion potential. 

8. Career Sites, Job Board Partnerships & Job Publishing Integrations 

Used for: 
• Publishing and managing job postings directly from approved job orders 
• Driving SEO and organic candidate traffic 
• Converting site visitors into structured, trackable applicants 
• Reinforcing employer branding and standardized job messaging 



• Distributing roles across job boards and sourcing partners 
• Tracking order or assignment ID back to applicant records for performance analysis 

Why This Matters 

When career sites and job board distribution tools are integrated directly with the 
ATS/CRM, approved job orders flow seamlessly into public postings, preserving 
consistent formatting, brand standards, and structured job data. Recruiters gain time back 
by eliminating manual copy-and-paste work, and marketing teams can measure which 
channels drive qualified applicants tied directly to specific orders or assignment IDs. This 
alignment enables accurate source-of-hire tracking, cost-per-applicant analysis, and real 
ROI visibility across job boards and distribution partnerships. Structured attribution 
allows leadership to evaluate which investments support fill rate performance, reduce 
time-to-submit, and strengthen redeployment strategy. Integrated review and approval 
workflows also ensure job descriptions are compliant, client-aligned, and consistently 
branded before they reach the market. 

If career sites and job distribution tools operate outside the ATS/CRM, job content 
becomes inconsistent, outdated postings remain live, and applicant tracking breaks down 
at the source. Without order or assignment IDs flowing back into the application process, 
marketing effectiveness cannot be measured accurately, and cost-benefit analysis of 
distribution partnerships becomes guesswork. Recruiters may struggle to identify where 
quality applicants originate, reporting becomes unreliable, and forecasting demand by 
channel weakens. Over time, disconnected publishing erodes employer brand 
consistency, increases manual workload, reduces sourcing optimization, and limits the 
organization’s ability to make data-driven decisions about recruiting investments in a 
high-volume, performance-sensitive staffing environment. 

 

8. Referral Management Tools 

Used for: 
• Employee and contractor referral tracking 
• Incentive and bonus payment management 
• Referral attribution tied to placements and assignments 
• Tracking referral source performance by recruiter, branch, or program 
• Measuring referral-to-placement conversion rates 

Why This Matters 

A structured referral management program integrated within your ATS/CRM allows 
staffing firms to systematically capture one of the most cost-effective and high-quality 
talent sources available. Referred candidates typically demonstrate higher engagement, 
faster onboarding completion, stronger assignment retention, and improved redeployment 
potential because they enter the organization through trusted networks. When referrals 



are tracked directly within candidate records and tied to placements, teams can measure 
true referral-to-fill conversion, manage incentive payments accurately, and reinforce a 
culture of engagement among both internal employees and placed talent. Integrated 
attribution ensures that recruiters receive visibility into who referred whom, operations 
can validate eligibility for incentive payments, and finance can account for referral 
bonuses within true margin calculations. This structured approach supports sustainable 
talent pipeline growth while reducing dependence on higher-cost job boards and sourcing 
platforms. 

If referral activity is managed informally or outside the ATS/CRM, referral credits may 
be inconsistently recorded, incentive payments may be delayed or disputed, and 
leadership loses visibility into the return on investment of referral programs. Recruiters 
may overlook referred candidates, bonus payments may not align with documented 
placements, and the organization may miss opportunities to expand one of its most 
reliable sourcing channels. Over time, under-measured referral activity leads to higher 
sourcing costs, weaker redeployment rates, and missed opportunities to build community-
driven talent networks that strengthen fill rate and retention. In a high-volume staffing 
environment where cost-per-hire and speed-to-fill directly impact profitability, 
disciplined referral tracking protects both margin and growth capacity. 

 

9. Client and Talent Engagement, Texting and Mass Email Tools 

Used for: 
• Managing structured talent pools aligned to skills, certifications, and job categories 
• Running targeted engagement campaigns tied to active, future, or forecasted demand 
• Capturing skill updates, credential renewals, shift preferences, and availability changes 
• Reactivating former employees and past applicants for redeployment 
• Automating outreach tied to recruiter workflows and assignment activity 
• Communication tools for recruiter/talent engagement in mass or via automated delivery 

Why This Matters 

Integrated talent engagement tools within your ATS/CRM transform candidate databases 
from static records into active workforce pipelines. When engagement campaigns, skill 
updates, availability changes, and redeployment outreach are tied directly to orders and 
assignments, recruiters can quickly identify qualified, previously vetted talent for open 
roles—reducing time-to-submit, lowering sourcing costs, and strengthening fill rates. 
Automated engagement tied to expiring assignments, certifications, or upcoming client 
demand supports proactive redeployment, improves retention, and stabilizes revenue 
across client accounts. Leadership gains visibility into recruiter outreach activity, 
campaign performance, and conversion metrics, allowing for more accurate forecasting 
of talent supply relative to job demand. Structured engagement tracking also reinforces 
accountability and ensures that recruiter effort translates into measurable interviews, 
starts, and margin contribution. 



If engagement lives outside the ATS/CRM, outreach activity becomes fragmented and 
disconnected from operational workflows. Recruiters may send communications that are 
not logged against orders, skill updates may not feed into search filters, and redeployment 
opportunities may be missed because availability changes are not captured centrally. 
Management loses insight into which campaigns drive starts or revenue, automation 
opportunities are underutilized, and reporting on recruiter productivity becomes 
incomplete. Over time, disconnected engagement increases dependency on external 
sourcing tools, raises cost-per-hire, weakens retention, and reduces the organization’s 
ability to forecast talent supply in a high-volume staffing environment where speed, 
visibility, and redeployment directly impact profitability. 

.
 

10. Surveys & Feedback Platforms 

Used for: 
• Assignment-level feedback from placed talent 
• Net Promoter Score (NPS) tracking for candidates and clients 
• Client satisfaction measurement tied to specific accounts or programs 
• Post-placement and post-assignment check-ins 
• Ongoing workforce engagement and retention insights 

Why This Matters 

When survey and feedback tools are integrated directly with your ATS/CRM and linked 
to specific assignments, customers, and recruiters, experience data becomes actionable 
rather than anecdotal. Assignment-level feedback tied to order IDs, client records, and 
recruiter ownership allows operations to quickly identify patterns affecting retention, 
redeployment potential, and client satisfaction. Leadership gains measurable insight into 
which accounts are thriving, where service delivery may be breaking down, and how 
recruiter performance influences client loyalty. Integrated feedback tracking also 
strengthens renewal discussions, supports account expansion strategies, and enables 
proactive intervention before dissatisfaction impacts fill rate, redeployment, or revenue 
continuity. 

If feedback platforms operate independently from the system of record, survey results 
become isolated data points that are difficult to trace back to specific assignments or 
operational workflows. Recruiters may not see feedback in time to correct course, client 
dissatisfaction may go unnoticed until renewal risk materializes, and leadership cannot 
confidently link NPS or satisfaction trends to revenue outcomes. Over time, disconnected 
experience tracking weakens account management, limits retention insight, and reduces 
the organization’s ability to systematically improve service delivery in an industry where 
relationship quality directly influences margin stability and long-term growth. 

 



11. Learning Management Systems (LMS), Certification & Training Tracking 

Used for: 
• Managing safety training required for placement and ongoing assignments 
• Tracking client-specific training requirements and job-site compliance rules 
• Recording professional licenses, trade certifications, and renewal timelines 
• Enforcing completion of required training prior to assignment start 
• Monitoring compliance status across branches, verticals, and customers 
• Supporting audit documentation and regulatory reporting 

Why This Matters 

When training, certification, and license tracking are integrated within the ATS/CRM, 
staffing firms gain real-time control over workforce eligibility and compliance. 
Recruiters can confirm that required safety programs, trade credentials, and client-
specific training modules are completed before submission or placement, reducing delays 
and protecting fill rate commitments. Automated gating tied to assignment creation 
ensures that unqualified workers cannot be scheduled, while expiration tracking supports 
proactive renewal outreach to protect redeployment opportunities. Leadership benefits 
from centralized visibility into compliance status by customer, vertical, or job type, 
enabling more accurate workforce planning, stronger audit readiness, and reduced 
operational friction between recruiting, onboarding, and compliance teams. Structured 
training data also supports margin protection by reducing preventable assignment 
interruptions and minimizing onboarding rework. 

If LMS and certification tracking are disconnected from the core system or handled 
manually, eligibility verification becomes inconsistent and dependent on individual 
recruiter diligence. Expired credentials may go unnoticed, client-specific requirements 
may not be enforced uniformly, and onboarding may require repeated corrections or last-
minute documentation collection. Over time, this weakens audit defensibility, increases 
exposure to regulatory scrutiny, and creates avoidable disruption to assignments and 
client relationships. In a high-volume staffing environment where compliance and speed 
must coexist, fragmented training governance undermines operational reliability and 
increases legal, financial, and reputational risk. 

 

12. Workforce Scheduling Tools or Apps 

Used for: 
• Planning and publishing shifts tied directly to approved job orders and assignments 
• Identifying open shifts and coverage gaps in real time 
• Managing employee availability, shift preferences, and scheduling constraints 
• Supporting proactive recruiting aligned to future demand forecasts 
• Monitoring overtime exposure and premium pay triggers 
• Enabling mass communication regarding schedule changes and updates 



Why This Matters 

When scheduling tools are integrated with the ATS/CRM, workforce planning becomes 
aligned with recruiting, compliance, and financial visibility. Shifts tied directly to job 
orders and assignments allow operations teams to see coverage gaps early, enabling 
proactive sourcing rather than last-minute scrambling. Recruiters gain clear insight into 
availability, certifications, and assignment eligibility before scheduling, reducing rework 
and avoiding preventable placement disruptions. Integrated scheduling also improves 
labor cost control by surfacing overtime exposure and premium pay impacts before 
payroll runs, strengthening margin management. Real-time communication tools 
embedded within scheduling workflows enhance engagement, reduce no-shows, and 
create transparency for both talent and clients. When scheduling data feeds directly into 
forecasting and reporting, leadership can align fill rate, recruiter activity, and labor cost 
trends with customer demand more accurately. 

If scheduling operates outside the system of record, coverage risk becomes reactive, and 
teams may duplicate data entry across multiple platforms, increasing errors and 
administrative burden. Labor cost drivers such as overtime may not be visible until after 
payroll is processed, weakening margin control. Certification and compliance checks may 
be overlooked during scheduling, exposing the firm to placement risk. Disconnected 
communication reduces engagement, increases missed shifts, and erodes client 
confidence. Over time, fragmented scheduling undermines forecasting accuracy, strains 
coordination between recruiting and operations, and limits the organization’s ability to 
manage high-volume workforce activity efficiently and profitably. 

 

13. VOIP & Task and Activity Management Tools (Integrated and External) 

Used for: 
• Capturing inbound and outbound call activity tied to candidates, customers, and job 
orders 
• Tracking recruiter, sales, and operations tasks linked to due dates, priorities, and 
ownership 
• Managing onboarding steps, verifications, and compliance-related workflows 
• Monitoring payroll deadlines, time approvals, and billing checkpoints 
• Coordinating shift fill activity, open order follow-ups, and schedule availability 
• Documenting client conversations, internal notes, and cross-team handoffs 

Why This Matters 

When VOIP systems and task management tools are integrated directly within the 
ATS/CRM, communication and execution become measurable parts of your operational 
engine. Call logs tied to candidates, customers, and assignments provide visibility into 
outreach effort, pipeline activity, and sales progression. Structured task tracking linked to 
orders, onboarding milestones, payroll approvals, and billing checkpoints ensures that 



critical work is completed on time and within defined workflows. Managers gain real-
time insight into recruiter productivity, stalled items, workload distribution, and 
compliance checkpoints, allowing for proactive coaching and intervention. Centralized 
documentation creates a reliable audit trail that supports client transparency, regulatory 
defensibility, and operational accountability. When activity data feeds reporting 
dashboards, leadership can evaluate performance trends, forecast capacity, and align 
recruiting effort with demand in a disciplined, data-driven manner. 

If calls, tasks, and operational activities live outside the ATS/CRM, execution becomes 
dependent on individual memory, manual message logging, inbox management, or 
disconnected tools. Critical onboarding steps may be missed, payroll approvals delayed, 
client follow-ups overlooked, and shift fill efforts fragmented across teams. Without 
centralized activity tracking, productivity becomes difficult to measure, compliance 
enforcement inconsistent, and accountability unclear. Over time, disconnected task and 
communication systems erode reporting accuracy, obscure operational bottlenecks, and 
weaken leadership’s ability to ensure that work tied to revenue, margin, and compliance 
is completed consistently and on schedule. In a high-volume staffing environment where 
timing and documentation directly impact profitability and risk exposure, integrated 
activity management strengthens both performance oversight and operational reliability. 

 

14. Document Management & Verification 

Used for: 
• Storing and managing required document types such as certifications, licenses, 
contracts, NDAs, and customer-specific agreements 
• Validating that required documents are completed, current, and approved before an 
employee is placed on assignment 
• Enforcing document requirements prior to activating a new customer, order, or 
assignment 
• Structuring document types for reporting, expiration tracking, and compliance visibility 
• Maintaining audit-ready documentation tied directly to candidates, employees, 
customers, and assignments 

Why This Matters 

When document management is embedded within the ATS/CRM, compliance becomes 
proactive rather than reactive. Structured document types tied to candidates, customers, 
and assignments allow the system to enforce completion and approval before a placement 
is made or a new customer is activated. Recruiters gain clarity on eligibility status in real 
time, operations teams reduce onboarding rework, and leadership benefits from 
centralized visibility into compliance posture across branches and verticals. Automated 
expiration tracking and assignment restrictions protect revenue continuity by preventing 
starts that could later be voided or disputed. Integrated documentation also strengthens 
audit defensibility, simplifies client reporting requirements, and ensures that contracts, 



certifications, and approvals are consistently stored and retrievable within the same 
system that governs payroll, billing, and reporting. 

If document tracking lives outside the system of record or relies on manual verification, 
enforcement becomes inconsistent and dependent on individual diligence. Required 
certifications, agreements, or approvals may be overlooked under volume pressure, 
increasing exposure to contractual disputes, regulatory scrutiny, and financial penalties. 
Recruiters may unknowingly activate customers or place talent without proper 
documentation, leading to downstream payroll, billing, or compliance complications. 
Over time, fragmented document governance erodes operational discipline, complicates 
audits, and creates unnecessary risk in a staffing environment where placement eligibility 
and contractual alignment directly affect profitability and reputation. 

 

15. IT, Security & Infrastructure Identity & Access Management (IAM) 

Used for: 
• Single Sign-On (SSO) across ATS/CRM and integrated platforms 
• Role-based access controls aligned to operational responsibilities 
• Permission governance across recruiting, payroll, finance, and compliance workflows 
• Controlled access to integrated providers and third-party systems 
• Automated user provisioning and staff offboarding 
• License management and user access auditing 

Why This Matters 

A disciplined Identity & Access Management framework protects sensitive workforce 
and client data while strengthening operational control across the organization. Some 
ATS/CRM providers offer integrations with SSO products.  When SSO and role-based 
permissions are aligned with defined responsibilities inside the ATS/CRM, staffing firms 
ensure that recruiters, sales teams, payroll staff, and finance users can access only the 
data and functionality required for their role. Automated provisioning and offboarding 
reduce the administrative burden on IT while preventing lingering access after role 
changes or terminations. Integrated IAM also supports license optimization by 
identifying unused seats, tracking user activity, and eliminating unnecessary costs tied to 
inactive accounts. Centralized permission governance enhances audit readiness, protects 
personally identifiable information, and reinforces structured workflows across 
recruiting, billing, and compliance functions. 

If access management is handled manually or outside a structured IAM framework, 
staffing firms face increased exposure to data breaches, unauthorized system changes, 
and regulatory risk tied to payroll and candidate information. Former employees may 
retain access to systems or integrated providers, licenses may remain active 
unnecessarily, and sensitive client or employee data may be accessed without appropriate 
oversight. Over time, inconsistent access controls weaken compliance posture, inflate 



technology spend, and erode confidence in data integrity. In a staffing environment where 
systems contain payroll records, background checks, compliance documentation, and 
financial data, disciplined identity governance is not only a security requirement but a 
foundational element of operational trust and risk management. 

 

17. Backup, Archival & Disaster Recovery Systems 

Used for: 
• Data recovery and system restoration 
• Ransomware mitigation and cybersecurity resilience 
• Business continuity planning and operational redundancy 
• Secure archival of historical payroll, billing, and compliance data 
• Continuity planning for internet or system outages 

Why This Matters 

A well-defined backup and disaster recovery strategy protects the operational heartbeat of 
a staffing firm. Your ATS/CRM holds payroll records, time and billing data, compliance 
documentation, assignment history, client agreements, and communication logs that 
directly impact revenue, reporting, and legal defensibility. Even when using cloud-based 
platforms, leadership must understand the provider’s recovery objectives, redundancy 
model, and outage protocols to ensure continuity. Documented recovery processes allow 
teams to maintain access to critical contact information, scheduling data, payroll 
approvals, and financial reporting during interruptions. Clear contingency planning 
strengthens client confidence, protects service-level commitments, and ensures payroll 
and billing cycles continue without prolonged disruption. Archival policies also 
safeguard historical records required for audits, government reporting, unemployment 
claims, and long-term compliance obligations. Automated weekly delivery of employee 
information, orders, scheduled shifts and other  may need to play a role in your 
ATS/CRM disaster recovery plan. 

If this step is not thoroughly reviewed, staffing firms may discover too late that recovery 
timelines do not align with payroll schedules or client expectations. Internet outages, 
provider downtime, or security incidents can halt recruiting activity, delay time 
approvals, disrupt payroll funding, and impair financial reporting. Without defined 
backup procedures or contingency workflows, internal teams are forced into reactive 
manual processes, increasing error risk and reducing operational control. Over time, 
inadequate disaster recovery planning exposes the firm to reputational harm, compliance 
gaps, and financial instability during events that require steadiness and structured 
response. In a business where weekly payroll and continuous client service are non-
negotiable, operational resilience must be designed—not assumed. 

 



18. Data, Analytics & Intelligence, BI tools, Data Warehouses, Data Lakes, 
Spreadsheets 

Used for: 
• Historical revenue, margin, and productivity analysis 
• Cross-system analytics combining ATS, payroll, billing, and engagement data 
• Executive dashboards and financial forecasting 
• Customer, vertical, and recruiter performance reporting 
• Advanced modeling beyond native ATS/CRM reporting capabilities 
• Manual reporting or spreadsheet-based analysis where automation is limited 

Why This Matters 

Business Intelligence (BI) and advanced analytics tools provide staffing firms with 
powerful capabilities to explore trends, uncover insights, and make data-driven decisions 
across recruiting, payroll, billing, and client performance. When your data lives in a 
single system — or is consolidated from multiple sources into a well-managed warehouse 
— BI tools can surface patterns that standard dashboards cannot, such as recruiter 
productivity against margin volatility, client portfolio health over time, or cross-vertical 
performance comparisons. These tools enable leadership to visualize complex 
relationships between operational activity and financial outcomes, support deep scenario 
planning, and deliver performance insights that fuel strategic planning rather than 
retrospective reporting. When thoughtfully aligned with your ATS/CRM as the system of 
record, BI and analytics platforms elevate reporting from a compliance task to a 
competitive advantage. 

At the same time, staffing organizations should balance ambition with practicality. 
Building out advanced BI models, custom dashboards, and cross-system integrations 
requires investment — both in technology and in analytical expertise. Many ATS/CRM 
platforms now offer robust built-in reporting and configurable dashboards that address a 
significant portion of everyday reporting needs without requiring additional tools. Before 
committing to external BI or data warehouse services, it’s valuable to evaluate the 
capabilities already available within your core systems and ensure that foundational data 
quality and governance are in place. Without that foundation, even the most powerful BI 
tool will surface inconsistent or misleading insights. A measured approach ensures that 
your analytics investment drives clarity, not complexity, and provides teams with 
actionable information they can trust in a fast-paced staffing environment. 

 

19. AI-Driven Candidate Interviews, Testing/Scoring & Compatibility Matching 
Engines 

Used for: 
• Candidate ranking and shortlisting based on structured criteria 
• Skill inference from resumes, applications, and engagement history 



• Automated job recommendations to candidates 
• Compatibility and culture matching based on defined data inputs 
• Screening automation and interview summarization 
• Predictive insights tied to placement likelihood or redeployment potential 
• Process automation across sourcing, outreach, and data enrichment 

Why This Matters 

Artificial intelligence has become one of the most discussed advancements in staffing 
technology, and when applied thoughtfully, it can significantly enhance speed, efficiency, 
and insight. AI-driven tools can help recruiters prioritize high-probability candidates, 
surface overlooked talent within existing databases, automate repetitive outreach, and 
streamline early screening processes. When candidate data is clean, structured, and 
consistently captured inside the ATS/CRM, AI engines can analyze patterns across skills, 
experience, availability, pay history, and placement outcomes to support faster shortlists 
and stronger job-talent alignment. Many staffing firms using AI successfully focus on 
augmenting recruiter performance rather than replacing it — leveraging automation to 
reduce manual search time, initiate personalized outreach at scale, and highlight 
redeployment opportunities based on prior assignments and engagement behavior. When 
aligned with well-defined workflows and measurable business outcomes, AI can increase 
recruiter productivity, reduce time-to-submit, and expand revenue capacity without 
proportionally increasing headcount. 

However, AI effectiveness is entirely dependent on the quality and governance of 
upstream data. If job orders are inconsistently structured, skills are tracked in multiple 
fields, candidate statuses lack discipline, or historical placement data is incomplete, AI 
outputs will reflect those inconsistencies. Without strong data standards, structured fields, 
and enforcement of required inputs, ranking and matching engines can amplify existing 
inaccuracies rather than correct them. Additionally, organizations must clearly define 
where AI adds value and where human judgment remains critical. AI is well-suited for 
automating repetitive processes, initiating outreach, summarizing interviews, and 
identifying patterns in large data sets. It is less effective when applied to poorly defined 
workflows, subjective decision-making, or compliance-sensitive determinations without 
proper oversight. Overinvestment in AI without foundational data discipline, recruiter 
training, and workflow alignment can lead to inflated expectations, inconsistent adoption, 
and underutilized tools that fail to improve measurable outcomes. A strategic approach 
ensures AI strengthens recruiter performance and operational efficiency while preserving 
accountability, compliance integrity, and human oversight in a high-volume staffing 
environment where accuracy, fairness, and margin control remain essential. 

 

21. Industry-Specific & Client-Driven Tools 

Vendor Management Systems (VMS), VMS Integrations & Client Portals 



Used for: 
• Supporting customer MSP programs and enterprise accounts requiring candidate 
submissions through a VMS or third-party portal 
• Enabling compliant candidate submissions tied to required documentation and customer 
intake workflows 
• Streamlining candidate uploads into customer-owned or partner-owned VMS 
environments 
• Tracking submission status, interview feedback, compliance checkpoints, and offer 
approvals 
• Managing time approval, invoice validation, and payment workflows within VMS 
programs 
• Providing structured client portal access for order entry, reporting, and communication 

Why This Matters 

In MSP and enterprise-driven staffing environments, speed, compliance, and submission 
accuracy directly affect revenue opportunity. When VMS workflows are integrated with 
your ATS/CRM, recruiters can submit candidates quickly without duplicating data entry, 
ensure required documentation is attached correctly, and track submission status 
alongside internal orders and assignments. This alignment reduces administrative friction, 
preserves candidate ownership in competitive multi-vendor programs, and strengthens 
visibility into pipeline progression within client-mandated systems. Integrated VMS 
tracking also allows operations and finance teams to monitor time approvals, billing 
status, and invoice workflows tied directly to assignments, improving margin oversight 
and cash flow management. For staffing firms operating in high-volume or highly 
regulated client programs, centralized visibility ensures recruiters, compliance, payroll, 
and finance are aligned around the same operational reality. 

If VMS processes are disconnected or managed manually outside the ATS/CRM, 
recruiters may face delays in submission, increased duplicate data entry, and limited 
insight into candidate status once uploaded to the client system. This fragmentation can 
reduce competitiveness, obscure compliance requirements, and weaken tracking of 
interviews, starts, and payment approvals. Over time, a lack of integration may lead to 
inconsistent documentation, delayed billing cycles, reduced fill rates in multi-vendor 
programs, and limited reporting transparency for leadership. In enterprise staffing 
environments where submission timing and compliance accuracy determine placement 
rights and long-term account stability, disciplined integration between your ATS/CRM 
and client-driven systems strengthens both operational efficiency and revenue protection. 

 

23. Union / Prevailing Wage & Certified Payroll Management 

Used for: 
• Managing union rules, classifications, scale rates, and contract-driven pay structures 
• Enforcing prevailing wage determinations tied to specific projects, geographies, or 



funding sources 
• Tracking fringe benefits, supplemental pay, and labor category requirements 
• Generating certified payroll reports aligned with customer, union, or government 
standards 
• Supporting audit documentation for regulated contracts and public projects 

Why This Matters 

When union classifications, prevailing wage requirements, and certified payroll reporting 
are structured directly within the ATS/CRM, staffing firms gain precision in margin 
control and compliance execution. Assignment-level enforcement ensures that pay rates, 
labor classifications, and fringe calculations align with contractual obligations before 
payroll is processed. This protects gross profit visibility, strengthens pricing discipline, 
and reduces post-payroll corrections. Integrated certified payroll reporting enables teams 
to generate standardized and customizable submissions directly from assignment and 
payroll data, improving reporting efficiency and supporting timely invoice submission. 
Leadership benefits from clear documentation of hours worked, classifications applied, 
and pay compliance—creating confidence during audits and strengthening relationships 
with regulated or public-sector customers. 

If these requirements are managed outside the system or rely on manual processes, 
classification errors, miscalculated fringe obligations, or incomplete documentation can 
disrupt billing cycles and weaken compliance posture. Payroll adjustments may occur 
after the fact, reducing margin accuracy and increasing reconciliation workload. 
Inconsistent tracking of union rules or prevailing wage determinations increases exposure 
to audit findings, penalties, and strained customer relationships. Over time, fragmented 
management of regulated payroll requirements undermines operational confidence and 
creates unnecessary risk in staffing segments where compliance precision directly 
impacts revenue continuity and long-term contract eligibility. 

  
 

 

 

 

 

 

 

 



Chapter 2 

Engineering the RFP: Forcing the Demo to Mirror Reality 

Chapter One was about clarity, this chapter is about control. 

Once you have taken inventory of your current systems, integrations, workflows, 
contractual obligations, reporting requirements, and operational dependencies, the 
next step is not to schedule demos. 

The next step is to design the document that will dictate those demos to ensure 
everyone adheres to your operational needs.  Without it, the sales team will spend 
your company’s valuable time showing off features or functionality that you 
probably won’t need.   

Yes, you should evaluate the other bells and whistles your prospective partner has 
that you may not need to run your business, but the initial demos should remain as 
close to your operational reality as possible.   

Consider planning a separate front-office and back-office demonstration to ensure 
you don’t waste your entire staff’s time reviewing demos and features that 
ultimately don’t directly impact their individual role.  

An RFP is not a procurement formality. It is not a price-comparison spreadsheet. It 
is not an invitation for vendors to send marketing collateral. 

A properly constructed RFP is an operational blueprint that can also support the 
conversion process. 
It forces vendors to respond to your structure. 
It defines how the demo must be conducted. 
It eliminates feature theater. 
It converts sales presentations into working sessions. 

Chapter One diagnosed your current state, Chapter Two ensures that the evaluation 
process itself does not drift into abstraction. 

The purpose of this chapter is simple: 
to teach staffing leaders how to build an RFP that compels vendors to demonstrate 
how their platform performs inside your operational reality—not inside a generic 
sandbox, and ensures each prospective vendor provides the same real world 
scenarios so your team can focus on evaluating each prospective vendor equally.   

 

The Purpose of the RFP: Precision Before Performance 



Many staffing firms treat RFPs as checklists. 

Does your system support timekeeping? Yes/No. 
Does your system integrate with payroll? Yes/No. 
Does your system support VMS? Yes/No. 

Checkboxes create false confidence. 

The real purpose of a staffing technology RFP is threefold: 

1. Force specificity — How exactly does the system handle your scenarios and 
operational needs? 

2. Expose gaps early — What requires customization, configuration, or 
integration? 

3. Control the demo narrative — What will be shown, in what order, with what 
data? 

Without structured RFP guidance, demos drift toward polished workflows that do 
not reflect your environment. Vendors naturally show what is elegant and 
streamlined in their product. They rarely showcase edge cases, exception handling, 
integration latency, reconciliation processes, or workflow breakdowns unless 
required to do so. 

Your RFP must require it. 

 

Begin with the Architectural Context 

The first component of your RFP should not be feature questions. It should be a 
structured summary of your operating model built in the first chapter. 

Vendors cannot accurately respond without understanding: 

 Your staffing verticals (light industrial, clerical, healthcare, professional, 
skilled trades, union, etc.) 

 Your pay/bill complexity 
 Your number of entities and FEINs 
 Your multi-state tax exposure 
 Your branch structure 
 Your VMS participation level 
 Your average order volume 
 Your compliance enforcement expectations 
 Your reporting and financial modeling requirements 
 Your integration landscape 
 Your margin visibility needs 



 Your BI usage 
 Your automation expectations 
 Your anticipated growth trajectory 

This summary should not exceed a few pages, but it must be structured and precise. 
It provides the context that shapes vendor responses and prevents oversimplified 
answers. 

 

Translating Operations into Demo Requirements 

The most critical element of your RFP is the Operational Demo Matrix. 

This is where staffing firms most often fail. 

Instead of asking vendors what their system can do, you must tell them what to 
show. 

The RFP should require vendors to walk through your companies’ real-world 
staffing workflows from beginning to end. 

These workflows should be documented in a spreadsheet format and distributed 
alongside the RFP. Each scenario should include: 

 The business objective 
 The starting trigger 
 The expected end goal 
 The required system enforcement rules, restrictions or automation 

requirements 
 The downstream impact 
 The reporting output required 
 The integrations involved 
 Exception handling steps 
 The user roles/permissions interacting with each step 

This ensures the demo becomes a simulation of your business—not a sales 
presentation. 

 

Core Demo Workflow Categories to Include 

While each firm’s operational detail will vary, a staffing RFP should require 
vendors to demonstrate the following core workflows in structured sequence. 



1. Candidate Acquisition & “One Click Apply” Workflow 

The vendor should demonstrate: 

 A job posting originating from an approved job order 
 The public-facing job listing experience 
 A streamlined application (“one click apply”) 
 Resume parsing behavior 
 Duplicate candidate detection logic 
 Required field enforcement 
 Pre-screen automation 
 Candidate status assignment 
 Recruiter dashboard notification 
 Automated compliance gating if required 
 Task creation and follow-up reminders 
 Candidate-to-order linkage 
 Attribution tracking for source effectiveness reporting 

The vendor should be required to show: 

 What the recruiter sees immediately upon submission 
 What the hiring manager or account manager sees 
 What compliance enforcement is triggered 
 What reporting fields are populated 
 Where source tracking lives in the database 

The demonstration must include recruiter dashboard visibility and notification 
flow. 

 

2. Job Order Intake & Approval Flow 

Vendors should demonstrate: 

 Customer hierarchy structure 
 Parent-child relationships 
 Credit hold logic if applicable 
 Order approval gating 
 PO capture requirements 
 Rate modeling visibility 
 Margin calculation logic 
 Branch-level control differences 
 Integration with CRM activity tracking 
 Role-based permission visibility 



This workflow should show how the system prevents incomplete or non-compliant 
orders from advancing. 

 

3. Compliance & Credential Enforcement 

Your RFP should require: 

 Assignment-level credential enforcement 
 Expiration tracking 
 OSHA or client-specific requirements 
 ACA eligibility flagging logic 
 Safety or WC classification linkage 
 Background screening status flow 
 Blocking functionality when requirements are not satisfied 

The vendor must show what happens when compliance is incomplete—not just 
when everything works perfectly. 

 

4. Assignment Creation & Pay/Bill Logic 

The RFP should require vendors to demonstrate: 

 Multi-rate structures 
 Overtime calculations 
 Shift differential logic 
 Union or prevailing wage application 
 Burden calculation visibility 
 Multi-entity payroll segmentation 
 Time entry options (manual, import, mobile, client approval) 
 Margin recalculation when pay changes 
 Real-time profitability visibility 

Ask vendors to demonstrate what happens when: 

 A pay rate is changed mid-assignment 
 Overtime triggers unexpectedly 
 An employee works across entities 
 A PO runs out 
 A branch overrides a rate 

These are operational realities. 



 

5. Time, Payroll & GL Export Flow 

Vendors must demonstrate: 

 Time approval workflows 
 Exception alerts 
 Payroll processing steps 
 Multi-state tax handling 
 ACH/check/pay card selection 
 Certified payroll generation (if applicable) 
 GL export formatting 
 Accrual logic 
 Revenue recognition 
 AR generation 

Require them to show where each data field lives and how errors are surfaced. 

 

6. Billing, AR & Cash Application 

The RFP should include requirements to show: 

 Invoice generation tied to assignment and PO 
 Customer-specific billing formats 
 Short-pay handling workflow 
 Dispute documentation 
 Lockbox or payment matching logic 
 Integration to accounting 
 Funding company report generation if applicable 

 

7. VMS & Client Portal Participation 

If relevant, require demonstration of: 

 VMS submission 
 Status tracking 
 Candidate ownership preservation 
 Compliance data push/pull 
 Invoice upload requirements 
 Time approval synchronization 
 Exception alerts 



The vendor must show what the recruiter sees when operating inside competitive 
MSP programs. 

 

8. Reporting & Executive Dashboard Visibility 

This section should require vendors to demonstrate: 

 Fill rate calculation 
 Gross margin visibility 
 Recruiter productivity tracking 
 DSO measurement 
 Redeployment tracking 
 Open order vs filled shift reconciliation 
 Overtime margin erosion alerts 
 Commission calculation triggers 
 Role-based dashboard configuration 

Do not allow “this is configurable” as a sufficient answer. Require vendors to show 
where the fields live and how they are constructed. 

 

Integration Architecture Disclosure 

Your RFP must go beyond “Do you integrate with X?” 

It should require vendors to document: 

 Integration method (API, webhook, batch, file transfer) 
 Data directionality 
 Update frequency 
 Error notification process 
 Ownership of break/fix 
 Cost structure 
 Upgrade risk exposure 
 Roadmap stability 

Ask them to describe their integration governance model. 

If your organization intends to use: 

 Engagement tools 
 AI ranking engines 
 BI tools 



 Scheduling platforms 
 Credentialing systems 
 Identity management systems 
 Payroll funding providers 

Require architectural diagrams, workflows or training guide links in response. 

 

Data Structure & Migration Preparation Questions 

Your RFP should also require vendors to outline: 

 Required fields for core records 
 Custom field capabilities 
 Data normalization limitations 
 Historical data storage policies 
 Archival structures 
 Duplicate record handling 
 Data validation enforcement 
 Data conversion mapping templates 
 Expected migration timeline 
 Parallel processing best practices 

Vendors should disclose: 

 What cannot be converted 
 What must be standardized before migration 
 What reporting may break during transition 
 What configurations require paid customization 

This shifts implementation risk conversations earlier in the process. 

 

Cost Modeling Beyond Licensing 

Your RFP must require disclosure of: 

 Licensing cost tiers 
 Per-user models 
 Per-employee models 
 API access fees 
 Integration setup costs 
 Customization costs 
 Reporting build fees 



 Data conversion pricing 
 Training costs 
 Project management costs 
 Ongoing support models 
 Upgrade fees 
 Professional services hourly rates for customization 
 Report writing services hourly rates 
 Support process for issue remediation  
 SLA for support issue remediation  

Request multi-year projections. 

Do not evaluate year one in isolation. 

 

The Evaluation Framework 

Once responses are received, your evaluation should score vendors against: 

 Architectural alignment 
 Workflow enforcement strength 
 Data integrity controls 
 Margin visibility capability 
 Compliance gating strength 
 Integration maturity 
 Scalability 
 Total cost of ownership 
 Implementation support depth 
 Governance controls 
 Operational disruption risk 

Avoid scoring based solely on feature volume. 

 

Structuring the Demo Itself 

Your RFP should explicitly state: 

 Initial demos must follow your submitted workflow matrix. 
 Sandbox data should reflect your staffing vertical. 
 Role-based screens must be demonstrated. 
 Exception handling must be shown. 
 Integration touchpoints must be identified. 
 Reporting views must be built live where possible. 



You are not requesting a product tour. You are requesting an operational 
simulation. 

 

The Discipline of Demo Documentation 

During demos, require your internal team to document: 

 Where confusion arises 
 Where workflow don’t support operational needs 
 Where improvement is evident 
 Where customization would be required 
 Where manual steps remain 
 Where data visibility is unclear 

These observations should be recorded in the same RFP matrix used to define the 
demo.  You should then request a follow up demo to review concerns with each 
vendor. 

 

The Strategic Outcome 

When properly designed, your RFP accomplishes something powerful. 

It does not simply gather vendor responses. 
It forces vendors to engage with your business as it operates. 
It transforms evaluation from abstract to operational. 
It reveals integration fragility before contract signature. 
It exposes hidden customization requirements. 
It clarifies governance expectations. 
It surfaces future scalability questions. 

Most importantly, it ensures that when you choose a platform, you are choosing 
based on demonstrated alignment—not assumption. 

An RFP built with this level of precision does more than structure a demo. It 
protects your future implementation, and that is the point. 

 

 

 



 

Chapter 3 

Preparing Your Existing Database for Conversion 

Data Cleanup, Validation, Consolidation, and Reporting Readiness 

By the time a staffing firm reaches this chapter, leadership has reviewed the current 
technology stack, assessed contracts and integrations, defined operational 
workflows, and built a structured RFP process. The next step is where many 
transitions quietly succeed—or quietly unravel. 

Before a single data file is migrated, before the first implementation call begins, and 
long before a go-live date is announced, the existing database must be prepared. 

Conversion is not just about moving data. It is about moving accurate, structured, 
intentional data into a system that will power the next phase of the organization’s 
growth. 

If Chapter 1 was about clarity, and Chapter 2 was about defining the right system, 
Chapter 3 is about ensuring that what you bring forward into the new platform 
reflects operational truth—not historical disorder. 

 

The Real Goal of Data Preparation 

Most staffing leaders assume conversion is a technical event handled by vendors and 
implementation teams. In reality, the quality of the new system is determined long 
before data migration scripts are written. 

The objective of database preparation is simple: 

 Validate what is accurate. 
 Standardize what is inconsistent. 
 Archive what is obsolete. 
 Consolidate what is fragmented. 
 Protect what affects financial and compliance integrity. 
 Document what has caused confusion so it does not follow you into the new 

system. 

This is not busywork. This is the structural foundation of your next operating 
model. 

 



Step One: Validate Where Data Truly Lives 

One of the most common surprises during conversion projects is discovering that 
critical data does not live where leadership assumes it does. 

For staffing firms, this review must focus heavily on four core record types: 

 Customers 
 Orders 
 Assignments 
 Employees 

Each of these entities carries fields that impact payroll, billing, compliance, margin 
reporting, forecasting, integration logic, and executive dashboards. 

Before migration, your team must validate: 

 Where customer billing addresses are stored 
 Where tax jurisdictions are defined 
 Where worksite addresses are entered 
 Which field drives billing rate versus pay rate 
 Where assignment cost overrides live 
 Which field determines recruiter credit 
 Where commission or sales attribution is tracked 
 How WC codes are assigned and stored 
 How prevailing wage logic is triggered 
 Where union classifications are housed 
 Where PO numbers are stored (customer vs order vs assignment level) 
 Which identifier is used for integrations (system ID vs custom field) 
 Where certification expirations are logged 
 Which field controls assignment eligibility logic 
 Where overtime multipliers originate 
 How multi-FEIN or multi-entity logic is handled 
 Where ACA measurement dates are captured 
 What field determines “billable” vs “non-billable” activity 

This is the time to document inconsistencies that have historically caused reporting 
friction. If leadership debates how a margin number is calculated today, that debate 
must be resolved before conversion. 

 

Identify Duplicate or Fragmented Fields 

Years of system updates, database upgrades, and partial conversions often result in 
data being tracked in multiple places. 



Examples frequently uncovered: 

 License number stored in “Document ID” field instead of a dedicated license 
field 

 Customer industry tracked in three separate custom fields 
 Recruiter name typed manually instead of selected from a system ID 
 Job type values that differ slightly across branches 
 WC codes stored at customer level in one instance and assignment level in 

another 
 Multiple “status” fields with different meanings 
 Custom fields created to bridge reporting gaps that are no longer needed 

When multiple fields hold similar data, leadership must determine: 

1. Which field will be the official source of truth in the new system? 
2. Can data be consolidated prior to migration? 
3. Does your current provider allow mass updates? 
4. If consolidation is not possible, can your new provider map and merge those 

fields during conversion? 

If your current system lacks the ability to combine or mass update fields, document 
the problem clearly and provide sample records to your new conversion manager. 
Ask explicitly: 

 Can this data be consolidated during migration? 
 Can legacy fields be merged into native system fields? 
 Will this allow us to leverage native functionality, integrations, or reporting 

tools that were previously inaccessible? 

Field consolidation is not cosmetic. It unlocks automation, enforcement logic, and 
integration functionality that relies on standardized data structures. 

 

Clean and Standardize Before You Migrate 

Data cleanup is rarely glamorous, but it is profoundly powerful. 

Your teams should: 

 Validate active customer addresses 
 Confirm billing vs worksite distinctions 
 Standardize state abbreviations 
 Confirm entity assignments (especially multi-FEIN structures) 
 Archive inactive or duplicate customers 
 Archive duplicate employee records 



 Validate email address formatting 
 Review phone number standardization 
 Confirm job titles are consistent 
 Standardize skill taxonomies where possible 
 Confirm correct pay and bill rates on open assignments 

If certain data cannot be deleted in your existing platform, consider using 
standardized placeholder values to flag them for exclusion. 

For example: 

 Replace outdated addresses with a standardized placeholder format such as 
“Archive – Do Not Convert” 

 Use a consistent naming convention to identify deprecated fields 

However, do not change fields that affect: 

 Tax jurisdictions 
 State-level reporting 
 Payroll history 
 Certified payroll tracking 
 Unemployment insurance records 
 Historical accounting periods 

If historical reporting must remain intact, those fields should remain untouched and 
instead be clearly documented for your conversion partner. 

 

Surface Hidden Reporting Issues Now 

Conversion is your opportunity to eliminate reporting friction. 

Your teams should: 

 Run standard reports and compare results against expectations 
 Use advanced search functionality to isolate anomalies 
 Document examples of incorrect values 
 Document examples of correct formatting 
 Identify fields that break calculations 
 Identify where margins appear inflated or understated 
 Confirm how gross profit is calculated 
 Identify where commissions derive their source values 
 Validate how overtime impacts margin in reporting 
 Confirm how ACA measurement hours are derived 
 Review pay/bill spread accuracy 



 Confirm how multi-assignment employees are counted 
 Validate fill rate definitions 
 Confirm start-date accuracy 

This is not about blame. It is about diagnosis. 

Provide your implementation manager with real examples of inconsistencies. This 
helps them: 

 Propose mass update strategies 
 Identify data mapping risks 
 Prevent known reporting disputes from reappearing 
 Design your new database structure correctly 

 

Database Backups and Migration Planning 

At some point, your new provider will request a database backup. 

Be prepared for the following realities: 

 Your current provider may charge for the backup 
 They may require all invoices to be paid in full 
 Backups are often run after business hours 
 Full backups copy every table and field in your database 
 You may need to provide multiple backups during testing 
 Final backup occurs close to go-live 

Expect to provide: 

 Initial discovery backup 
 Mid-project test migration backup 
 Final conversion backup 

Each iteration requires validation. Your teams must compare: 

 Customer counts 
 Active assignments 
 Employee totals 
 Pay rates 
 Bill rates 
 Historical transactions 
 Certification records 
 User permissions 



Data validation is not a single event. It is an iterative process. 

 

Reporting: Rebuild or Reimagine? 

Staffing teams often ask for identical report replicas in the new system. While 
technically possible, exact replicas are rarely cost-effective. 

Instead, leadership should ask: 

 Does a standard report already provide 80% of what we need? 
 Can fields be added to standard reporting templates? 
 Can advanced search outputs be exported to Excel for minor adjustments? 
 Can multiple departments share a unified version of a report rather than 

separate custom versions? 

If custom reports are unavoidable: 

 Begin the quoting process early 
 Confirm required data fields exist in the new system 
 Document calculation logic clearly 
 Identify which fields drive each calculation 
 Confirm timeline for build and testing 
 Ensure reporting is ready before go-live 

Payroll teams in particular should document: 

 Quarterly reporting requirements 
 Annual tax reporting needs 
 Certified payroll outputs 
 Union reporting requirements 
 Funding company documentation 
 Internal executive dashboards 
 Commission reports 
 Bonus tracking reports 
 One-off compliance reports 

Custom reports requested too late in implementation frequently become go-live 
bottlenecks. 

 

Consolidation and Data Governance 

Conversion is the moment to establish governance. 



Leadership should define: 

 Approved data field usage 
 Standard naming conventions 
 Ownership of custom fields 
 Process for creating new fields 
 Reporting definition alignment 
 Branch-level variation limits 
 Role-based data entry permissions 
 Integration validation checks 
 Certification enforcement logic 
 Audit tracking standards 

If you do not formalize governance during implementation, old habits reappear 
quickly. 

 

Considerations Specific to Staffing Firms 

Staffing data is uniquely complex because it intersects: 

 Payroll 
 Compliance 
 Workers’ compensation 
 Unemployment tracking 
 ACA measurement 
 Commission structures 
 Client billing rules 
 VMS integrations 
 Timekeeping systems 
 Funding companies 
 Multi-entity accounting 
 Union logic 
 Prevailing wage reporting 

Each of these areas depends on accurate, structured data. 

This is why staffing conversions typically require 6–12 months of structured 
preparation and execution. The complexity is not software-driven—it is data-driven. 

 

The Positive Framing 

Data cleanup is not a punishment for past practices. 



It is a reset. 

It is the moment to: 

 Align operations with reporting 
 Align payroll with margin visibility 
 Align compliance with automation 
 Align integrations with standardized fields 
 Align recruiting workflow with measurable activity 

The staffing firms that invest deeply in this chapter of the process consistently 
experience smoother implementations, stronger executive confidence, cleaner 
reporting, and faster adoption. 

The ones that rush it typically spend months post-go-live trying to retroactively fix 
issues that could have been addressed in preparation. 

 

Final Perspective 

Your new ATS/CRM will only be as strong as the data foundation you provide it. 

Migration is not about copying tables. 

It is about transferring operational truth. 

This chapter is not technical housekeeping. It is strategic preparation. When 
completed thoroughly, it transforms a software conversion from a risky leap into a 
disciplined transition. 

And that discipline is what separates a stressful go-live from a confident one. 

 


