	Clarify the Problem

• When payroll errors occur, the result is an overpayment or underpayment that must be corrected.

• Overpayment and underpayment errors have many causes.  It's important to track the causes so that OAS Payroll can determine the root cause of the problem.

• Since July 2013, there has been an increase in leave audits.  Overpayments have been discovered for prior periods and are being reported during this period.

• OAS Payroll intends to reduce the number and dollars of overpayments and underpayments from current totals.

	

	Breakdown the Problem 

Overpayments issued based on research by the payroll section, and underpayments corrected based on employee's requests for supplemental payments.
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	Target Condition 
Reduce the number of payroll overpayments and underpayments from 284 in January 2015 to 249 in July 2017.






	Identify Root Cause 2. Count over/underpayments as payments vs. occurrences



1. Knowledge Gap of Payroll

Poor communication between employee, supervisor & time keeper regarding standards & deadlines


Current process on counting metrics (occurrence) provides a skewed picture of over/underpayments
Late submission of documents, data entry errors, and missing approval signatures



             Why?
             Why?


Payroll errors
Lack of time & attendance training for staff on work schedules, holidays, on-call & 24/7 shifts

Late leave slips & late time sheets from hourly employees


Part-time employee manual input process:
• Time and Leave
• Holiday Accruals

Inaccurate shift reporting and schedule changes

HRMS leave balances do not match on Leave Tracker-causes confusion and errors

             Why?
             Why?

Require signatures on many different forms (OT & LWOP)

3. Multiple forms to complete and paper processing

4. No standard system for all employees (Leave Tracker not used at all facilities)






	Identify Countermeasures
	Root Cause
	Proposed Countermeasure
	Difficulty
	Impact

	1.
	Increased communication efforts & quarterly stakeholder meetings 
	Medium
	Medium

	2.
	Counting over/underpayments by payments vs. occurrence will provide a more accurate measure
	Low
	Medium

	3.
	Lean process improvement reviews & electronic time and leave reporting (i.e. Leave Tracker)
	Medium
	High

	4.
	Continue participation in statewide Time, Leave and Attendance (TLA) workgroups & continue Leave Tracker implementation (i.e. WSH & ESH)
	High
	High




	

	
Proposed Action  
ID#
Problem to be solved
Strategy / Approach
Task(s) to support Strategy
Lead
Due 
Expected Outcome
1
Knowledge gap of payroll
Increased communication efforts
· Frequent notifications/reminders (i.e. payroll deadlines, open enrollment timelines)
· Increased training & site visit troubleshooting meetings
· Share error data with Programs
· Quarterly stakeholder meetings
Payroll Manager
RBC Chiefs
CIBS Admin
July 2015
Reduced over & underpayments due to better understanding
2
Count over and  underpayments as payments vs. occurrences
Analyze and update metrics
· Redefine under/overpayment metrics
· Analyze improved metrics to identify areas for targeted training and addressing business priorities 
Payroll Manager
OAS MA5
Dec 2015
Provide a clear picture of under/ overpayments
3
Multiple forms to complete and paper processing
Lean process improvement reviews & electronic time and leave reporting (i.e. Leave Tracker)
· Conduct VSMs on: overpayments, assault pay, L&I premium cost analysis, & shared leave
· Implement Leave Tracker at WSH & ESH
Payroll Manager
OAS MA5
Dec 2016
Efficient lean processes; reducing touch points & rework 
4
No standard system for all employees (Leave Tracker not used at all facilities)
Advocate for consistent electronic time and leave processing 
· Continue participation in statewide Time, Leave and Attendance (TLA) workgroups
· Continue Leave Tracker implementation (i.e. WSH & ESH)
Payroll Manager
OAS MA5
July 2017
Greater consistency and efficiency agency wide
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Overpayments - Reduce Payroll Overpayments/Underpayments




	Background
Goal Topic: Reduce payroll over/underpayments
Sub Topic: Increase accuracy of payments to employees:
Measure #: 2015-2017 
Measure:  The amount of overpayments issued quarterly based on research by the payroll section in the Office of Accounting Services, in numbers and dollars.  The amount of underpayments corrected quarterly based on employee's request for supplemental for underpayments, in numbers and dollars.



	ID#
	Problem to be solved
	Strategy / Approach
	Task(s) to support Strategy
	Lead
	Status
	Due 
	Expected Outcome

	1
	Knowledge gap of payroll
	Increased communication efforts
	· Frequent notifications/reminders (i.e. payroll deadlines, open enrollment timelines)

· Increased training & site visit troubleshooting meetings

· Share error data with Programs (HR/RBC/CIBS and when necessary, the Supervisor/Manager)

· Quarterly stakeholder meetings
	Payroll Manager
RBC Chiefs
CIBS Admin
	Complete
Payroll has conducted quarterly Time and Attendance training (for beginning and intermediate levels).
We have been conducting quarterly stakeholder meetings.
	July 2015 and then ongoing
	Reduced over & underpayments due to better understanding

	2
	Count over/underpayments as payments vs. occurrences
	Analyze and update metrics to provide a clear picture of under/overpayments
	· Redefine under/overpayment metrics
	Payroll Manager
	Complete
	Dec 2015
	More accurate picture of over/underpayment numbers 

	2.5
	Count over/underpayments as payments vs. occurrences
	Analyze and update metrics to provide a clear picture of under/overpayments
	· Analyze improved metrics to identify areas for targeted training and addressing business priorities (Complete)
· Create an Access Cross Tab query to readily identify problem areas. (Complete)
· Make enhancements to the overpayment database to enable staff to readily identify problem areas in the field by drawing down to the supervisor/employee level. (Complete)
	Payroll Manager
FSD Ops Team
	Complete

	April 2016
	Identification  of targeted areas to make improvements

	3
	Multiple forms to complete and paper processing
	Lean process improvement reviews & electronic time and leave reporting (i.e. Leave Tracker)
	· Conduct VSMs on: overpayments, assault pay, L&I premium cost analysis, & shared leave 
· Draft and implement shared leave policy
· Draft and implement assault pay policy (Complete)

· L&I Cost Analysis (Complete)
· Meet with ESH and WSH about switching to Leave Tracker (Complete)
· Meet with unions about switching CIBS Consolidated staff to Leave Tracker (Complete)
· Implement Leave Tracker for all Consolidated CIBS Staff (Complete)
· Meet with unions about switching all WSH and ESH staff to Leave tracker
· Implement Leave Tracker at WSH & ESH

	Payroll Manager
FSD Ops Team
	In Progress
FSD Director met with the unions about switching staff pertaining to the CIBS Consolidation over to Leave Tracker and we got the thumbs up.  WSH and ESH have shown interest in switching all staff over to Leave Tracker.  – June 2016
	June 2017

	Efficient lean processes; reducing touch points & rework 

	4
	No standard system for all employees (Leave Tracker not used at all facilities)
	Advocate for consistent electronic time and leave processing 
	· Continue participation in statewide Time, Leave and Attendance (TLA) workgroups


	OAS Chief
Payroll Manager
	In progress and on track
TLA was not funded in this biennium.  Leave Tracker will be enhanced to meet scheduling issues with WSH and ESH.
	July 2017
	Greater consistency and efficiency agency wide
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