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The role of HR has become increasingly complex 
in both large and small businesses. Not only are 
they responsible for a wide range of document 
and form-driven tasks, but HR’s role continues 
to evolve into a multitude of responsibilities — 
from data analysis and crisis management, to 
mentoring and diversity specialization. 

By doing things “the old HR way,” you’re prone to human error and opening 
yourself up to costly mistakes. Having your employees fill out forms by hand 
and relying on paperwork is bogging down your HR team with tedious desk 
work. Furthermore, these outdated approaches distract your organization 
from larger business goals. The time spent updating a W-4 form, tracking 
timecards, filing expense claims, or shifting schedules to accommodate 
a vacation request not only feels chaotic — it’s a major productivity drain. 



This is where HR automation comes into play. HR automation is the use 
of computers and technology to perform human resources work with 
minimal human assistance. While self-driving cars may come to mind, the 
truth is automation is integrated into all facets of business. 

Automating HR processes is one of the key tenets of People Operations 
(People Ops, or POPS) — a methodology that focuses on shifting 
from paperwork to peoplework. Companies that leverage technology 
to manage HR tasks see major gains in cost savings, operational efficiency, 
and competitive advantage. In this eBook, we provide tips and worksheets 
to help you quantify how you can save your business time and money 
by automating the following:

• Time and attendance

• Payroll and taxes

• Benefits and healthcare

https://www.zenefits.com/pops/


Automating time 
and attendance
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82 million workers in the United States are paid 
hourly, representing nearly 60% of all wage and salary 
workers, according to the Bureau of Labor Statistics. 

With such a large portion of the workforce paid hourly, the time spent 
manually scheduling employees is costing your business. Big time. 

Here’s how:

• Managers waste 140 hours a year manually creating schedules for 
their employees. 

• Employees admit to wasting 50% of their time at work when they 
have an inconsistent schedule.

• 35% of employees between the ages of 18 and 25 think they have 
inconsistent work schedules, and half of them leave their jobs for 
this reason.

• When you don’t have enough people to cover a shift, you put 
pressure on your employees to do more with less, which is a recipe 
for burnout.

• You don’t have the right people with the right skillset when you need 
them, which slows down productivity.

https://www.bls.gov/opub/reports/minimum-wage/2018/home.htm?zd_source=hrt&zd_campaign=4424&zd_term=pujalalwani
https://www.mobindustry.net/blog/how-to-develop-employee-scheduling-software-features-and-cost/
https://www.mobindustry.net/blog/how-to-develop-employee-scheduling-software-features-and-cost/
https://retailtouchpoints.com/resources/80-of-retail-managers-blame-high-turnover-understaffed-stores-for-missing-goals
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Manually scheduling also makes it hard to scale. As your company grows 
and hires new employees, opens new locations, or expands in other ways, 
scheduling gets more complicated. 

The solution? You guessed it — automating scheduling by introducing 
a cloud-based system allows you employee self-service, sets schedule rules, 
tracks potential compliance issues, and automatics generates schedules. 

If you’re trying to decide which HR function to automate first, take 
it from us — make it time and attendance. Not only does it save your 
HR or People Team the headache of tracking down timecards, manually 
calculating pay, and trying to stitch together a cohesive employee 
schedule, it will immediately save your business thousands of dollars. 
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Clocking in and out, and how you’re losing money 

Time theft occurs when employees get paid for work they didn’t do — and it’s 
something that affects 75% of businesses and up to 7% of their gross annual 
payroll, according to The American Payroll Association. That means if your 
business pays $1 million in payroll, you’re probably losing $70,000 in stolen time. 

While some employees may fudge the number of hours they actually 
worked, even the most truthful employees can make a mistake using this 
system. Do you remember how many hours you worked last Monday, and 
the exact time — down to the minute — you took a break and finished work 
for the day? It’s nearly impossible to remember those details after the fact. 

When timecards make it to HR, there’s more opportunity to introduce 
errors: hard-to-read handwriting leaves you guessing what hours were 
worked, mistakenly typing in the wrong hours in your payroll software, 
or mixing up employees’ names. 

An automated time-keeping tracker and scheduler can make it easy to reduce 
these types of data errors. Hourly employees can clock-in and clock-out 
online, allowing managers to easily view and approve their hours worked. 
Automating scheduling rules helps ensure you’re not violating any labor laws. 

Since labor costs are the largest line item in most business’ budgets, 
keeping careful track of your workers’ attendance and productivity will just 
add to your bottom line. 

Let’s do some quick math to explore this idea further. 

https://www.softwareadvice.com/hr/industryview/time-theft-report-2015/


THE BUSINESS CASE

Use this worksheet to quantify how automation will save your business time and money 

Information to gather for the payroll exercise:

• How many employees currently clock in and out? For our example, we will say 150.

• What is the average hourly rate of those employees? For our example, we will say $15. 

• How many minutes does it take to review each time card? The American Payroll 

Association estimates 5 to 6 minutes. For our example, we’ll say 2 minutes. 

• What is the hourly rate of the manager reviewing the time card? For our 

example, we will say $20.

• On average, how many hours do your employees work in a pay period? For our 

example, we will say 40 hours. 

• How much time per employee do you lose to clocking in/out early or late, taking 

long lunches, or breaks? The American Payroll Association estimates between 1 

to 7%. For our example, let’s say 2%.

How automation saves you time and money:

• Time to review each card (2 minutes) x 150 cards = 300 minutes each day

• Total minutes saved in a work week = 1,500 minutes or 25 hours

• Mangers rate ($20) * Hours saved a week (25) = $500 in weekly savings 

or $26,000 a year

• Number of employees (150) x Average Hourly Rate ($15) x Average Number 

of Hours Worked in a Week (40) = $90,000 in weekly in payroll expenses

• Weekly payroll ($90,000) * Error factor (2%) = $1,800 a week or $93,600 a year

Total annual savings summary:

Money saved from manually checking timecards ($26,000)  

+ Money saved from payroll errors ($93,600)  

= $119,600 savings per year

https://www.bizjournals.com/washington/stories/2003/12/22/smallb10.html
https://www.softwareadvice.com/hr/industryview/time-theft-report-2015/
https://www.softwareadvice.com/hr/industryview/time-theft-report-2015/


Time theft occurs when 
employees get paid for 
work they didn’t do — and 
it’s something that affects 
75% of businesses and 
up to 7% of their gross 
annual payroll, according 
to The American Payroll 
Association.

https://www.softwareadvice.com/hr/industryview/time-theft-report-2015/
https://www.softwareadvice.com/hr/industryview/time-theft-report-2015/
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How to automate time and attendance 

You want to identify a solution that 100% automates your pay and work 
rules, while providing self-serve options accessible via an Internet browser 
or mobile device. The software should also be easy-to-use and intuitive, so 
employees will embrace the technology as well.

As you evaluate software solutions and vendors, put together a roadmap 
to determine what long-term success looks like, and steps to achieve 
it. Due to budget or lack of support, you may not be able to get all the 
features you want. Instead, you should focus on building a solid foundation 
you can build upon later. And the software solution you choose should 
be able to accommodate your business’ growth. 

To help you, assemble a project team of key stakeholders within your 
business. This will help gain cross-departmental support while ensuring 
the solution you pick will support the needs of various departments.  
This also helps move the project forward, making sure it gets buy-in  
from the decision makers at your business. 
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As you take a critical look at your existing processes, also think about how 
automation can solve some of the issues your project team brings to light, 
such as time-consuming data entry, payroll errors, high administrative 
costs, and employee disengagement. We found that creating a document 
outlining the current time and attendance practices will bring to light 
problem areas. 

We also suggest talking to hourly employees and managers who have 
to approve time cards to see what they dislike about your business’ 
current implementation. You may unearth some issues you never thought 
about, like if they are able to record their hours easily, or if they often 
find mistakes in their paychecks. This has the added benefit of getting 
them invested in whatever solution you choose, and make implementation 
a smoother process. 

The Old HR Way

Tracking time and attendance 
by using paper timesheets 
to record when a worker 
arrives at work, takes a break, 
and clocks out for the day. 

The POPs Way

Using a mobile app 
to allow clock-in from 
anywhere, plus using 
geofencing technology 
to make sure employees 
are where they need 
to be to get the job done.



Automating payroll 
and taxes
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Earlier, we discussed how automating time 
tracking saves time and money. Automating 
payroll does the same. 

The American Payroll Association estimates automation cuts payroll 
processing costs by 80%, and reduces errors in invoices and paychecks.

If you’re a growing small business that has already automated time and 
attendance, it’s a natural next step to start evaluating payroll software 
(or maybe you’re evaluating solutions that incorporate both time and 
attendance and payroll).

Consider automating payroll as soon as you have more than 5 hourly 
employees or it becomes difficult to keep track of workers’ pay schedules. 

https://www.fuseworkforce.com/blog/how-an-hcm-system-can-improve-productivity-for-hr-part-four-payroll#:~:text=The%20American%20Payroll%20Association%20estimates,out%20the%20entire%20payroll%20system.
https://www.fuseworkforce.com/blog/how-an-hcm-system-can-improve-productivity-for-hr-part-four-payroll#:~:text=The%20American%20Payroll%20Association%20estimates,out%20the%20entire%20payroll%20system.


The American Payroll 
Association estimates 
automation cuts 
payroll processing 
costs by 80%,  
and reduces errors 
in invoices and 
paychecks.
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Money you can save

Managing costs are important for businesses of any size. You may not realize 
it, but your payroll process can be creating unnecessary expenses for your 
company. Many of these expenses can be traced back to manual errors; 
a strong payroll provider minimizes errors, saving you money. Here are some 
of the ways you may be (inadvertently) losing money — and how to start saving:

Save on PTO costs

Tracking employees’ PTO manually leads to inaccuracies, which leads 
to payroll mistakes. You may also not be on top of when an employee 
is approaching their time off limit for the year. With the right payroll 
provider you can get notifications any time an employee gets close 
to reaching their paid time off limit. This way, you can ensure your business 
doesn’t lose money from employees taking more PTO than they’re allotted. 
Find a provider with automated tracking and notifications to help your 
business manage its PTO policy.

Don’t get hit with late fees

Some of the most dreaded responsibilities from payroll departments 
involve processing tax filings and meeting those deadlines. Small 
businesses in most states have at least 8 separate payroll-related tax filings 
to make each year, which include Quarterly filings of IRS Form 941 and 
corresponding state filings. 

Businesses are not only obligated to file state and federal forms — they also 
owe their employees and contractors wage statements to assist them with 
their annual filings. If you miss the filing deadline, penalties start at $50 per 
form and increase the later they are filed. A modern payroll provider ensures 
you’re filing your staff’s W-2s and 1099s on time, and even creates them for you. 
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Avoid compliance issues

Enforcing compliance ensures your company prevents and detects rule 
violations, meets its legal obligations, and stays free from fines and lawsuits.
Despite the widespread importance of compliance, more than half of HR 
and payroll professionals (55%) have witnessed their colleagues participate 
in compliance activities that were unnecessarily risky. In organizations 
with over 2,500 employees, more than two-thirds say they have observed 
colleagues cut corners with compliance. 

When it comes to payroll tax compliance specifically, many businesses 
struggle. The 2020 IRS Data Book reveals the IRS assessed over 6 million 
civil penalties involving employment taxes. In addition, the U.S. Wage and 
Hour Division of the Department of Labor collected an average of $706,000 
in back wages for workers per day in fiscal year 2020. That amount can feed 
more than 950 families for a month.

The right payroll provider should be able to automate all the working 
components associated with wages, benefits, and garnishments, along 
with direct deposits, tax codes, and jurisdictions to help you avoid 
compliance issues. 

https://www.irs.gov/pub/irs-pdf/p55b.pdf


The 2020 IRS Data 
Book reveals the IRS 
assessed over 6 million 
civil penalties involving 
employment taxes. 
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Choosing payroll software vs. online payroll service 

Small businesses have many options when it comes to choosing a payroll 
system. Once you have decided to move toward an automated payroll 
system, you’ll have to evaluate what payroll solution is right for your 
business. One of the first decisions you want to make is if you go with 
a payroll software or online payroll service. 

Payroll software is an application specifically designed to streamline and 
manage employee payments. It can be software installed on your computer 
or live in the cloud so you can access it anywhere. Payroll software 
is designed to handle tasks such as time and attendance, wage calculations, 
employee payments, and tax payments and filings. It makes it easier for HR to: 

• Select payment methods for employees

• Calculate wages and payroll taxes

• Store and pay scheduling data

• File federal, state, and local taxes 

• Track employee time

• Store data about benefit deductions and retirement 

• Retrieve data to run reports 

Businesses favor payroll software because it makes it easy for HR managers 
to make changes and updates. It also allows for payroll to be kept in-house, 
instead of outsourcing it, which makes the data less susceptible to security 
issues. It also allows easy access for managers and employees. 

On the flipside, payroll software does come with a learning curve. 
If staff is resistant to learning a new software, it will become difficult 
to implement. The biggest downside is human error — you are still relying 
on your HR team or employees to input information correctly. 
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Payroll service is offered by a third-party company that specializes 
in payroll. One of the biggest benefits is its ease of use: you outsource 
everything to another company. This frees up time for your HR team and 
reduces your liability for payroll processing mistakes. 

On the other hand, it’s significantly costlier than most payroll software 
methods and you have less control over it, which can introduce 
cybersecurity issues or you may see a delay in updating employee records.
Most small businesses invest in payroll software because of its ease of use 
and cost-effectiveness. Furthermore, an all-in-one HR and payroll solution 
offers the most flexibility for growing businesses.



THE BUSINESS CASE 

Use this worksheet to show the business impact of automating payroll  
for your small business

Determine payroll risks when running your payroll process

How often do you find that you make these common payroll mistakes: overtime 

calculations, retroactive pay, misclassifying employees, delayed paychecks for 

terminated employees, mismanaging records, or not paying employees on time? 

Calculate the average payroll cycle time

The cycle time shows how many business days the payroll process takes from start 

to finish. An automated payroll solution can cut down this time from days to minutes. 

Add the total cost of your current payroll process

This includes administrative tasks, like collecting records of time worked, calculating 

earnings and deductions, sending the information to your payroll provider, and 

distributing checks to employees. 

Quantify penalties and compliance risk your current payroll process poses

How do you maintain current payroll records, such as employee data, W-4 tax 

withholdings, and pay stubs?
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The Old HR Way

Every other week, 
spending time looking over 
spreadsheets, calculating 
wages and taxes, cutting 
checks, and then distributing 
them to employees by hand. 

The POPs Way

Process payroll using 
software that automates 
pay, ensuring you’re 
paying your employees the 
appropriate rate and staying 
compliant with tax laws. 



The cycle time 
shows how many 
business days the 
payroll process takes 
from start to finish. 
An automated payroll 
solution can cut down 
this time from days 
to minutes. 



Automating benefits 
and healthcare
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Managing employee benefits is one of the most 
important responsibilities of an HR department. 
These benefits typically include health, dental, 
vision, disability, retirement, paid time off, sick 
time, and parental leave. 

Offering a wide variety of benefits at a reasonable cost is one of the most 
effective ways to recruit, retain, and engage top talent at your business.

Automating the benefits process can help reduce the time and cost 
it takes to provide these benefits, while making it easier to negotiate the 
best plans and rates with carriers. 

Benefits administration is a full-time job in itself. It entails: 

• Signing up new hires during the onboarding process

• Running open enrollment, the annual period where employees make 
changes to their benefit options

• Communicating with employees about changes

• Monitoring employee eligibility 

• Updating records to reflect employee life event changes

• Tracking salary changes

• Handing employee separations 

• Ensuring compliance with local and federal regulations

• Managing plan audits

• Keeping on top of costs 
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Can you imagine handling each of those processes with a manual system? 

An automated benefits administration helps your HR team save time 
and money. In addition to cutting down on paperwork and reducing 
the amount of hours spent on data entry, an automated process 
is advantageous because: 

• Employee self-enrollment costs $22 per employee, as opposed 
to $110 when HR manually enrolls an employee 

• It allows employees to make a side-by-side comparison of health 
options for employees, so they can have an easy view of the cost 
and mix of benefits available 

• It reduces the time spent on open enrollment, cutting a 2 to 3 month 
process in half

• It makes compliance easy. There are many complex laws that govern 
benefits, including ERISA, ACA, COBRA, HIPAAA, ADA, and EEOC

• It keeps a record of what benefits are used by employees and 
associated costs, so administrators can easily determine what benefits 
and perks are advantageous to keep, and their associated costs

• Integrations allow for benefits data to be exported to payroll, 
reducing data entry 

• Improved benefits engagement 

• Enhanced benefits / flexibility

https://www.payentry.com/6-ways-automating-benefits-administration-saves-you-time-money/
https://www.payentry.com/6-ways-automating-benefits-administration-saves-you-time-money/


Employee self-
enrollment costs 
$22 per employee, 
as opposed to $110 
when HR manually 
enrolls an employee. 

https://www.payentry.com/6-ways-automating-benefits-administration-saves-you-time-money/


THE BUSINESS CASE: 

Use this worksheet to quantify how automation will save your business time and money.

When automating benefits and healthcare, cost savings come  
from these major areas: 

ADMINISTRATION

Moving to a digital, cloud-based solution eliminates time spent on collecting and filing 

paperworks, office expenses, and improves HR productivity. 

WORKFLOW

A benefits software solution will cut down on manual, tedious tasks traditionally done 

by HR. Triggered actions can auto-generate emails to employees. 

SELF-SERVICE

Eliminate the burden of manual data entry by introducing employee-self service. 

Certain HR admin functions — such as chasing down approvals, signing off on leave, 

and benefit selections — can be shifted to managers and employees. 

REPORTING

Instead of internal stakeholders coming to HR asking for reports, the right benefits 

software will allow you to build dashboards to display most sought after data, allowing 

managers to run them in real-time to get up-to-date information. 

LIABILITY AND COMPLIANCE

Having fewer manual entries will reduce the error potential. Additionally, a benefits 

solution with a compliance helper can warn you if you are out of compliance. 



To help quantify this, gather the following information:

1. Document your current process, and be sure to include time spent 

to complete tasks from start to finish, and indicate if there are delays 

in completing the task. 

Include examples of the onboarding, open enrollment, and off-boarding processes. 

Calculate how many hours it takes to complete these tasks manually, and what the 

cost savings would be if these processes were automated. 

2. Conduct a survey from stakeholders across your business, and identify 

their pain points when it comes to benefits administration. 

Determine how a benefits solution can solve these problems. For example, 

do managers continually ask HR for reports on employees the department is unable 

to produce? Show how a software solution can address those reporting holes. 

3. Identify information security risks based on current processes. 

Then highlight how these could be reduced with a new system (for example, 

securing sensitive employee data information in the cloud vs. a filing cabinet, 

or limiting permission on who can access data to prevent leaks). 

4. Build out a picture of the cost of doing nothing. 

Spend a month identifying inefficiencies across the organization relating to benefits 

and healthcare, and create a monthly cost picture by taking time spent and hourly rate. 



HR Cost Savings Through Automation | 30

How to automate benefits administration 

Most HRIS platforms include a solution to automate benefits 
administration. You’ll want to look for one that is customizable, and allows 
options to administer open enrollment and includes a self-service eoption 
so employees have greater access to their own information. 

The most advantageous benefit of an automated benefits administration 
process is all the paperwork saved from new hire orientation, open 
enrollment, off-boarding, and life events. Look for a solution that auto 
generates alerts and emails to employees about enrollment periods, and 
guides them through the process of selecting or waiving benefits.

You will also want to look for a vendor that connects with your benefit 
provider to automatically reflect new enrollments, cancellations, and changes. 
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What to look for in a benefits solution: 

 ✓ How well they automate workflows for administrators
Spend time defining your current benefits process and ask 
specifically how this benefits solution will solve your problems and 
reduce administrative burdens 

 ✓ Self-service
A simple, intuitive employee experience that allows  
for increased engagement 

 ✓ Mobile accessibility
Allow employees to enroll and access their benefits from an Internet device

 ✓ Integrations
Syncs with payroll and other HR systems in real time 

 ✓ Reporting and analytics
You can access information on what benefits are utilized, total 
compensation statement, wellness program usage, and more

 ✓ Compliance checker
Look for a software that has built-in safeguards, auto form filings, 
and deadline alerts. Some companies offer professional advisors 
to navigate more complex issues. 

 ✓ Security
Keeps employee data secure 

 ✓ Training and support:
Seek a software solution that helps you set up the platform and 
provides ongoing support

 ✓ Adapt and scale: 
As your company grows, will this solution be able to keep up with 
new offerings? 



The Old HR Way

Offering the bare minimum 
benefits plan to employees, 
or picking plans without 
consulting to see what your 
employees want. 

The POPs Way

Engage your employees 
to see what types 
of benefit packages they 
want, and tailor benefits 
packages to their needs.
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