
An HCM that’s as 
mobile as you are.



Justifying an HCM and Payroll Purchase
Pat Palmer, PDS President and CEO

Presenter Notes
Presentation Notes
My name is Pat Palmer, and I’m President and CEO of PDS.
PDS is an HR, Recruiting, Benefits, Payroll vendor based in Blue-Bell, Pennsylvania which is about 20 miles northwest of Philadelphia.
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TODAY’S PRESENTATION TOPICS
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We will focus on the steps to help you Justify an HCM and Payroll solution
I’ve also shared a few resources that you may find helpful,
One more thing….for expediency’s sake, I’ll use the term “HCM” to cover the full breadth of the HR-Benefits-Payroll space for the remainder of my presentation.





Figure 1: How the HR Software Market Has Evolved

Transformation: Administration to Productivity
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Before we start delving into the Justifying process - let’s take a quick look at the HCM software market model and how it’s evolved. 
Having a strong understanding of the marketplace and trends is important. By understanding the evolution of HCM Technology, you can gain additional insight and credibility by clarifying technologies that best suit your organization. 
As Josh Bersin, (Industry thought leader) says: Transformation is nothing new in the HR software market: change is the industry’s one constant.
HCM solutions have moved well past being an HR System of Record, and are now more of a people tool to aid in making your employees more productive.  



Value 
Gaining management approval 

Assessment
Identifying areas of improvement needed 

Research 
Researching available products

ROI 
Calculating Return on Investment (ROI)

Path to Justification
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Planning your approach to Justifying your next HCM will give you the foundation to Gain Management Approval. 

Step 1 (Value) – Here we’ll help you define the value of a new solution to help Gain Management Approval
Step 2 (Assessment) – Identifying areas of improvement needed
Step 3 (Research) – Researching Available Products to help find the solution that best fits your organization 
Step 4 (ROI) – We’ll help you calculate the Return on Your Investment 





Path to Justification

Value
Assessment
Research 
ROI
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And if you’ll allow me….I’ll use this track with flag markers to illustrate our progress.

<click> FIRST we’ll start with our 1st step on the PATH TO JUSTIFICATION!




Path to Justification

Assessment
Research 
ROI

Value
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Value – Now let’s talk about clarifying the value of a new HCM and how to communicate that Value & Impact on the company to help Gain Management Approval
You might ask – why is this so early in the process, as opposed to this being the last step?
Before you start down the “PATH”, you need to know that you have the backing of senior management to explore a new system…
..and the okay to utilize the variety of resources that you’ll need.

This is a bit awkward, as you don’t yet know who your chosen vendor will be, or the full costs of the solution and implementation….

So you MUST approach this step in stages…..




Create Value: Gaining Management Approval

Defining your budget
• Gather financial & support history of current tools
• Clarify the project scope
• Estimate range of spending required
• Assess your level of service needs
• Calculate ROI

Value
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Approaching C-suite executives with a request to fund new HR technologies, can be daunting; but with these steps, you will have laid out the groundwork for a new HCM for your business. 
During the initial phase, you’ll have to develop a ballpark figure or range of figures for any solution acquisition.
Start by gathering your current expenditures and history of past HCM investments to help clarify budget range.
<click>You’ll have to clarify the scope of the project – which should be outcome from STEP #2 – ASSESSMENT 
<click>You’ll have to do some initial cost polling from vendors that you’ll gather in STEP #3 – RESEARCH these may not be the final quote but a ballpark estimate.
<click>You’ll have to gauge your complexity and level of service involvement to scope out this important phase with accuracy. What resources will you provide for the upgrade versus the vendor? And while some vendors may minimize the scope of work to be done to implement the new system, you’ll want to be sure that your needs are addressed!
<click>In step #4 we’ll talk about how you can calculate a return to your organization, whether it be goal-oriented, or money-saving.
You’ll need to prepare a C-level presentation that sells your story!



Gaining Management Approval

Pitch products from their perspective
• Identify the specific products and solutions needed
• Schedule meetings @ C-level to uncover specific issues
• Quantify your assumptions 
• Gather “hard dollars” and “soft benefits”
• Reference industry resources  where possible

Value
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Regardless of the scope of your solution search, some proven tactics can increase the chances of getting the green light from the C-Suite.
Once you’ve clarified the scope of the project you’ll need to gather missing elements.
<click> One of the most important strategies is to know the differing likings and pain points of your C-level audience. 
Scheduling short meetings with a CFO or CIO in advance of your pitch will reveal specific issues they are looking for in proposals, ones that you may have missed!
<click> Once again Step #4, ROI will help you to learn about how you can begin to quantify those soft dollars. You’ll be able to calculate savings using real transactions and tasks, and measure using real data and real salaries. 
Executives approve HR technology proposals for some combination of three reasons: to save or help make money, for risk avoidance, or for longer-term strategic purposes.
<click>Your pitch for HCM software must use hard dollars, in addition to the soft benefits. Your calculations of Total Cost of Ownership over 3-5 years will help clarify the playing field.
<click> We recommend that wherever possible you reference real data from industry sources like from the annual Sierra-Cedar HR Systems Survey to help make the case for investments a solution. The survey identifies best HR technology practices in organizations, such as the use of data-based decision-making for analytics.




Gaining Management Approval

Laying the groundwork
• Collaborate with senior levels of management
• Assess timing
• Exercise patience
• Use business cases to prove your point
• Prepare for hard questions

Value
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Laying the Groundwork
Go-high - Proposals are most successful when initiated as high as possible in a company’s hierarchy. When you know the need for new technology has been recognized, it is easier to prove your case for a solution.
<click>Timing - A good sense of timing also can tip the scales in your favor. The shrewd HCM leader knows when business conditions are conducive and the right executives are in place to submit a proposal for a new solution. 
<click>Exercise patience - HR leaders should note that selling technologies internally doesn’t happen overnight. Plan on laying the groundwork with CFOs, CIOs or COOs over the months leading up to your final pitch. 
Success also requires demonstrating a strong three-to-five-year life cycle technology plan. 
<click>Our customers have had success getting technology requests approved by using business cases to show how technology can affect the bottom line. Identifying situations where HR technology can contribute to improved revenues, even if indirectly, is a good strategy. For example,  If you’re having trouble recruiting key talent in a specific geographic region, showing how an applicant tracking system or other recruiting technology can help you identify and hire good people faster; is a strong selling point. 
<click>HR also needs to have a willingness to give something up when negotiating for resources, if you want funds for new technologies, are you also willing to reduce the size of your HR staff from any new efficiencies gained? You have to be able to answer those hard questions, be ready for it.



Path to Justification

Value

Research 
ROI

Assessment

Assessment
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In our second step on the Path to Justification, within the Assessment section we’ll discuss a strategy for you to help identify areas of improvement needed




Clarify Areas for Improvement

Assessment
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As this word-cloud illustrates, when searching for HCM solution, there are a lot of things to consider. 
You may have specific application goals in mind, but you’ll want to be sure to look at the big picture to be sure that you are considering all possible areas that can add value to your outcome – particularly areas where innovation might aid corporate strategic initiatives. 



Compliance

Assessment
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HCM includes a myriad of compliance requirements that must be adhered to.
This is your “opportunity” to do some Compliance Housekeeping and make sure that your organization is efficiently and timely, filing in required areas such as:
HR Compliance: (EEO, OSHA, IRCA, Vets-4212, etc.)
Benefits: (Family Leave changes, ACA, HIPAA, Wellness, etc.)
Payroll: (Tax updates, Overtime rules, Wage Attachments, etc.)
Privacy (GDPR, California Consumer Privacy Act (CCPA), etc.)




TABLET
MOBILE

DESKTOP

HCM Solutions, Wherever You Need Them
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And it is just as important, that you deliver a solution to the appropriate mediums that your staff needs.
More and more users are interacting with their HCM data via mobile devices.
Make sure that your chosen solution has focused on the user experience and made it configurable so you can easily brand and personalize messaging, and deliver what’s important to your team!
Self-service tools have become a necessity, as companies strive to put tools into the hands of managers and employees to help themselves. 
Make sure that the product you select provides a variety of self-service tools that can be deployed to managers and self-service users.




Defining Business Requirements

• Define resources and build a cross-
department team

• Internal checklist or formal 
requirements (RFI or RFP)

• Clarify your process of gathering 
stakeholder requirements 

• Create a checklist that identifies needs 
and priorities

Assessment
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How will your team assess, rank and compare solutions?
Best practice is to get a representative from each department (a subject matter expert/SME), that will identify their needs. Each department will identify what they need in the new solution and clarify the benefits and value of having such functionality.
Consensus is key to buy-in. Without consensus, projects will never get off the ground or could stall for years.  
Will you need to develop a formal list of requirements, such as a brief Request For Information (RFI) or a longer, structured Request for Proposal (RFP)?
You’ll want to create a requirements checklist that identifies department & corporate needs, clarifies must haves vs. nice to haves, and priorities.
<click> We’ll share a Sample Business Requirements checklist to get you started, but you’ll need to decide how detailed it will be…
And if you will want vendors to respond, you will need to decide whether to limit responses to “Out of the box”, “Customization”, “Not supported”, where a Y/N answer will suffice or where you’ll want text responses.



Defining Business Requirements

Manage your vendor process 
• Communications
• Presentations
• Content and format of product demonstrations

Identify search project timeline
• Internal & external

Assessment
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Draft and refine your vendor comparison process 
Regardless of the number of vendors on your list, you will need to manage how communications are handled and documented .
Will you request vendors initially present their solutions on-site or virtually as part of the evaluation process? 
If it’s on-site, what will your vendor visit include? How long will you give each vendor? 2 hours? 4 hours? Or 8 hours?
How structured will you make each event? Will you allow the vendor to manage the agenda or will you? Will the full team participate in the full event for each vendor? Or will it be segmented?
Regarding product demonstrations, you may want to consider developing a demo script that you provide to each vendor and have them show you each step. There is no better way to compare “apples” to “apples”!
This helps control the focus on solving your specific process needs, instead of the vendor showing their latest, cool stuff…




Sample Vendor Search Project Timeline

Activity Planned Completion Date
Distribute RFI to Vendor list March 2024
Vendor responses due April 2024
Evaluation of vendor responses April 2024
Vendor finalist and schedule notification May 2024
Vendor presentations May – June 2024
Vendor of choice announcement July 2024
Contract negotiations July 2024
Live date on new system Jan 2025

Assessment
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You’ll want to develop an overall project timeline that your team will use throughout the process to keep you on track
You’ll also have a subset of the timeline that you’ll share with vendors 
Here is a sample “public” project timeline
Organizing a realistic timeline is important, as you must factor in all of your corporate nuances involved with planning event with a variety of individuals. 

Generally speaking the Decision process – once engaged with vendors averages 3-6 months
And the Implementation process – averages 4-6 months (depending on complexities of customer)




Path to Justification

Value
Assessment

ROI
Research 
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Next we’ll CONTINUE with our 3rd step on the PATH TO JUSTIFICATION! 

Research – Here we’ll help you learn how to get started Researching Available Products to help find the solution that best fits your organization 




Research: Researching Available Products

• Guides 
• Professional websites 
• Industry consultants 
• Tradeshows and Conferences
• Portals

Research
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The HR Technology market is huge!
It’s essential to stay on top of the market place and these are great places to do just that.
Guides – Such as American Payroll Association or Canadian Payroll Association 
Professional Sites – SHRM Forums, APA ListServ
Industry Consultant – IDC, Forrester Research, Gartner
The Tradeshows – Industry, National and Regional 
We’ll dig deeper into tradeshows on the next slide
Portals – (MatcHR, CompareHRIS.com; SelectHub and SoftwareAdvice.com)
We’ll also talk more about portals in a moment



Tradeshows & Conferences

Targeted Shows 
• Industry-specific
• Product-specific (e.g. Recruiting)

National Shows 
• Broader view of technology
• Network outside of your 

community

Regional Shows
• More affordable

Research
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Targeted Tradeshow:
In some industries you might take advantage of conferences that are targeted to your needs
Or if you are focused on one HCM component, such as Recruiting – you may benefit from a targeted-product show
National or International Conferences will provide a broader offering of options
HR Technology
SHRM
American Payroll Association Congress
Regional shows 
Such as the Philadelphia HR Summit provide a more intimate, solution selling approach, where you’re not barraged with oodles of vendors 




Suggested Industry Search Portals

Research
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Today’s tool of choice, is to utilize online Search Portals
These excellent resources offer different types of services
Some offer matrixes and feature checklists
While others offer services to help guide you through the labyrinth of vendors once they’ve helped qualify your requirements
One area that has increased significantly in the past 5 years is the impact of the social voice…..
Most of these portals offer customer reviews which offer you insight into the customer’s view of the software solution.
These are TOOLS in your TOOLKIT to help research the marketplace, and be sure that you are aware of the appropriate players who might help solve your organization’s needs




https://www.softwareadvice.com/hr/vista-hrms-profile/
https://www.comparehris.com/hris-rfp/


Path to Justification

Value
Assessment
Research 
ROI
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Next, we’ll CONTINUE with our 4th step on the PATH TO JUSTIFICATION! 
ROI – here’s where we’ll help you learn how to calculate the Return on Your Investment 




ROI: Four Ways to Justify HCM ROI

Hard Dollars 
vs. Soft Dollars

Tactical and 
Strategic Benefits

Areas of Risk
Reduction

Headcount 
Avoidance

1

2

3

4
ROI
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PDS has published a whitepaper called “Four_Ways_To_Justify_an_HCM_and_Payroll_Purchase” that will help you with this important step.
In the following slides I will briefly review the importance of this step, and drill down into these FOUR way to justify ROI and provide you with tools to assist you when you initiate your project!


https://www.pdssoftware.com/Resources/Justifying.asp
https://www.pdssoftware.com/Resources/Justifying.asp


“Hard” Dollars vs. “Soft” Dollars

• Product cost
• Software maintenance
• Software add-ons
• Third-party administrator fees
• Technical support costs

• 24/7 system access
• Redundant data elimination
• Improved data integrity
• Process standardization
• Improved data controls

“Hard” Dollars “Soft” Dollars

1

ROI
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“Hard” Dollars: Hard dollars are the direct dollar costs that will be replaced by the new system. Examples of hard dollars include:
Product cost: any current HCM vendor fees.
Software Maintenance: The maintenance dollars that are being paid to any current HCM vendor for upgrades and support.
Software Add-ons: The fees associated with purchasing standalone software products to provide functionality not available in the current system.
Third Party Administrator Fees: Fees paid to outside administrators for services that the new system will provide (i.e. COBRA Administration, Open Enrollment, etc.).
Technical Support Costs: The fees (or charge backs) paid to internal and external technical resources to support the existing system (fixes, report writing, tax table support etc.).
 “Soft” Dollars: Soft dollars are the indirect dollar costs that are associated with data collection, editing and preparation, system access and entry and reporting. “Soft” dollar savings are less tangible than “hard” dollars. Examples include:
 Eliminating redundant data input: Many organizations invest a significant amount of personnel productivity in maintaining multiple databases.  Current day systems use the same data record throughout the system, which greatly increases data input efficiencies while reducing data errors.
Improved data integrity: An integrated database will insure clean data and eliminate the need for HR to develop processes to ensure the data is accurate and facilitates accurate reporting.




Tactical and Strategic Benefits

Automate
Benefits enrollment, Training 
registration, Job postings

Reduce
Forms processing, Payroll 
adjustments, Overpayments, Claims

Improve
Service to employees, Security, 
Staffing, Reporting

Reduce
Job vacancy costs, Absenteeism, 
Hiring costs

Improve
Employee retention rates, 
Decision-making, Budget vs. 
Actual reporting, Employee 
communications

TACTICAL STRATEGIC

2

ROI
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The new system should provide both tactical and strategic benefits to the organization. 
Tactical and Strategic benefits need to be as organization-specific as possible. 
Everyone should be able to recognize the problem with the current system and how the new system will provide improvement. 
The strategic benefits will benefit the Senior Management of the organization. 
Identifying these benefits is an important part of the cost justification process. 
The question is….How do you translate these benefits into dollars and cents? Let’s continue with our ROI step….



Onboarding Scenario

20 Hiring 
Managers

10 hours 
per week 52 weeks

$374,400 
Saved 

Each Year

2

ROI

Presenter Notes
Presentation Notes
Now, let’s take a look at measuring Hours Saved by improving your current onboarding processes via automation.
Let’s look at a hypothetical situation where an organization with 20 hiring managers automated their staff hiring process at each other their locations.  
By automating the manual paperwork involved in their current onboarding process….
Each of the 20 Managers saved an estimated 10 hours per week in administration X 52 Weeks
---------------
10,400 hours saved annually 
Apply an Average Salary of $75,000 or $36/hour
 = $374,400 saved in productivity!




Reports Scenario

1 HR Admin 
@$15/hour

4 hours per 
quarter4 quarters $240 Saved 

Each Year

2

ROI
CompareHRIS.com 
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If your new solution can configure and automate the reports you need, when you need them……
Start with a list of your key reports that your key users won’t let go of 
……Come on……you all know who they are….don’t you?
This formula will help you calculate the cost of simplifying and automating report creation and delivery
Take one single quarterly report and do the math.
(# times produced annually) x (time to produce) x (Avg. hourly wage) = Report Cost

Now repeat this step with other reports….
EEO Report - 4 (quarterly) x (4 hours) x $15. = $240
Telephone Listing -12 (monthly) x .25 (15 minutes) x $15. = $45 

This will add up!



Efficiencies Gained Through Automation2

ROI
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According to HCM consultant Sierra-Cedar, companies that deploy self-service capabilities can reduce HR printing and distribution costs by 90 percent, payroll processing fees and recruiting costs by 50 percent, and benefit enrollment fees by 80 percent.
This is a tool that will be useful for those of you who do not yet have an HCM in place and haven’t already deployed and automated processes such as address changes, vacation requests, W-2 and 1099 using self-service. 
<click> PDS’ ROI studies show that transaction cost reductions and cycle time improvements vary depending on transaction type but are on average 25 percent; benefit self-service transactions typically achieve 85 percent cost savings, and many manager self-service transactions achieve 60 percent cost savings. 
PDS will share this tool that will help you calculate potential savings within your organization by automating processes and transactions.
And these savings can add up, and help you build your case!





Savings by Department & Process

Savings by Department Savings by Process

2

ROI
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Using the result of the calculations you can prepare visuals that will help tell YOUR story!

For those of you who have an HCM in place and have already deployed self-service, you will need to gather different statistics.
Your savings will come from other areas, such as the reduction of current fees.




Areas of Risk Reduction

Risk areas to be explored:
• Government Compliance 
• Technology
• Employee Litigation

3

ROI
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Risk Reduction
Risk is not something that is often considered in traditional return on investment exercises. There is no direct saving associated with risk reduction; however, it should be factored into the overall ROI plan. There are three risk areas to be explored:
<click> Government Compliance is the more obvious risk area. The foundation for any successful practice and process within your organization includes compliance with federal, state and local government regulations as a critical task for every Human Resources/Payroll Department. 
If your older systems haven’t kept up with changes in governmental regulations, then non-compliance can become a costly issue. The new HCM should provide the functionality to address all HR related compliance issues and thus reduce the risk of penalties and assessments.
<click> Technology has taken on a whole new role in our lives and it’s critical that you partner with IT and Marketing to be sure that each vendor adheres to corporate standards. Whether it’s California's Consumer Privacy Act, Canada’s (PIPEDA) The Personal Information Protection and Electronic Documents Act or GDPR in the EU, you need to pay attention if you do business in these countries. 
Employee Litigation:  
Look for tools such as Analytics to aid the defense of wage, overtime, or discrimination claims.....



Headcount Avoidance4

ROI
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It’s seems like we’re always being asked to “DO MORE WITH LESS”
Many new systems tout features that will allow the organization to reduce staffing levels. 
Whether a reduction in workforce is actually achieved is questionable, as often the long-term goal requires manpower…..to leverage planning tools to aid management in workforce planning, and to be more predictive versus reactive.
Although headcount planning is one of the highest priorities for HR leaders, 60% say that it is one of their weakest capabilities.
To this end, data is critical and tools to analyze the data even more so.
Managing your workforce is critical. Trying to manage your headcount within budget while still having sufficient employee resources to meet your company’s strategic goals for growth and success is a challenge.
The investment in a modern HCM platform is a very important decision for any organization, and will deliver benefits in terms of cost, business process improvement, managerial effectiveness and employee satisfaction for many years to come.



PDS Whitepaper:  “Four Ways To Justify an HCM and 
Payroll Purchase”

PDS Calculator:  Return On Investment Calculator

PDS checklist of sample business requirements:   
Sample Business Requirements

Resources for 
Justifying an HCM Payroll Purchase
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We’ve included here a link to our “Four Ways to Justify…” whitepaper
A link to the ROI calculator that we looked at earlier
And here is the SAMPLE Business Requirements Checklist that I mentioned earlier in my presentation


https://www.pdssoftware.com/justifying-a-new-hcm-and-payroll-purchase/
https://www.pdssoftware.com/justifying-a-new-hcm-and-payroll-purchase/
https://www.pdssoftware.com/wp-content/uploads/2023/02/VistaROI.xlsx


• Josh Bersin, Deloitte Consulting LLP  – figure 1: Transformation

• PDS whitepaper – Four Ways To Justify an HCM and Payroll Purchase

• CompareHRIS.com  – Reporting ROI scenario within “Justifying the 
Cost of a New HRIS or HCMS” 

References
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These are my various references

Excellent article on its’ own: Justifying the Cost of a New HRIS or HCMS https://www.comparehris.com/hris-justification/

Hopefully you’ll find each of these tools helpful in getting started on your own PATH TO JUSTIFICATION!



https://www.pdssoftware.com/justifying-a-new-hcm-and-payroll-purchase/
https://www.comparehris.com/hris-justification/
https://www.comparehris.com/hris-justification/


www.pdssoftware.com
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I’d like to thank you again for your time today, and for the opportunity to speak with you.

Please stop by the PDS booth before you leave if you’d like to chat further. Thank you.
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