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Today, companies worldwide are facing 
challenges like never before. There’s 
an even greater need to reduce costs, 
increase efficiency and keep up with the 
ever-changing digital world — all while 
remaining competitive. 

In this e-book, we provide an overview on 
the current state of the payroll market and 
take a look at what companies currently need 
in terms of HR administration as well as the 
key drivers for moving payroll to the cloud. 

We also look at various companies we 
partner with to simplify the migration of 
their payroll system from SAP on-premise. 
Our solutions, tools, and accelerators are 
the result of our vast experience in the field, 
listening to our clients and understanding 
their needs.
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The state of the payroll market

CapEx vs OpEx
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Carveouts

End-of-life of  
current solution

There are many factors organizations take into account when considering payroll digitalization. According 
to the SAPinsider study, pressure to reduce costs and increase the efficiency of global payroll processes 
(50%), maintenance of existing on-premise payroll technology (36%), and a more user-friendly employee 
experience (34%) are the top three highlighted. 

Equally important is the shift from a capital expenditure model (CapEx) to an operating expenditure model 
(OpEx). The need for innovation and legal compliance, as well as mergers and acquisitions, are also 
compelling reasons to move payroll to the cloud.

Organizations are constantly under pressure  
to improve efficiency while simultaneously  
reducing costs. 

According to a study conducted by SAPinsider¹, 
those organizations that are more likely to achieve 
results are the ones that have already embraced 
digital transformation. 

Looking closely at market trends, there are many 
other factors driving the decision to migrate payroll 
to the cloud. One example is the end-of-life of 
current payroll engines based on back-end/back-
office transactions.

Based on these facts, we would expect payroll 
digitalization to be high on the agenda of most 
major companies around the globe. This appears 
to be true for talent processes, but not so 
common when it comes to payroll, time and HR 
administration in general.

As highlighted by the SAPinsider report, 68% of 
organizations around the world currently manage 
their payroll in-house with an on-premise solution.

So what is preventing these businesses from 
moving to the cloud?

¹ Whalen, A.J., SAPinsider Benchmark Report – State of the Market: Payroll and Its Impact on Cloud HR, March 2020, 25 p.

Drivers for payroll strategy
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Figure 1:
Current payroll processing landscape
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A pressing dilemma for many companies is whether they should move their existing payroll technologies 
to a new platform (either in-house or outsourced) as they move their human capital management (HCM) 
technology to the cloud. The decision to migrate payroll to a new platform or processor becomes even more 
difficult for customers who are struggling with budget pressures. This can also have an effect on core HR 
technology adoption. Many on-premise payroll customers have hesitated to adopt cloud-based core HR 
solutions due to integration concerns with their legacy payroll or the fear of disrupting payroll processes. 

In February and March 2020, 187 
SAPinsider community members 
were asked about their payroll 
strategies and practices — as well 
as the technologies they use — to 
understand the main payroll issues 
organizations face. 

Survey respondents were asked how 
their payroll is currently processed. 
Most respondents (68%) said they 
currently host payroll on-premise and 
process it in-house. This is compared 
to 21% whose payroll is hosted and 
processed by a third party, and 18% 
whose payroll is hosted in the cloud 
but processed in-house (see Figure 1).

When asked which factors might 
prevent their organization from 
moving to a new payroll technology 
or platform, 50% of respondents who 
indicated they have no current plans 
to move their payroll said cost was 
the main factor preventing a potential 
move.

For companies with a desire to move to Employee Central Payroll, cost is not the main barrier. A majority 
(71%) said the complexity of their existing on-premise payroll configuration (and the effort to replicate it in a 
new system) is the top reason preventing them from moving their payroll.

For core HR, 39% of respondents run Employee Central while 42% reported that they are currently 
implementing or evaluating the solution. Since Employee Central is required to run Employee Central Payroll, 
many on-premise customers are considering their next payroll move by starting with core HR.

The state of the payroll market



State of the Market

Figure 2:
Payroll platform plans among on-premise 
payroll customers
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With SAP targeting 2027 as the 
date when they will end support for 
mainstream maintenance for on-
premise solutions, on-premise payroll 
customers face a critical decision 
regarding their payroll processing. 

When asked about their plans, 62% 
of on-premise customers stated 
that they currently have no plans to 
move and their payroll processing will 
remain on-premise.

Of the remainder, 27% plan to 
continue processing in-house but 
will move hosting to the cloud and 
11% are evaluating fully outsourced 
processing models (see Figure 2).

Based on the survey responses, organizations considering new payroll technologies 
or platforms should: 

Revisit digital HR strategies with payroll  
in mind.  
Nearly half (43%) of survey respondents indicated 
that having a single source of truth for both payroll 
and process-oriented data is extremely important. 
Choosing a payroll platform that is not integrated 
with core HR solutions may lead to an increase in 
data entry or a decrease in data quality. 

Understand the geographic coverage  
of both cloud-based and outsourced  
payroll solutions.  
Multinational companies must ensure that their 
chosen solution or outsourced provider supports 
processing and compliance in all countries where 
they pay people. For example, SAP SuccessFactors 
Employee Central Payroll is available in 46 countries 
(as of March 2020). This means that some 
companies may need to account for countries 
not presently covered, while SAP SuccessFactors 
localizes more countries to match the geographic 
coverage of its on-premise solution. 

Focus on process efficiency and  
accuracy.  
More than half (66%) of respondents identified 
processing and data accuracy as the main way 
their organization evaluates the effectiveness of 
payroll. Customers should therefore familiarize 
themselves with features (such as Payroll 
Control Center) so that they can improve process 
performance, reporting and accuracy. 

Find out what is needed from both a 
technical and resource perspective to 
adopt the new technology.  
It’s important for any organization considering 
changing payroll technology that they find out 
the prerequisites for both cloud and hosted/
outsourced payroll offerings. This is so they 
understand the impact it may have on HR 
business processes and employee experience.



Everything 
moves faster.

It changes the 
way you work.

HR-only is  
no more.

To provide a more comprehensive overview, we’d like to share some feedback from some of our 
customers who have already embarked on their cloud transformation journey or are preparing to launch:

Our clients’ view

The enterprise must adapt 
very quickly because it’s a 
competitive advantage. You 
cannot go and chase talent 
if you’re unable to offer 
prospective hires a way of 
managing their work lives in a 
way that suits their needs and 
mirrors the way they manage 
their home life. 

During a digital transformation, 
you will soon learn that the 
people directly involved in 
the HR project are not the 
only ones working on it, but 
your entire workforce. You 
should acknowledge the 
tools that you provide your 
employees are key to ensuring 
an optimal experience, as 
well as engaging with those 
employees. Cultural and 
process changes are equally 
important and should be 
nurtured at the same time.

You cannot separate system 
change from broader 
organizational change. You have 
to adapt and deliver both at the 
same time. If you ignore this 
fact, it will be difficult to embed 
these processes. 

When considering a cloud HR 
project, you can’t expect to 
just lift and shift your current 
process; this method wouldn’t 
be effective. Adaption is key, 
as well as rethinking the way 
you do business and how to 
embrace automation, not only 
in terms of technology, but 
also as an end-to-end service 
model.

During a digital transformation 
program, it’s fundamental that 
all technical activities proceed 
at the same pace as the 
change management activities.

Implementation will be very 
quick, but it can only be as 
quick as your organization 
is capable of receiving it. 
Consider if your organization 
is ready to undertake this 
scale of change and has the 
resources it will need to 
execute the transformation. 
The system might be ready, 
but is your business?

While digitalizing your payroll 
speeds up processes, 
you need to be sure your 
organization is as fast as the 
implementation in order to be 
successful.



How to approach the transition

Always remember 
that although the HR 
team is the key player 
“behind the scenes,” 
your employees must 
be at the center of 
your processes in 
order to deliver a 
successful project. 
Treat your people as 
you would treat your 
customers.

A digital payroll 
project isn’t solely 
concerned with 
IT. It’s essential to 
avoid separating 
system changes 
from organizational 
changes. This is 
because culture can 
ensure a higher level 
of user adoption of 
the platform.

Moving from an 
on-premise to a 
cloud solution 
doesn’t mean just 
rebuilding your old 
system. It’s a new 
way to manage 
your business, not 
simply rethinking 
processes and how 
to digitalize them.

Challenging deadlines 
are not a new 
occurrence. However, 
we may discover 
early on that some 
customers are not 
ready nor have the 
right capacity to 
provide support to the 
project. Its imperative 
that realistic deadlines 
should be set and that 
a stable environment 
is provided. Setting 
the right user adoption 
expectation is also key 
to project success.

Embrace 
digital.

Move at  
the right  
pace.

Use an 
employee-
centric 
approach.

Remember,  
it’s not  
just IT.

Our solution

To make the journey from an on-premise payroll solution to a cloud one as smooth as possible, we 
developed methodologies and tools that address existing organizational concerns and overcome them. 
How? We simplified the transition process and applied over 20 years of experience in SAP on-premise 
payroll projects, both locally and internationally.

Our experience working with clients of all sizes over the years has provided our team with deep functional 
expertise when it comes to moving HR systems to the cloud. The knowledge we have, has provided us 
with insights into best practices for making the transition. 



If your next challenge is to move to Employee Central Payroll,  
you can follow one of two strategic roadmaps. One is to 
implement from scratch, working on it from beginning to end.  
The other is for those with SAP on-premise payroll who you can 
benefit from a simpler journey thanks to the Payroll Migrator tool.

Migrator

ECP

Implement from scratch The Payroll Migrator tool

New Implementation

On-premise Payroll

SAP HCM Payroll

Modern UX embedded  
into Employee Central

SAP SuccessFactors
Employee Central

Hosted by SAP 
based on solid SAP HCM 

on-premise engine

SAP SuccessFactors
Employee Central Payroll

Payroll Control Center 
as an automation enabler

 
Employee Central Payroll

Employee  
Central Payroll  
implementations

Our solution



Migrate payroll to the cloud, reducing the 
risks of a completely new implementation.

Migrate faster with less effort and cost.

Support rapid expansion plans.

Migrate SAP on-premise payroll into an 
Employee Central Payroll Solution without 
the loss of rules, configurations, historical 
data and developments.

The Payroll Migrator is for companies on SAP Payroll on-premise who want to:

Migrator

On-premise Employee Central Payroll

Payroll Migrator is a pre-configured tool that is 
fully integrated with SAP HCM on-premise and 
Employee Central. It is designed to facilitate, 
accelerate and simplify payroll transition. It enables 
the transfer of the customized rules, configurations 
and data from the on-premise system to the 
Employee Central Payroll solution.

The Payroll Migrator consists of a data replication module based on three fundamental pillars. These 
pillars enable all payroll engine rules, master data and transactional data from within the SAP on-premise 
payroll solution to be easily replicated on Employee Central Payroll. The transition is possible thanks to 
the similarities between the two solutions.

Data replication module

Analysis of configuration tables 
used within the on-premise 
environment, replicating 
these tables to the Employee 
Central Payroll Development 
environment.

Analysis of Master Data within 
the on-premise production 
environment, replicating this to 
the Employee Central Payroll 
landscape.

Analysis of payroll result cluster 
tables and posting documents 
within the on-premise 
environment, replicating these 
tables to the Employee Central 
Payroll landscape.

Master DataCustomizing Payroll 
Results

Our solution



Added value with Payroll Migrator

Migration and set up of Employee Central Payroll can be done  
in a matter of days when it isn’t an entirely new implementation.  
A major benefit is that steps can be automatically executed while 
transferring from one system to another. This enables us to focus 
on testing the quality and performance of payroll.

Innovation and automation can also be done in parallel. You can 
implement the Payroll Control Center from the beginning or during 
the transformation, meaning new features can be added at the first 
stage and doesn’t require the project to be finalized before adding 
other functionalities. 

Now that you’re equipped with the right tools, what else does your 
organization need to ensure a successful, seamless transition to 
the cloud?

Solid

Innovation

Fast

Not all implementations from an on-premise  
solution to Employee Central Payroll done with 
Payroll Migrator look alike.

Typically, there are two kinds of approaches.  
When moving to the cloud, you must consider  
not only building the engine, but also setting  
up Employee Central Payroll. Configuring the  
payroll engine, including historical data,  

Payroll Migrator: Top-level timeline

can take up to four months — a wider 
implementation project can take 10 months  
to a year. 

Chances are your business might need to 
migrate and adjust the implementation. If  
that’s the case, you may also need to streamline 
and harmonize your system. By doing so, the 
project can be delivered within six months.

Migration of the 
payroll engine can 
take longer if a broader 
EC configuration and 
additional payroll add-
ons are implemented.

Migrate to ECP and EC  
implementation

Migrate and adjust

Full payroll implementation

GO

GO12 -16 weeks

6 months

Our solution



Consider the following questions to 

ensure your journey to  
the cloud is a success.

Our solution

What do I need to do 
in terms of testing?

How do I make sure 
I’m approaching the 
project correctly?

How can I simplify my 
payroll landscape?

How can I build the 
business case?

How can I enable 
new features and 
innovation?

How can I streamline processes 
using the new solution?

How can I harmonize 
and simplify the wage 
type structure?



How to bundle added value services

Understand your 
‘as-is’ state and 
set transformation 
objectives.

Review and 
harmonize processes 
as well as and 
operational details.

Enable 
improvements, 
innovation and 
automation.

Support optimization 
by reviewing 
and simplifying 
processes.

Cloud service 
support  
(former AMS)

Payroll Control 
Center set up

SOC1 policies 
embedded into  
PCC

Security and  
GDPR

Implement and 
enable the strategic 
transformation 
processes and 
technology.

Adopt an 
incremental  
change approach.

Time management 
evolution  
(workforce and 
scheduling)

Talent management 
implementation

Automation  
using AI and 
chatbots

KPIs and analysis

Manage the 
migration to the  
new solution 
(FastTrack Payroll, 
ECP or euHReka).

Implement  
FastTrack Payroll  
or ECP/euHReka 
using accelerators

Admin process 
harmonization and 
simplification 

Review of wage  
types and 
restructuring

Additional support 
during business  
case set up

Landscape and 
roadmap strategy  
and set up

Provide advanced  
test services

Change management  
support

Alongside the technical tools needed to execute your strategy of 
moving to the cloud, consider the following:

Prepare Evolve

Deploy Optimize

Deploy a business 
solution in the cloud

Our solution



Partnering with Alight

Whether you’ve just started looking into transitioning your payroll to the cloud or are looking for added 
support with your systems, we’re here to help. Our tools, expertise and variety of solutions can help 
transition organizations of any size, no matter where you are on our journey.

Ready to take the next step in optimizing your HR systems on the cloud?

LET’S TALK

www.ngahr.com

With an unwavering belief that a company’s success starts with its people, Alight Solutions is a leading 
cloud-based provider of integrated digital human capital and business solutions. Leveraging proprietary  
AI and data analytics, Alight optimizes business process as a service (BPaaS) to deliver superior outcomes  
for employees and employers across a comprehensive portfolio of services. Alight allows employees to 
enrich their health, wealth and work while enabling global organizations to achieve a high-performance 
culture. Alight’s 15,000 dedicated colleagues serve more than 30 million employees and family members.  
Learn how Alight helps organizations of all sizes, including over 70% of the Fortune 100 at alight.com. 

https://www.ngahr.com/contact-us
https://www.ngahr.com
https://alight.com

