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Ask a payroll manager how the new HR system is going and the response is rarely enthusiastic. 

There is usually a pause (brief but telling) followed by a neutral answer. “It works.” No excitement. 

No pride. Just a quiet acceptance that payroll runs, people get paid and the wheels keep turning. 

That response says more that it seems. 

 

When “It Works” Isn’t Enough  

When someone says a system “works”, they usually mean it meets the minimum requirements. 
Payroll processes complete. Reports generate. Critical failures are rare. 

What they don’t say (but everyone understands) is what sits underneath. 

Spreadsheets remain long are they were meant to disappear. Manual reviews fill gaps no one 
expected. Certain calculations only land cleanly when the right person happens to be at the 
keyboard. Knowledge becomes personal rather than shared. 

None of this featured in the original business case. None of it appeared during system 
demonstrations. 

It only emerges later, once go-live has passed, the project team has moved on, and the organisation 
is left to live with the system day after day. 

This gap between promise and reality is now shaping how Australian organisations think about HR 
technology. The conversation is shifting away from feature depth and raw capability and toward 
something more pragmatic. Not what a system can do at its best, but how it behaves over time, 
under ordinary pressure, with ordinary people. 
 

Cost Doesn’t Blow Out. It Creeps. 

At signing, the numbers are neat. A licence fee. An implementation budget. A defined scope. 

Approval flows. Projects commence. Confidence is high. A small integration here. A configuration 
change there. Support hours that stretch slightly longer each time. 

Individually, each decision makes sense. Together, they quietly change behaviour. Teams hesitate 
before requesting improvements. Sensible ideas sit untouched because the effort no longer feels 
worth it. 

 

 

 

 

 

 

 

 

 

 

Research from Gartner and Deloitte continues to highlight total cost of ownership as a persistent 
challenge in enterprise technology. But the real impact shows up on an ordinary Tuesday afternoon, 
someone decides not to fix something because it feels harder than it should. 

 

 

 

Configuration Changes 
Stack Up 

Integrations need constant 
attention. A routine update 

that should take a day 
stretches into a week 

because no one is entirely 
sure what else it will touch 

downstream. 

Costs Drift Upward 

Costs do not explode in one 
dramatic hit. They drift 
upward in small, almost 

invisible increments. Over 
time, that drift quietly alters 

behaviour. 

 

Opportunities Sit 
Untouched 

Teams think twice before 
requesting even sensible 

improvements. Opportunities 
sit untouched because the 

hassle no longer feels worth 
it. 
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Complexity Builds One Sensible Decision at a Time 

Complexity grows quietly alongside cost. It rarely arrives through recklessness. Instead, it 
accumulates through reasonable choices:  

• an integration to close a genuine gap  

• a configuration tweak to support a business rule  

• a manual workaround to get through a tight timeframe 

Taken separately, each choice makes sense. Taken together, they create an environment that feels 
dense, fragile, and hard to navigate. 
 

 

 

 

 

 

 

 

 

System knowledge becomes fragmented. Some sits with the vendor. Some lives in internal 
documents that haven’t been opened in months. The rest resides with individuals until they move 
on.  
 
When something breaks, the first question is no longer what went wrong. It’s where to start looking. 
 
In payroll and HR, this matters more than most. Accuracy isn’t optional. Mistakes move quickly from 
inconvenience to consequence:  

• compliance issues 

• back payments  

• frustrated employees 

Complexity doesn’t live inside technology alone. It sits at the intersection of systems, people, and 
process. And payroll sits directly at that intersection.  
 

Configuration Helps, Until It Doesn’t 

Configurable platforms deliver real value. They allow organisations to reflect awards, agreements, 
structures, and approval flows within starting from scratch. For Australian employers navigating 
layers of awards and employment types, some tailoring is essential.  

The problem isn’t configuration itself. It’s what happens when configurations compound.   

Over time, upgrades shift from welcome improvements to carefully managed events. Testing cycles 
stretch. Documentation falls behind reality. The number of people who truly understand how 
everything fits together starts to shrink. 

Slowly, the relationship reverses.  

What began as the system serving the business, becomes the business shaping itself around the 
system. 

 

 

Integration 

Configuration 

Workaround 
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Payroll Feels It First 

Payroll teams experience these changes earlier than most.  

Payroll runs on fixed cycles. It must be right every time. When systems become harder to adjustor 
less transparent, behaviour adapts quietly, without announcements or escalation.  

Extra checks appear. Manual reviews increase. Dependence on key individuals grows.  

None of this looks like failure. It just feels harder than it should.  

Confidence shifts away from the system and toward whoever happens to be available and 
knowledgeable at the time.  
 

 

 

 

 

 

 

 

 

 

 
 

None of this usually looks like failure. It simply feels like effort. Extra steps. A cautious atmosphere. 
A growing dependence on key individuals rather than the environment itself. 

 

The Question No One Asks at Purchase Time 

The frustration lies in how invisible this problem is at the point of purchase.  

Business cases focus on capability and 
projected returns. Implementation 
plans define timelines, milestones and 
training sessions. Rarely does anyone 
ask how the system will behave three 
years on, after staff turnover, 
organisational change and countless 
small adjustments no forecast ever 
captured. 

The result is not buyer error. It is a blind 
spot built into how organisations 
evaluate technology.  

 

Organisations That Handle This Better 

Some organisations navigate this better than others. They do this not by avoiding complexity, but by 
managing it deliberately. They are:  

• Deliberate about customisation, applying it where it delivers clear, lasting value.  

• Focused beyond go-live, planning for maintenance by people who were never in the original 
room.  

Manual Checks Increase 

Not because of poor planning but because they are trusted in a way the platform no longer is. 

Resolution Times Stretch 

Problems take longer to resolve as the system becomes harder to navigate and understand. 

Confidence Becomes Personal 

Resting on who happens to be available rather than on shared, reliable processes. 
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• Invested in internal capability, rather than permanent external dependence.  

• Intentional about knowledge, treating it as an asset rather than tribal memory.  

Complexity doesn’t disappear. Nor should it. Real organisations aren’t simple. What changes is the 
character of that complexity.  

Problems are easier to locate. Adjustments flow more smoothly. Confidence becomes organisational 
rather than personal.  

Across the market, this shift is already visible. Some organisations are simplifying and stabilising 
what they have. Others are reconsidering whether their current platform remains the right foundation 
for the years ahead.  

In both cases, the emphasis is the same. Systems stay understandable, maintainable and resilient 
long after go-live. 

 

The Measure That Matters Most 

HR technology is never a one-off decision. It is a set of conditions that unfolds over years.  

Costs evolve. Complexity accumulates. Customisation deepens its influence.  

The systems that create lasting value are rarely those with the longest feature lists or the most 
flexible architectures. They are the ones organisations can operate with quiet confidence, adapt 
without drama, explain without hesitation and rely on without workarounds. 

That is a different measure from capability alone. And it’s the one that matters most once the 
honeymoon ends and the real work begins. 
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About Frontier Software 
 
Frontier Software is a leading software and services organisation specialising in digital 
transformation for payroll and HR solutions. With over 40 years of industry experience, our 
comprehensive solutions are trusted by businesses across the globe. Our expert team is dedicated 
to helping organisations streamline their payroll and HR processes, ensuring compliance, accuracy, 
and efficiency. Looking to enhance your payroll and HR processes? We can help you optimise your 
existing Frontier Software solution or create a completely new system tailored to your business 
needs.

We help businesses reduce complexity, control long term cost and build payroll and HR systems that 
remain clear, dependable and fit for purpose not just at go-live, but long after. Explore more at  

www.frontiersoftware.com 

http://www.frontiersoftware.com/


 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Commitment to customer  
service is our number one priority. 

Michael Howard, Founder 

This document is provided for informational purposes only and may include proprietary or 
confidential material. While care has been taken to ensure the accuracy and reliability of the 
information presented, the content reflects our understanding and views at the time of 
publication and is provided on an “as is” basis. The information does not form part of any 
contract and should not be relied upon as the sole basis for making decisions, nor should it 
be interpreted as a commitment, warranty, or guarantee of any kind, including regarding 
future products, features, or outcomes. 
 
No representations are made as to the completeness, accuracy, or suitability of the material, 
and we disclaim all implied warranties, including warranties of merchantability and fitness for 
a particular purpose. To the maximum extent permitted by law, we accept no liability for any 
direct, indirect, incidental, or consequential loss or damage arising from the use of, reliance 
on, or interpretation of this document, including any inaccuracies, omissions, or subsequent 
changes. 
 
The content may be updated or modified without notice, and we are under no obligation to 
revise or maintain the information unless required by law. This document may not be copied, 
distributed, or reproduced without prior written permission. Readers should seek independent 
advice or verification where appropriate. 
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