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QUESTIONS 1-5

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section A: Payroll
Accuracy and Processing Controls
Is Every Employee Paid Correctly, On Time, Every Time?

Payroll is the most personal financial transaction an organization processes.
Errors in payroll — overpayments, underpayments, incorrect withholdings, missed
benefits deductions — damage employee trust, create compliance exposure, and
generate costly corrections. The System CFO ensures payroll processing operates
with the same precision and controls applied to any critical financial
transaction.

A. PAYROLL ACCURACY AND PROCESSING CONTROLS

1 Payroll accuracy exceeds 99.5% — error rates are tracked by
type (gross pay, tax withholding, benefits deductions,
garnishments), and errors are investigated for root cause with
preventive corrections implemented.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

2 Payroll processing has adequate controls — input validation,
approval workflows, segregation of duties between payroll
preparation and approval, and pre-submission audit reports are
standard procedures.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

3 Payroll is reconciled to the general ledger each period —
total payroll expense, tax liabilities, benefits costs, and
accrued compensation tie to GL balances with differences
investigated and resolved.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

4 Off-cycle payments (bonuses, commissions, severance,
corrections) follow a controlled process — with documented
approval, proper tax treatment, and timely recording in both
payroll and the general ledger.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

5 Payroll records are complete and audit-ready — employee files
include I-9 verification, W-4/state withholding elections,
benefit enrollment, compensation authorization, and all
changes documented with effective dates.
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Non-Ex
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Ad Hoc

3

Dev

4

Estab

5

Best

SECTION A SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 6-10

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section B: Multi-State
and Multi-Jurisdiction Compliance
Are You Withholding Correctly in Every State Where Your Employees Work?

Remote work has exploded the complexity of payroll tax compliance. Employees
working from home in different states create withholding obligations,
unemployment tax registrations, and local tax requirements that many
organizations fail to track. The System CFO ensures that every employee's work
location is captured, every jurisdiction's requirements are met, and the
organization is not accumulating unrecognized payroll tax liabilities.

B. MULTI-STATE AND MULTI-JURISDICTION COMPLIANCE

6 Employee work locations are tracked and current — the
organization knows where each employee physically works,
including remote workers, and updates this information when
employees relocate.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

7 State income tax withholding is correct for every employee —
taxes are withheld based on actual work location (not
headquarters location), including reciprocity agreements where
applicable.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

8 State unemployment insurance registrations are current — the
organization is registered for SUI in every state where it has
employees, with correct tax rates applied based on experience
ratings.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

9 Local payroll taxes are identified and withheld — city,
county, and special district taxes (common in PA, OH, NY, and
other jurisdictions) are identified and withheld correctly for
applicable employees.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

10 Payroll tax returns are filed timely in every jurisdiction —
federal, state, and local payroll tax returns are filed on
schedule with no penalties for late filing or underpayment in
the past 12 months.
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SECTION B SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 11-15

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section C: Worker
Classification and Contractor Management
Are Your Contractors Really Contractors — or Are You Creating Misclassification Risk?

Worker misclassification is one of the highest-consequence compliance risks in
employment law. Treating an employee as an independent contractor to avoid
benefits, payroll taxes, and employment protections exposes the organization to
back taxes, penalties, benefits liability, and potential class action
litigation. The System CFO ensures that every worker is correctly classified
using defensible criteria applied consistently.

C. WORKER CLASSIFICATION AND CONTRACTOR MANAGEMENT

11 Worker classification follows a documented framework — the
organization applies IRS common-law factors, economic reality
tests, or applicable state tests to determine whether each
worker is an employee or contractor.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

12 Contractor agreements include protective provisions — written
contracts define the scope of work, payment terms, IP
ownership, confidentiality, and the independent contractor
relationship with appropriate representations.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

13 1099 reporting is complete and accurate — all contractors paid
above the reporting threshold receive timely, accurate
1099-NEC forms, and the organization retains W-9 documentation
for every contractor.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5
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14 The organization periodically reviews its contractor
population for misclassification risk — a formal audit of
contractor relationships occurs at least annually, evaluating
whether the actual working relationship matches the
classification.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5
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15 International contractor compliance is managed — for
contractors in foreign countries, the organization addresses
local employment law, permanent establishment risk, data
privacy, and tax withholding requirements.

1
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4
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SECTION C SCORE:   Total: _____ / 25          Average: _____ / 5
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QUESTIONS 16-20

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Section D: Workforce
Cost Optimization and Analytics
Do You Understand Your Total Cost of Workforce — and Are You Optimizing It?

Workforce cost typically represents 60-75% of operating expenses, yet most
organizations manage it with less analytical rigor than they apply to their 5%
travel budget. The System CFO brings data-driven analysis to workforce cost —
understanding not just total spend but productivity per employee, cost per
function, benefits utilization, and the return on human capital investment.

D. WORKFORCE COST OPTIMIZATION AND ANALYTICS

16 Total cost of workforce is calculated comprehensively —
including base compensation, bonuses, benefits, payroll taxes,
stock compensation, contractor costs, recruiting, and training
as a single, complete view.

1

Non-Ex

2
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3

Dev

4

Estab

5

Best

17 Revenue per employee and cost per employee are tracked — the
organization monitors workforce productivity ratios and
benchmarks them against industry peers to evaluate staffing
efficiency.

1

Non-Ex

2

Ad Hoc

3

Dev

4

Estab

5

Best

18 Benefits cost and utilization are analyzed — the organization
evaluates whether its benefits programs (health, retirement,
wellness) are cost-effective relative to employee utilization
and satisfaction.
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2
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3

Dev

4
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5
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19 Workforce planning connects headcount to financial forecasts —
every budgeted position has a start date, compensation, and
full cost modeled in the financial plan, with variance tracked
against plan.

1

Non-Ex
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3

Dev

4
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5
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20 Overtime, contractor spending, and temporary staffing are
monitored for cost optimization — these variable workforce
costs are tracked for patterns that suggest the need for
permanent headcount or process improvement.

1
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SECTION D SCORE:   Total: _____ / 25          Average: _____ / 5

OVERALL ASSESSMENT SCORE

Section A: ___ / 25     Section B: ___ / 25     Section C: ___ / 25     Section D: ___ / 25     TOTAL: ___ / 100     AVG: ___ / 5
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GAP TO GOAL

THE SYSTEM CFO SERIES  |  FREE ASSESSMENT

Gap-to-Goal Action Plan
Bridging the Gap — Payroll and Workforce Cost Compliance Diagnostic

Transfer your five lowest-scoring questions. For each gap, define the target
state, specific actions, owner, timeline, and success metric. Focus on highest-
impact gaps first.

GAP # Q REF CURRENT TARGET SPECIFIC ACTION TO CLOSE GAP OWNER DEADLINE METRIC

1 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

2 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

3 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

4 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

5 Q___ ___/5 ___/5

__________________________________________________

__________________________________________________

______________

______________

__________

__________

_______________________

_______________________

ASSESSMENT SUMMARY

Completed by: ______________________________________   Date: ____________________

Overall average score: _____ / 5          Items scored 1-2 (critical): _____

Items scored 3 (developing): _____          Items scored 4-5 (strong): _____

Top strength: _______________________________________________________________________

Most critical gap: __________________________________________________________________

One action this week: _______________________________________________________________

READY TO GO DEEPER?

This free assessment identified your gaps. The Premium System CFO Toolkits provide

the frameworks, templates, and action plans to close them.  Visit EfuturesCFO.com
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R E A D Y   T O   G O   D E E P E R ?

This Assessment Identified the Gaps.
The Premium Toolkit Closes Them.

PREMIUM: The Organizational Finance Assessment Kit (46 Pages)

The full premium assessment kit includes comprehensive diagnostics

across 16 finance domains including payroll, human capital, and

workforce cost management, with 300+ evaluation items and detailed

remediation planning templates.

Plus: Access the Super Exclusive 46-Page

System CFO Organizational Finance Assessment Kit

A B O U T   T H E   A U T H O R

Hindol Datta
25+ years as CFO and VP Finance  |  $150M+ in M&A  |  CPA, CMA, CIA, PMP, CPIM

Author of The System CFO Series  |  MS Analytics, Georgia Tech

EfuturesCFO.com
LinkedIn: Hindol Datta  |  YouTube: @efuturescfo

Where Leadership Meets the Future
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