
BUILDING A BUSINESS CASE 
FOR GLOBAL PAYROLL 
TRANSFORMATION
Helping you engage stakeholders to elevate payroll 
as a strategic business advantage
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Introduction
As your organization expands and navigates the complexities of a changing 
global workforce, the demand for operational excellence intensifies. Payroll, a 
critical yet often underappreciated function, faces unprecedented challenges.

Your payroll operations are at a tipping point, and without strategic intervention, 
the path forward may grow increasingly difficult.

So, you require a robust plan. A plan not just for change, but one that aligns 
seamlessly with the vision of your organization’s leadership – a compelling 
business case for payroll transformation.

This guide is designed to help you craft that plan.
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Of course, as a payroll leader, you’re well aware of the 

challenges your payroll operations face: legacy systems that 

deliver inadequate data; manual processes and human error 

that drain time and resources; and a lack of visibility into 

global payroll performance that hampers strategic decision-

making. The list goes on.

Payroll is barely keeping pace with itself, let alone the 

needs of the rapidly expanding global organization you 

now manage.

What was once a fitting technological solution has been 

outstripped by the scale and complexity of your business. 

Your payroll needs a transformation – to achieve this, securing 

organizational leadership buy-in is crucial, and often, this is far 

easier said than done.

As an advocate for change in your payroll operations, you 

understand what improvements are necessary. However, 

to achieve these, you need to construct a compelling 

business case that shifts the focus of the business and key 

stakeholders from the initial costs of change management 

and implementation to the long-term benefits of a game-

changing payroll strategy.

Your payroll needs a transformation

73%
of payroll leaders consider “evolving 
payroll technology to ensure future-
ready growth and scalability” a top 
objective in global payroll.1
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This guide has been designed 
to empower you to drive your 
organization forward, providing the 
insights and tools necessary to garner 
widespread business buy-in.

You’ll be able to clearly demonstrate the substantial costs 

associated with current inefficiencies and outline the tangible 

business advantages and risk-mitigation achievable through a 

global payroll transformation.

Over the following pages, we’ll explore how to shape a sound business case for 
transformation, by: 

•	 Identifying and quantifying critical payroll challenges

•	 Developing a strategic vision for global transformation

•	 Quantifying  the future impact of optimized payroll operations

•	 Mapping a process for implementation

•	 Convincingly presenting the case to key business stakeholders

We’ll share insights on how to effectively gather data that gets noticed, provide best 
practices on addressing common objectives and business concerns – and even provide you 
with an RFP guide and template to accelerate your own vendor evaluation process.

When the biggest obstacle to any enterprise software transformation is switching your 
businesses cost perceptions, the cost of doing nothing becomes an extremely powerful tool. 
Now is the time to put it to work, building a business case for future-proofed transformation 
that aligns global growth with your global payroll. And it all starts with identifying your 
payroll’s biggest pain points…
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Where to next?
Ready to continue?

Dive into Understanding 

your payroll pain points  

(Estimated read time 

5 minutes). 

Or use the navigation 

bar above to jump to the 

chapter that best fits your 

payroll transformation needs.

Before we get going, think about the decision-
makers you’re creating the business case for, 
and ask yourself:

•	 What are their strategic priorities?

•	 What are their pain points?

•	 How aware are they of our current payroll challenges?

Whether it’s improving efficiency, reducing costs, enabling new territory growth or 
empowering stronger decision-making, aligning your approach with the organization’s 
broader strategic objectives and challenges is critical in moving the conversation from 
‘how much will this cost us?’ to ‘how much value will this give us?’.
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It’s not easy to see the bigger picture when you’re 
delivering day-to-day, but that’s exactly what you 
need to do with your current payroll system. 

You need to take a step back so you can see 
the whole; this will enable you to identify your 
process pain points and the impact they have on 
delivery – and their potential consequences on 
the wider business.

Running global payroll is complex. Across borders and 

language barriers, traversing a variety of regulations and 

remuneration types, there’s always a new challenge waiting 

in the wings. What is the difference between a unified, 

streamlined global payroll solution and an outdated 

manual one? 

Knowing where that next challenge may come from – and 

being able to handle it with speed and certainty is crucial. 

45%
of payroll leaders said the “lack of 
visibility into payroll operations for 
informed decision-making” was a 
significantly difficult challenge.2

Understanding your payroll pain points
Revealing the hidden costs of your current payroll system
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The foundation of your business case should be built on 

the challenges you have in your current payroll system; 

challenges that are causing risks (actual or potential) not 

only to your internal operations, but to the strategic direction 

of the business. 

With that in mind, you should view your payroll pain points 

through two lenses–one operational and one strategic:

OPERATIONAL

Consider the impact on the payroll function itself – 

productivity, process efficiency, resource utilization, 

security and system limitations, technology constraints, 

and analytics and reporting accuracy to name just a few. 

STRATEGIC

Define the consequences of those operational impacts 

on the wider business – increased costs, heightened 

regulatory risks, non-compliance penalties, reduced 

decision-making speed, and recruitment and retention 

risks (among others).

Compliance

Accuracy

Self-service capabilities

Reporting capabilities

Technology integration

Customer service

Timeliness

Cost savings

Correction and adjustments

Productivity improvements

Upgrading or modernizing technology

Consolidation of vendors

Quality measurements

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%
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56%

55%

54%

43%

36%

29%

26%

21%

Which of the following do you consider the top areas of focus or improvement relating to payroll provider services?3

While organizations can be largely satisfied with their current third-party payroll provider, survey 
respondents believe there are many areas for improvements.
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Inefficient manual processes

Most current payroll relies heavily on manual processes that are time-

consuming, prone to human error and unscalable as the company 

continues to grow into new territories. Payroll teams spend too much 

time managing day-to-day administration, which limits their ability to 

focus on value-adding initiatives and innovation.

Accelerate and automate

Replace manual touchpoints and remove repetitive work by 

streamlining your processes with global automation. Focus your team 

on strategic tasks and give them the time back to do what matters 

most: moving the needle on value-adding initiatives.

Data integration issues

With disparate systems and processes working across multiple 

countries and regions, integrating payroll data into a centralized 

platform is inefficient at best – and at worst, not even possible. Even 

when data is imported, it’s often inconsistent and inaccurate, requiring 

yet more manual intervention and hours spent rectifying.

Here are some of the most common pain point areas to explore
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Complex compliance needs

Managing multi-country payroll means navigating complex varying 

tax and compliance requirements. Without a centralized, global view 

supported by in-region expertise, global payroll becomes a time-

consuming maze of compliance challenges and potential penalties 

just waiting to happen.

Reporting and analytics limitations

With multiple processes lacking standardization and working with 

inconsistent data, gaining trusted insights to support strategic 

decision-making is severely limited. Reporting stays reactive and 

analytics remain far from real-time, keeping payroll behind the curve 

and unable to support strategic growth planning.

Eroding the employee experience

Delays and inaccuracies in payroll processing not only cause 

frustration within payroll teams – they ripple out to the wider 

employee experience, too. Late and incorrect pay all play their part 

in eroding the employee experience and increasing dissatisfaction 

across the business. 

67%
of payroll, HR and finance leaders said 
that ‘Technology limitations’ were the 
biggest challenge facing their payroll 
service delivery and processing.4
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Identify your global payroll’s current pain 
points and the impact they’ll have on your 
ability to support the organization’s strategic 
objectives – both today and in the future. 
They are the foundation of your transformation 
business case. 

Where to next?
Ready to shape 

the future?

Explore Crafting your vision 

for change (Estimated read 

time: 4 minutes).

Or use the navigation 

bar above to jump to the 

chapter that fits your 

needs, like Quantifying 

the impact.
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Understanding the complexities of country-
specific payroll compliance can feel like an uphill 
battle. Every time you grow into a new region, 
back to the start you go. Except now, you’re 
learning an entirely new set of regulations, 
requirements, and cultural customs.

Managing global payroll compliance can become a nightmare 

for payroll leaders in this context, let alone for the wider 

business. Slowing down new country rollouts and increasing 

exposure to new (and unknown) in-country regulation risks 

and penalties shouldn’t be the norm – unfortunately, without 

country-specific knowledge and expertise on-hand to help you 

navigate and communicate effectively, that’s often the case. 

Getting it right requires an assessment of your current payroll 

regions as well as where it could be in the future – and 

mapping out the challenges and blockers prevalent in each 

region, alongside the expertise you’ll need to overcome them. 

Including this in your business case does two things: it 

communicates future scalability challenges with the ‘as is’ 

state of your current payroll operations, while showcasing 

how they could be mitigated with the right approach and 

solution in place. 

Crafting your vision for change
Reshaping how you navigate the world (and your payroll)

In its fifth edition for 2024, CloudPay’s Global 

Payroll Efficiency Index (PEI) analyzes payroll 

performance for over 130 countries. 

Based on more than one million payslips processed 

in a calendar year, the PEI offers critical insight into 

the most and least complex countries to run payroll 

in; extremely valuable when building out a world 

view of current and future payroll operations.

Download

https://www.cloudpay.com/resources/payroll-efficiency-index/
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Singapore

Mexico
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South Africa

Hong Kong

United Kingdom

Denmark

Brazil

Argentina

Spain

Luxembourg
New Zealand

Austria

Switzerland

Germany

Australia

France

Japan

Belgium

China

Italy

Costa Rica

Canada

United Arab Emirates

Thailand

India

United States

Ireland
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Hungary Poland
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Sweden
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The first-time approval (FTA) rate is a 

good benchmark figure for data input 

processes, gross-to-net calculations, 

and their accuracy. 

A high FTA rate generally means 

that payroll processes are efficient, 

that the data involved is of good 

quality, and that payroll calculations 

are sound.

First time approvals

First time approvals index
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Here are a few examples of country-specific considerations to help inform 
your global payroll expansion strategy.

Belgium is a highly complex country to run 

payroll in due to its multiple legal regulations, high 

taxes, diverse employment contracts, complex 

overtime and holiday pay rules – and the need to 

accommodate three official languages. 

Brazil, while very efficient, is an extremely 

difficult country to manage payroll in due to its 

complex labor laws, unionization, frequent legislative 

changes, ever-changing employment contracts, and 

the requirement for managing non-wage benefits. 

Moving money in and out of the country also puts it 

high on the complexity matrix.

Singapore ranks as the ‘easiest’ country to run 

payroll in, thanks to its straightforward tax laws, clear 

regulatory guidelines, advanced digital infrastructure, 

and streamlined processes for calculating tax and 

social security contributions.

India is a mid-range country in both ‘difficulty’ 

and ‘efficiency’ of running payroll. Despite having 

advanced its payroll technologies considerably, 

diverse state-specific labor laws and intricate tax 

structures – alongside multiple tax and employee 

insurance requirements – limit its ability to accelerate 

payroll efficiencies. 

Sweden, while considered one of the more 

difficult countries to run payroll in due in part to 

its high tax rates and social security contributions, is 

bordering on becoming very efficient. With effective 

government systems and clear regulations in place, 

continued technology advances are also helping to 

drive up payroll efficiencies.

73%
of payroll leaders stated “keeping up 
with changing regulations across 
multiple countries” was their most 
impactful compliance challenge.5
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Already dealing with country-specific 
payroll complexity?

Bring it into your business case as a live 
example and showcase the real-time impact it’s 
having on your payroll operations. 

Work with aligned stakeholders to help build a 
mini case study to drive home the immediacy 
of the challenge at hand.

Where to next?
Looking to map out 

what’s next?

Explore Envisioning a 

future state (Estimated 

read time: 5 minutes).

Or use the navigation bar 

to jump to the chapter 

that matters most to you.
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With pain points identified and both country compliance and complexity 
mapped out, it’s time to start translating current frustrations into future 
opportunities. Or to put it another way: it’s show and tell time for your key 
business stakeholders.

This section of the business case should focus on tracing the journey from your payroll’s ‘as is’ 

state to its future ‘to be’; comparing the opportunity cost of ‘doing nothing’ with the benefits of 

transforming to a unified global payroll operation. Doing so will help to bridge the gap for your 

stakeholders and decision-makers in truly understanding payroll operations and how they impact 

wider strategic outputs.

To get there, you need to be able to clearly articulate three elements: current challenges, future 

transformation benefits, and their subsequent impact on the business. 

The following page shows a simplified structure used by a CloudPay client during their 

transformation story, populated with some of the more common challenges and benefits seen 

when undertaking a global payroll transformation. 

Envisioning the future state
Turning adversity into advantage with unified global payroll 
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Increased efficiencies

Cost savings

Enhanced productivity

� Future-ready, globally-scalable processes

Business impact

Processes

Heightened human error and administrative 

burden due to manual processes

�� Lack of process standardization as a result of 

multiple solutions

�� Poor productivity and employee disengagement 

due to fragmented workflows and platform 

processes

Current challenges

A global standard and single payment process

�� Significantly reduced errors and administration 

requirements due to automation

��Process and data standardization across all payrolls 

as a result of centralized global processes

�� Enhanced productivity and performance with a 

unified UX for end-users and employees

Transformation benefits
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Compliance & security

� Reduced legal and compliance risks

� Improved data protection

� Scalable, global data security controls

Business impact

Lacking local process visibility and statutory 

compliance

� An operationally weak control environment

� Increased risk of data breaches and 

non-compliance

Current challenges

� A centralized set of global payroll controls

� Clearer and/or separate roles and responsibilities 

within HR duties

� A unified compliance framework supported by 

in-country expertise

� Unified transactions and consolidated views with 

auditable tracking

� Trusted payroll compliance with region-specific 

legislation updates

Transformation benefits
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Service & response times

� Accelerated resolution handling and time-to-value 

for new payroll implementation

� Improved employee satisfaction and productivity

Reduced admin

Business impact

� Ineffective SLAs compromized as a result of local 

vendor models

� Significant delays to adjusting or creating new 

payrolls due to local vendor delivery models and 

poor communications

Current challenges

� A scalable payroll platform with total flexibility due 

to a single, unified solution

� A single point of contact for all payroll enquiries, 

with proactive SLAs in place

� Monthly service reviews with a dedicated 

support team 

� Real-time access to KPIs and SLAs for proactive 

payroll monitoring

Transformation benefits
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Integration capabilities

� Enhanced data accuracy supports near-real-time 

and strategic decision-making

� A significant uplift in HCM adoption with payroll 

data, translating into an improved 

employee experience

� Increased operational efficiencies and error 

reduction through automation and time-saving 

Business impact

� Lacking required integration with wider HCM and 

third party platforms due to current vendor lock-in 

and/or integration capabilities

� Current ecosystem prevents a single, 

centralized solution

Current challenges

� Fully automated, bi-directional data between 

payroll and wider HCM systems

� Direct connections between payroll and ERPs

� Centralized data management with 

seamless integration

Transformation benefits
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Reporting

� Stronger planning and supporting of strategic 

decision-making

� Enhanced transparency that enables trust across 

the organization

Business impact

� Inconsistent reporting formats

� Inaccurate reporting data

� Limited insights that fail to proactively support 

business objectives

Current challenges

� Cross-functional reporting between payroll, 

HR, and finance

� Real-time analytics and flexible reporting at local, 

regional, and global levels

� Standardized reporting with built-in analytics and 

KPIs across payrolls and regions

Transformation benefits
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While the challenges, benefits, and 
impacts used in your own ‘future state’ 
transformation table will align to your own 
payroll operations, the key here is to focus 
on the priority challenges that align to your 
organization’s  strategic business challenges and 
work through the transformational benefits and 
impacts from there.

Where to next?
Ready to see the 

numbers?

Dive into Quantifying the 

impact (Estimated read 

time: 6 minutes).

Or use the navigation 

bar above to jump to the 

chapter that’s right for 

you, like Implementing 

the Transformation or 

Presenting Your Case.
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Return on investment and time-to-value are 
essential components for gaining buy-in with any 
potential global payroll transformation. 

As with the mindset when creating a compelling business 

case, success comes down to how well you align operational 

efficiency gains with the organization’s strategic business 

objectives – and at some point, costs are going to raise 

their heads. 

This is, in fact, a fantastic opportunity.

Because defining ROI (Return on Investment) and TCO 

(Total Cost of Ownership) is not just about how much a 

potential solution is going to cost – it’s about identifying 

the wider impacts that can be achieved through 

business transformation. 

Reframing the conversation here allows you to highlight 

critical operational drivers while simultaneously defining the 

positive impact on your organization’s bottom line, as well as 

your people and culture.

Of course, every payroll operation will differ by company 

and country. Deciding which components to prioritize 

and highlight is about identifying where your potential 

transformation will make the most impact. 

Here are the most common areas you should 

explore – and how to best consider their impact:

Quantifying the impact
Defining ROI and TCO to drive efficiency gains
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What to consider

Consider how your current payroll 

operation is challenged by:

•	 �Inconsistent access to expert knowledge

•	 �A lack of centralized visibility

•	 �Fragmented platforms complicating 

the management of (and the ability 

to scale) operations

•	 �Limiting harmonization across 

operational geographies, reducing 

consistency and reliability

Potential efficiency gains

Standardizing global payroll operations and consolidating 

expertise and systems can deliver significant efficiency 

gains, including:

•	 �Up to 72% faster ticket resolution times via access to 

in-country experts

•	 �Enhance operational reliability and improved 

system uptimes

•	 �Exceptional process identification and implementation 

improvements, with some use cases reporting a 

reduction in time spent on end-to-end payroll 

from 11 days to just one day per month

•	 �While efficiency is the most immediate gain, 

explore how standardization can also influence 

product roadmaps over time – aligning system 

evolution with strategic business needs

Time saving

Compliance and error reduction

Improving decision making visibility

Elevating employee & team experiences

Standardization of global coverage

HCM value maximization
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What to consider

By reconfiguring manual tasks into 

automated processes, how much time 

could be saved:

•	 Gathering payroll data

•	 �Converting data into country-specific 

formats

•	 Performing payroll audits

•	 �Manipulating General Ledger data to 

post to the Payroll Journal

•	 �Triage errors not caught prior to 

payroll finalization

Potential efficiency gains

Standardizing global payroll operations and consolidating 

expertise and systems can deliver significant efficiency 

gains, including:

•	 ��Depending on geographical scope and the size of your 

payroll team, moving to a centralized platform and 

configuring automations can reduce time spent on 

manual tasks by between 500-2000 hours per annum

•	 �Identify a cost-per-hour basis for your direct payroll team 

and multiply this by the total number of projected hours 

saved to deliver a tangible cost efficiency gain

Time saving

Compliance and error reduction

Elevating employee & team experiences

Standardization of global coverage

HCM value maximization

Improving decision making visibility
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What to consider

Explore the most commonly occurring 

errors across your current payroll cycle:

•	 �Incorrect employee information

•	 �Duplicate or incomplete payroll records

•	 Miscalculating pay and tax

•	 Wrong tax codes

•	 �Inaccurate benefit calculations

•	 Overtime calculations

•	 �Late payroll processing and payments

•	 Missing deadlines

Potential efficiency gains

The average accuracy rate in the global payroll space 

is approximately 80%; this can increase to 99.8% when 

partnering with single vendors on a centralized platform.

•	 �According to Ernst & Young, one-in-five payrolls contain 

errors, with each error costing an average of USD$2916

•	 �Identify your average post-processing cost 

per-error by multiplying $291 x one-fifth of 

your total employee headcount

Time saving

Compliance and error reduction

Elevating employee & team experiences

Standardization of global coverage

HCM value maximization

Improving decision making visibility

https://www.businesswire.com/news/home/20221222005093/en/EY-survey-Payroll-errors-average-291-each-impacting-the-economyhttp://
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What to consider

Consider how a unified global payroll 

solution could reconfigure reporting 

speed and accuracy to enable strategic 

decision-making with:

•	 �Flexible reporting at global, regional, 

and local levels

•	 Built in analytics and KPIs

•	 �Visibility across the entire 

global footprint

•	 �Removal of manual reporting across 

disparate tools and data 

•	 �Tracking organizational and 

payroll-specific performance

•	 �Automated General Ledger reporting

Potential efficiency gains

•	 �41% of organizations don’t track their payroll 

performance, stifling strategic decision-making 

capabilities and limiting business innovation

•	 �Identify the global data visibility and reporting 

bottlenecks within your current payroll operations -  

speak with functional leads and senior executives to 

understand the impact these bottlenecks have 

on their decision-making capabilities 

•	 �Tangibly define how accurate and timely 

reporting through a streamlined global 

platform could accelerate proactive  

decision-making at the leadership level

Time saving

Compliance and error reduction

Elevating employee & team experiences

Standardization of global coverage

HCM value maximization

Improving decision making visibility
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What to consider

Explore current frustrations from both 

within your payroll team and the wider 

employee base that are impacting a 

positive experience, including:

•	 Self-service portals

•	 �Transparency of earnings and benefits

•	 Communication strategies

•	 Instant payment options

•	 �Time-consuming manual processes

•	 Data inaccuracies

•	 �Calendar visibility and resource planning

Potential efficiency gains

•	 According to Gartner, only 16% of companies 

leverage technology to track employee progress 

and engagement7

•	 Explore how integrating a unified global payroll 

solution with wider HCM and HR platforms 

can both unlock new employee engagement 

insights, while empowering employees with a 

seamless payroll experience

Time saving

Compliance and error reduction

Elevating employee & team experiences

Standardization of global coverage

HCM value maximization

Improving decision making visibility
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What to consider

Evaluate the synchronization of your 

current HCM and payroll systems in 

the context of supporting strategic 

HR management and overall business 

operations, taking into consideration:

•	 How seamless the flow of data is 

between HR and payroll systems

•	 Levels of data integrity and discrepancy 

•	 To what extent these system integrations 

boost operational transparency, 

providing HR with real-time access to 

payroll outputs

Potential efficiency gains

•	 Integrating HR and payroll systems both streamlines workflows 

and enhances each system’s independent functionality 

•	 By automating data transfers between systems, 

administrative burdens are reduced and manual 

tasks largely removed, resulting in:

•	 A reduction in data errors and duplications

•	 More accurate payroll processes

•	 Enhanced reporting capabilities

•	 Trusted analytics that support proactive 

decision-making

•	 The net result? Significant cost-savings and 

improved operational efficiency – fully unified 

across both functions

Time saving

Compliance and error reduction

Elevating employee & team experiences

Standardization of global coverage

HCM value maximization

Improving decision making visibility
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Pain points have been translated into key 
benefits and strategic impacts. Global 
complexities and cost efficiencies have been 
mapped, and your future-state is clearly 
visualized. Now, you need a clearly defined 
implementation strategy to bring it all together.

This is the salient point where your key stakeholders and 

decision-makers will really dial into the detail. While they’ll be 

looking at time and cost to implementation, you need to go 

one step further – showcasing a robust rollout strategy that 

placates cost concerns and delivers valuable output to the 

business, in a defined time period.

An experienced payroll provider will work with you to build 

an implementation strategy that does just that – blueprinting 

a bespoke project plan and overlaying it with clear 

communications to keep everyone who needs to know, in 

the know. At CloudPay, we break implementation into six 

core phases.

Implementing the transformation
Shaping a seamless rollout strategy

Start small and then expand. Identify a priority 

group of countries and/or payrolls to execute an 

initial implementation with. 

Learn, iterate, and apply concepts from there to 

implement with additional countries. Phase your 

approach and avoid going global in one go.

Key tip! “We decided to go with CloudPay based on 
their customer service model, their flexibility; 
their global platform and one point of contact. 
The CloudPay model is instant – I’m literally 
chatting with my CloudPay representative…
they’re right there with you…and that was 
really important.”

Lisa S. Anderson, Director, 
Global Total Rewards, Treasure Data
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1. Readiness

A dedicated team of Readiness Consultants set 

up the journey, working with you to establish 

your scope, current payroll ecosystem, key project 

success factors (strategic and operational) – and 

explain CloudPay’s implementation methodology, 

tools and training. 

From there, they finalize and agree a roll-out plan, 

partnering to trigger light-touch activities – activating 

the CloudPay portal and learning platform; obtaining 

country initial templates (PSQs) and sharing your first 

set of configuration templates. 

Once complete, they hand 

over their risk assessment 

and recommended migration 

actions to CloudPay’s 

onboarding team.

2. Planning

The onboarding team works with you to validate 

initial data collected, honing-in on specific 

requirements and identifying areas to drive 

additional value. 

From there, both teams allocate applicable resources 

and define the most appropriate governance model 

for delivery. 

The project plan is reviewed and refined in 

partnership, with both teams engaging to 

commence the onboarding process.

The six stages of implementation
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4. Configuration

In the configuration phase, the project moves to 

its preparation stage – structuring the CloudPay 

platform to perform compliance and payroll cycles. 

Interfaces are set up and connected into wider HCM-

related systems (either using CloudPay’s global 

automated HCM interface or standardized XML/XLS 

templates), while the CloudPay system is prepared to 

receive payroll – including all data, reporting, calendar 

tools and validation frameworks. 

In the background, the CloudPay team is also 

piecing together the first strategic insights report 

to support necessary stakeholder updates and 

commercial conversations.

The six stages of implementation

3. Discovery

This is where the deeper dive starts, with 

CloudPay’s team exploring your old payroll to 

design the best possible unified pay solution for 

your agreed needs. 

Using questionnaires to capture essential information 

and prepare project teams for the global scope 

– including country-specific documents to help 

prepare local payroll teams – CloudPay’s collaborative 

calendar tool helps streamline the reviewing and 

establishing of key milestones and dates for payroll 

calendars and operational teams.

“What I was able to bring in immediately is 
tightening up on the financial controls and 
having a partner that you can work with, 
communicate effectively with – and get the 
proper support, all of which is key in getting 
a successful implementation. That is most 
definitely what we have with CloudPay.”

Clive Manns, EMEA Payroll Manager, Mitel
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6. Deployment

Testing phase results are reviewed and a ‘go/no-

go’ decision is made. With sign-off in hand, the 

green light is given and CloudPay’s unified payroll 

platform goes live. 

At this stage, your Account Success Manager is joined 

by CloudPay’s wider operations team as part of a 

formal handover. 

Together, they’re responsible for providing a controlled 

stabilization period, liaising closely to ensure the 

assigned resources are being utilized.

The six stages of implementation

5. Testing

With the platform configured, it’s over to testing 

(and we don’t leave things to chance – we mean 

testing everything). 

From data flows and processes to validation checks 

and reporting, all teams have access to the CloudPay 

environment where tests and parallel runs are 

conducted until everyone is satisfied that everything 

is running smoothly. It’s at this point that CloudPay 

introduces your Account Success Manager – a 

dedicated role committed to ensuring complete 

alignment between your implementation and 

ongoing service delivery. Your teams are also given 

access to additional tutorials, guides 

and information – as well as training 

certifications – via the CloudPay 

Academy platform. 

The inside line
Read our blog on best practices in 

change management

Learn more

https://www.google.com/url?q=https://www.cloudpay.com/blog/5-keys-to-successful-change-management-in-global-payroll/&sa=D&source=docs&ust=1730977475540909&usg=AOvVaw2HGZWtJ_7cVd2mz2OoEL7z
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Ahead of any implementation, make sure you have:

Secured dedicated resources 

Collected all payroll data

Avoided crossover with other transformation projects

Managed existing vendor relationships

Planned a ‘tax-considered’ go-live date

Engaged for change management

Your onboarding preparation checklist Where to next?
Ready to make your 

pitch?

Dive into Presenting your 

case (Estimated read 

time: 7 minutes). 

Or use the navigation 

bar above to revisit a 

previous chapter
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With a clear vision of your payroll future 
defined, it’s time to secure buy-in from the 
business. Meticulous planning and strategic 
communications are critical here; it’s not just 
what you say – it’s how you present it. 

The most compelling business case for payroll transformation 

when presenting to the business isn’t about the solution – it’s 

about what the business gains from making the change. To 

that extent, your proposal needs to resonate on their terms. 

CHROs, CFOs, CPOs and CIOs will all have their own agendas, 

but they share the same strategic interests:

Presenting your case
Positioning your payroll vision with confidence
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What decision-makers see

Strategic alignment

Is this transformation the right fit for right 

now – does it align with the company’s 

strategic objectives and help drive growth, 

scalability and competitive advantage? 

Financial impact 

From lowering TCO to increasing ROI, what 

are the financial implications of the proposed 

transformation – and how does it align with 

the organization’s wider financial goals?

Risk mitigation 

How does the transformation reduce non-

compliance and error risks – and how does 

it enhance data security to protect the 

company’s reputation and bottom line?

“The technology that CloudPay offers is fantastic and 
it gives us that opportunity to be strategic. Being 
able to offer additional benefits such as CloudPay 
NOW – to track payments and manage our payments 
in the way that we currently do using our Treasury 
services – is part of the reason why we enjoy the 
relationship that we have with CloudPay.”

Paul Simpson, Senior Director Payroll & People Operations 
EMEA, Ralph Lauren

Operational efficiency 

How will unified payroll operations improve 

global processes and streamline operations – 

and what productivity gains can be expected 

as a result?
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Framing your proposal with these strategic objectives in 

mind not only positions the case for transformation in light 

of the benefits it brings to the organization – it sets the tone 

for a discussion based on value over cost.

How you go on to structure the subsequent business case is 

just as important. While demonstrating the future vision is key, 

make sure to not get carried away – break the timeline down 

and showcase the integrity of your planning.

Implementing a payroll transformation is a phased approach 

involving multiple stages, stakeholders and countries; buy-

in becomes easier and perceived risk reduces when you can 

show clear control on cost and timelines.

Measurable impact:

What does success look like, how will it be 

measured – and how should the impact of 

the transformation be evaluated over time?

Stakeholder benefits: 

From department-specific impacts to the wider 

employee experience, how will the transformation 

benefit different stakeholder groups – and what 

disruption could it cause in the short term?
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The essential components of a persuasive business case

Executive summary

Provide an overview of what’s being proposed, 

summarizing the key objectives, benefits 

and recommendations.

Strategic alignment

Clearly define how the proposed payroll 

transformation aligns with the organization’s 

strategic goals and objectives.

Business objectives

Outline the specific objectives that the 

transformation aims to achieve, including the 

likes of cost reduction, process efficiency, global 

compliance, and improved employee experience.

Financial analysis

With support from finance, include a cost-benefit 

analysis to detail projected savings, ROI and 

payback periods.

Risk assessment

Identify potential risks and challenges that 

transformation may expose the business to, 

alongside mitigation strategies to minimize impact.

Stakeholder impact

Detail how the transformation is likely to impact 

stakeholders external to direct payroll teams, 

including HR, finance, IT and legal departments.

Implementation plan

Put those hard yards to good use and breakdown 

the transformation’s phased project approach, 

including timelines, milestones, resource 

requirements and third party support.

Change management

Outline the change management strategy and 

communication plans to support the smooth 

transition for employees and stakeholders onto 

the new payroll system.

Technology infrastructure

Highlight the infrastructure needed to support the 

new payroll system, considering other software 

platforms, integrations and security measures.
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Identify your advocates
Undertaking a global payroll transformation is a significant 

and collaborative effort. As a payroll leader, securing the right 

stakeholder support to champion this change is essential. It’s 

equally important to know how and when to engage these key 

business stakeholders and decision makers throughout the 

transformation process.

From gathering insights and exploring pain points, to ensuring 

alignment and sense-checking concerns, here are the key 

departments you should engage with throughout the process:

HR

With deep insights into workforce 

management and employee needs, HR 

is the nucleus of all things people-related. 

Collaborating with key HR stakeholders 

helps align payroll processes with employee 

experience, compliance, and wider strategic 

operational goals across the business.

When to engage them

From the outset to identify employee pain 

points and requirements, and continuously 

throughout the process to ensure a smooth 

implementation and support in helping 

employees adapt to operational changes.

Finance

With exceptional strategic knowledge and a 

solid global view of the business, collaborating 

with finance helps with identifying cost-saving 

opportunities, ROI analysis and potential 

budget allocation.

When to engage them

Early on for initial pain point discovery, then later 

in the process for ROI and cost-benefit analysis.“The beauty of using CloudPay is that you 
streamline the amount of contacts that you 
have…with one CloudPay system that you enter 
the data in. The other thing is their Treasury 
Services; I find that a great help …and I can pay 
anyone across Europe and CloudPay will take 
care of all of that for me.”

Stephen Dring, EU Payroll Director, VISA
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IT

As in-house experts in system integrations 

and existing technology infrastructure, 

collaborating with IT helps identify potential 

tech-related challenges upfront and 

throughout the process, accelerating software 

and system integrations while reducing 

technical inefficiencies.

When to engage them

After HR and early on to assess technical 

requirements and feasibility, then at agreed 

and consistent milestones for system 

integration, testing, troubleshooting,  

and updates. 

Legal & 
Compliance

Well-versed in navigating regulatory 

requirements and privacy laws across multiple 

countries, collaborating with legal and 

compliance departments helps with guidance 

on regulatory implications, risk mitigation 

strategies and insights into contractual 

obligations with current payroll vendors.

When to engage them

Early on to map out country-specific 

compliance, and stay close throughout the 

process for ongoing collaboration.

Data Protection

Tied in closely with legal and compliance, the 

Data Protection Officer is critical in advising 

on data privacy laws, providing data impact 

assessments and helping to implement 

appropriate data protection measures.  

They’re your data and security go-to for any 

and all advice.

When to engage them

From day one to assess existing risks, 

vulnerabilities and opportunities, then 

throughout the entire project lifecycle.
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External collaboration is key, too…

Your chosen global payroll provider should be with 
you every step of the way. From helping you to 
identify initial pain points and scope potential plans – 
to advising on best practice and sharing insights on 
navigating compliance complexities.  

Utilize this support to refine and validate your strategy, 
ensuring it resonates with key business stakeholders 
and decision makers.

Where to next?
Ready to rally support?

Explore Getting 

buy-in for global payroll 

transformation (Estimated 

read time: 2 minutes). 

Or use the navigation bar 

above to jump to Talking to 

an Expert for personalized 

insights.
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Investing in a truly global, unified end-to-end 
payroll solution is about more than optimizing 
operational efficiency (as important as that is) – 
it’s about becoming a strategic enabler for 
the organization. 

It’s about setting up for seamless scalability; it’s about 

accelerating opportunities. It’s about driving decisions in the 

present that unlock future growth. To get there, it’s about 

building a business case that gets buy-in from day one. 

Here are the top things to keep in mind as you do so…

Getting buy-in for global 
payroll transformation 
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Prioritize pain points that 
impact productivity and 
profitability

Highlight cost savings and emphasize how 

your intended transformation can significantly 

reduce operational costs and mitigate financial 

risks – directly impacting the bottom line – 

through automation, vendor consolidation, 

and improved compliance.

Showcase the real-world 
value of real-time insights

Moving to a unified global payroll solution 

isn’t just about enhancing operational speed 

and efficiency – it’s about improving strategic 

decision-making and future scalability. 

Demonstrate how the transformation can 

support this with accurate, real-time insights 

through a single ‘source of truth’ to unlock 

new opportunities, and you’ll get stakeholders 

thinking critically about your business case.

Think strategic objectives 
first, operational outcomes 
(a close) second

From standardized processes and faster 

payroll cycles to centralized data management 

and instant payments, ensure operational 

outcomes connect back to the organization’s 

strategic growth and scalability goals. 

This is where interest turns into attention, 

which you want to translate into buy-in.

Take control of your time 

and get ahead in your global 

payroll vendor evaluation, 

with CloudPay’s specialized 

RFP guide and template – 

a framework for creating a 

comprehensive and well-

structured RFP for your 

payroll services.

Download now

https://www.cloudpay.com/resources/global-payroll-rfp-guide/
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Are you ready to start your global payroll 
transformation with a business case that gets buy-in?
Schedule a consultation call with one of our CloudPay experts and discover how we 

can help unify your payroll across 130+ countries.

Let’s talk

https://www.cloudpay.com/contact-us/


CloudPay UK

Kingsgate House  

Newbury Road 

Andover Hampshire 

SP10 4DU  

United Kingdom

Americas:  

+1.919.322.5800

Asia:  

+65.6403.5900

Europe:  

+44.1264.253.100

CLOUDPAY.COM

About CloudPay
CloudPay is on a mission to modernize the pay experience and turn pay into  

a business advantage. Our integrated portfolio of payroll, payments and pay  

on-demand solutions are delivered through a single cloud-based platform  

that can be deployed anywhere in the world. By unifying payroll, treasury  

and HCM functions and leveraging the latest technology, we transform  

pay processes, making them fast, flexible and certain.
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