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Payroll governance has traditionally been framed as a question of ownership. Does payroll sit with 
Finance, HR or a specialist team? Who signs off the pay run? Who is responsible when something 
goes wrong? 
Those questions still matter. But Payday Super changes the more important question: who sees the 
problem first, who can understand it and who can act on it? 
Since 1 July 2026, employers have been required to pay superannuation on payday, with 
contributions generally required to reach funds within seven business days. At the same time, the 
ATO has greater visibility of superannuation obligations through the connection between payroll 
reporting and superannuation payment data. 
That changes the control environment. The time between an error entering the payroll process and 
its consequences becoming visible outside the organisation is shorter. The quality of payroll 
governance therefore depends increasingly on how quickly an organisation can see, understand and 
resolve an exception. 
 
 
 
 
 
 
 
 
 
 
 
 
The HR Versus Finance Debate Was Built for a Slower World 
The traditional ownership debate made sense when payroll operated with more time and more 
separation between processes. 
HR might own employee data and employment conditions. 
Finance might own financial controls, payments and the 
general ledger. Payroll would sit somewhere between the 
two, translating information from different sources into a 
pay run. 
When something went wrong, there was often time to 
investigate. An incorrect allowance or change to an 
employee's conditions might not become a material issue 
until someone reviewed the results later. 
HR, payroll and finance can therefore all have a legitimate 
connection to the same error. The question is no longer 
simply which function owns the process. It is whether the 
organisation has enough shared visibility to identify the error 
while there is still time to do something about it. 
 
 

Error Enters 
Missing or late 

contribution logged 

External Exposure 
External visibility 

increases 

Consequences 
Payment discrepancies 

become visible 
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Visibility Is a Risk Control 
Consider a payroll discrepancy that results from an incorrect employment condition. 
HR may know that an employee's contract changed. Payroll may see that the resulting pay 
calculation looks unusual. Finance may see a variance in the payroll cost. The employee may notice 
something is wrong from their payslip. The superannuation fund may later receive a contribution that 
does not align with what was expected. 
All these people can be looking at the same event while seeing different versions of the truth. 
This is why visibility should be treated as a control in its own right. 
Seeing an exception is not the same as understanding it. Understanding it is not the same as being 
able to correct it. And correcting it is not the same as being able to demonstrate what happened, 
when it happened and why. 
Effective payroll governance needs all four. 
 
 
  
 
 
 
 
The Single Source of Truth Is Not Enough 
“Single source of truth” has become a familiar technology phrase, but it can obscure the real 
governance challenge. 
A system can hold current employee, payroll and financial information and still leave an organisation 
exposed if people do not know which information is authoritative, who can change it, how changes 
are authorised or how exceptions move through the process. 
The real question is whether the organisation has a common view of critical data and clear 
accountability around it. 
That means being able to answer four straightforward questions. 
 

Who sees it first? 
When an exception occurs, which person or team is most likely to identify it? Is that visibility built into 
the payroll process, or does it depend on a later report, reconciliation or employee query? 

Who can understand it? 
Once an anomaly is detected, can the person seeing it determine what caused it? Or does 
investigation require several teams to reconcile different data sets before anyone can act? 

Are we working from the same information? 
If HR, payroll and finance investigate the same issue, are they using the same employee, earnings 
and payment information? If not, how much time is spent establishing which version is correct? 

Can we prove what happened? 
Can the organisation trace the issue from its original source through detection, investigation, correction 
and payment? A strong control environment needs evidence, not just confidence that an issue was 
dealt with. 

 

See it 
Seeing an exception 

Understand it 
Understanding what caused it 

Correct it 
Being able to correct it 

Demonstrate it 
Proving what happened, when and why 
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Four Practical Tests for Payroll Governance 
Turn these questions into a practical governance exercise. Rather than reviewing payroll ownership 
in the abstract, test the process against what actually happens when something goes wrong. 

 
Measure time to detection and resolution 
Take several recent payroll or superannuation exceptions and map what 
happened. When did the underlying error enter the process? When did 
someone first become aware of it? When was the cause understood? When 
was the correction completed? 
The gaps between those points are more revealing than a policy document. If 
material exceptions routinely take days or weeks to surface or resolve, the 
organisation may have too little room to respond under a tighter payment 
cadence. 

 
Map accountability for critical payroll data 
Identify the data elements that can materially affect pay or superannuation, 
then establish who is accountable for their accuracy, who can change them 
and how those changes are authorised. 
This is particularly important where information moves between HR, payroll, 
rostering and finance. Responsibility should be clear at the point where a 
change enters the payroll process, rather than becoming a matter of debate 
after an error occurs. 

 
Test the exception path 
Choose a real exception and follow it from detection to resolution. 
Who received the first alert? Who investigated it? Where did information have 
to be reconciled? Were there handoffs between teams? Did anyone have to 
wait for a report, meeting or another pay cycle before the issue could be 
resolved? 
This exercise often reveals weaknesses invisible in process maps. A process 
can appear well controlled until an exception has to travel through it. 

 
Model the cost of delayed visibility 
Use actual payroll or superannuation exceptions to consider what would happen 
if they were identified later. 
The impact may include additional correction work, employee queries, payment 
adjustments and potential superannuation obligations, as well as the time 
required to establish what happened. The purpose is to demonstrate the 
operational and financial impact of delayed visibility. 
This gives payroll leaders a stronger basis for discussing investment in data 
quality, integration, controls and exception management. The conversation 
moves from technology preference to measurable risk. 
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The New Strategic Question for Payroll Leaders 
Payday Super has not made the question of payroll ownership irrelevant. It has made it less useful 
as the starting point for governance. 
Payroll still needs clear accountability. HR, finance and other functions still have defined 
responsibilities. What changes is the importance of the connections between them. 
The strongest payroll environments will be those where the right people can see the same 
information, identify exceptions early, understand their cause and act without unnecessary handoffs. 
They will also be able to demonstrate what happened when something does go wrong. 
That is a more demanding standard than simply having a payroll process, a reconciliation or a sign-
off. 
The strategic question is therefore simple:  
 
 
 
If the answer is unclear, payroll governance may have an ownership problem. More importantly, it 
may have a visibility problem. 
And under Payday Super, visibility is becoming one of the most important controls payroll leaders 
have. 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

Move from payroll ownership to payroll visibility. 
Accuracy still matters, but under Payday Super, visibility is becoming a critical control. Strengthen 
payroll governance through clearer accountability, shared data and faster exception management. 

With specialist support from Frontier Software, your teams can identify, understand and resolve 
exceptions before they become larger operational or compliance issues. 

  
Talk to Frontier Software about strengthening your payroll controls. 

www.frontiersoftware.com. 
 

When something goes wrong, who sees the truth first? 
 

http://www.frontiersoftware.com/
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About Frontier Software 
 
Frontier Software is a software and services organisation specialising in payroll and HR 
transformation. With more than 40 years’ industry experience, Frontier Software supports 
organisations to streamline payroll and HR operations, improve consistency and compliance and 
make better use of workforce data. Whether you’re looking to optimise your current Frontier Software 
solution or design a new approach, we help teams build HR processes that are clear, defensible and 
ready for what’s next. 

https://softwaredevelopers.ato.gov.au/DARG20251119?utm_source=chatgpt.com
https://softwaredevelopers.ato.gov.au/PaydaySuper?utm_source=chatgpt.com
https://www.apra.gov.au/news-and-publications/payday-super-readiness-0?utm_source=chatgpt.com
https://www.legislation.gov.au/C2025A00057/asmade?utm_source=chatgpt.com
https://www.legislation.gov.au/C2025A00057/asmade?utm_source=chatgpt.com
https://www.oaic.gov.au/privacy/privacy-guidance-for-organisations-and-government-agencies/handling-personal-information/guide-to-securing-personal-information?utm_source=chatgpt.com
https://www.oaic.gov.au/privacy/privacy-guidance-for-organisations-and-government-agencies/handling-personal-information/guide-to-securing-personal-information?utm_source=chatgpt.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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