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Introduction
Modern accounting firms are powered by qualified 

experts offering best-in-class services to a wide 

range of high-value clients. Practice managers 

are facing greater issues across multiple areas, 

from hiring and workforce management to client 

relationships and billing efficiencies. These 

challenges often come in the form of increased 

complexity — remote working, changing tax 

laws, sophisticated customer demands and the 

diversity of client financial circumstances.

These problems are both internal and external. 

Internally, wasteful processes, inefficient client 

management or inaccurate reporting all contribute. 

Externally, tax agency backlogs, a tightening labor 

market and the prevalence of DIY accounting 

tools add layers of delay and difficulty.

This puts robust client case management front 

and center for optimizing the accounting firm. 

Accountants who embrace modern digital 

tools have a significant advantage in managing 

workloads, optimizing productivity and maximizing 

revenues. Strong workflow management is 

essential in meeting the demands of partners, 

employees, clients and tax agencies.

In this paper, we explore the challenges facing 

accounting firms and the advantages of moving 

to cloud-based workflow tools. We drill down 

into the problems of the practice manager and 

suggest how strong, digital workflow and case 

management can transform accounting services.

There are significant gains to be had. Less time 

spent on administration and handovers means an 

increased focus on revenue-generating services. 

Practice managers can maximize billable hours, 

while reducing administrative burdens and 

ensuring employee satisfaction. Accountants can 

transition away from low-value tasks to position 

themselves as expert advisors who provide deep 

knowledge that impresses and retains clients. 

A cloud-based workflow management tool 

is a powerful way to increase the impact and 

value of your accounting services, client 

relationships and talented employees.
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Executive summary

1  CPA Practice Advisor, 2022 CPA Firm Management Association Survey Results

2  Fits Small Business, Important Accounting Statistics for 2022

3  Balancing Everything, Accounting Statistics & Facts

• Strong workflow and case management 

are essential to meeting the challenges 

of the modern accounting firm.
• Complexity makes it more important 

than ever to take advantage of digital 

tools: 63 percent of accounting firms now 

use an external cloud provider.1

• Accounting firms state their main challenges are: 

keeping up with regulatory change: 51 percent; 

recruiting and retaining good employees: 35 

percent; acquiring and retaining new clients: 

26 percent; keeping up with technology: 24 

percent; the overall economy: 19 percent; and 

the economic health of clients: 18 percent.2

• Accounting firms should not be fighting 

an internal battle with their systems and 

workflow, but old and outdated systems 

make this a difficult and onerous task.
• Client cases require more sophisticated accounting 

expertise, driven partially by the increase in self-

employed business owners, diverse investment 

asset classes like cryptocurrency, international and 

cross-border transactions, and the prevalence of 

DIY financial management and bookkeeping tools. 
• Firms must boost their preparation and 

review processes due to changing tax laws, 

tax agency backlogs and an increasing 

requirement for domain expertise.
• Clients and employees demand minimum friction 

when providing and managing communications, 

administration and tax preparation.
• Digital workflow tools remove many of the burdens 

associated with traditional accounting processes.
• Accountants can use productivity gains to 

provide high-value advisory services to clients. 
• Cloud-based accounting platforms support 

greater collaboration, integration, visibility and 

productivity. Accounting automation can return 

the investment within six to 18 months.3
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Challenges facing modern 
accounting firms

4  IRS, National Taxpayer Advocate delivers Annual Report to Congress

Accounting firms must be prepared to deal with a 

unique combination of problems across multiple 

areas. Some of these challenges are internal, requiring 

a stronger focus on collaboration, tools, workflows 

and client management, but many are external, from 

increasing complexity around tax rules and financial 

regulations to an ever-tightening job market that 

makes it difficult to hire strong accounting talent.

Before exploring how cloud-based workflow 

management can optimize workplaces and 

remove bottlenecks, it’s worth looking into 

what creates these issues in the first place.

Delays in tax filing, correspondence 
and administration

In the U.S., the Internal Revenue Service (IRS) has 

been chronically underfunded for many years,4 

resulting in the biggest backlogs in its history. The 

delays create frustration for accounting firms and 

their clients who may have to wait many hours to 

have a telephone call answered, or many months for 

a response to written correspondence or filings.

• Delays in getting answers make dispute 

resolution and penalty avoidance more difficult.
• Uncertainty about a client’s tax situation 

can create confusion and anxiety.
• Accountants must take extra care with tax 

preparations to avoid refiling forms or creating 

extra correspondence with the IRS.

Of course, backlogs in tax agencies aren’t confined 

to the U.S. Organizations like the Canada Revenue 

Agency also periodically encounter delays, making 

it important to minimize unnecessary interactions. 

Workflow management software can 

ensure that all dealings with tax agencies are 

properly completed, reviewed and approved, 

leading to fewer complications or delays.
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Complex tax rules, regulations 
and changes create 
compliance challenges

The U.S. has one of the most complex tax codes 

in the world5, and keeping up with tax law reforms 

creates a significant overhead for accountants, 

who must remain fully compliant. Errors in tax 

preparation or advice can rapidly erode trust and 

expose firms and their clients to costly penalties.

• Staying aware of tax law changes 

requires substantial time and effort.
• Finding a specific expert to answer a complex tax 

question can be difficult in an accounting firm.
• Tax law compliance is foundational to retaining 

clients and maintaining tax preparer certifications.

Workflow tools can share more complex cases 

with the right team of accounting experts to 

ensure that all advice, filings and tax management 

are provided in a fully compliant way.

Sophisticated client needs mean 
increasingly difficult workloads

The rise of self-employment, cryptocurrencies, 

globalization, retail investing and other factors6 

leads to complicated financial circumstances for 

clients and their accountants. This increases the 

burden of financial reporting and tax paperwork 

and can result in higher-than-expected tax bills 

for inexperienced business owners or investors. 

• Individuals and businesses with simpler tax needs 

are increasingly using self-filing software and 

simple bookkeeping services, leaving accounting 

firms to deal with more complex circumstances.
• The extra paperwork and reporting 

5  Time, Our Complex Tax Code Is Crippling America

6  Salem Press, Accounting for Complex Financial Structures

7  CPA Practice Advisor, Will the ‘Great Resignation’ Become the Great Shakeout?

8  CPA Practice Advisor, Accounting and Finance Hiring Trends and Tips for 2022

required for complex tax circumstances 

means more time and effort are required 

to complete tax returns or offer advice.
• New business owners not used to tax 

burdens or investors taking advantage of 

speculative assets may be alarmed by the 

tax implications. Strong communication and 

relationship management is essential.

Workflow management tools allow for the rapid 

and complete collection of supporting information 

and financial forms from clients to create a 

comprehensive and repeatable process for 

managing client communications and expectations.

Tight labor markets create 
hiring headaches

The complex challenges highlighted earlier make 

it more important than ever to hire accounting 

and tax specialists with high levels of expertise.7 

Unfortunately, the labor market is also in a difficult 

position, with employers finding it hard to fill their 

needs for an experienced workforce.8 This often 

means that accounting firms must adapt to an 

increasing desire for remote positions, combined 

with doing more work with fewer employees.

• The move to remote work makes collaboration 

and workflow tools even more critical.
• Employees have never had more choice, 

so employers must provide software and 

processes that make working a pleasure.
• Salary demands are rising rapidly in the 

accounting profession, so firms must get 

maximum productivity from each role.
• Workloads are not properly balanced across 

the firm, resulting in delays and waste. 
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Cloud-based workflow management software 

makes it much easier to support remote work. The 

tools are designed for easy administration and 

assignment, supporting a more productive workflow.

Diversity in software and processes 
requires strong integration 

Clients and accounting firms are using increasingly 

sophisticated software tools and operational 

processes to manage invoicing, expenses, 

bookkeeping, accounting and other financial 

practices. This requires a wide range of integration 

and configuration options to collect, process, 

analyze and report on finances and taxes.

• Integration with a minimal amount of effort is 

essential to avoid the costs associated with manual 

rekeying or reducing the fee for paying for an 

engineer to configure software on your behalf.
• Software should not force firms to adopt 

inefficient accounting practices or processes. 

Instead, a strong software tool will support 

and enhance existing processes.

Cloud-based workflow tools can integrate with a 

range of other systems and tools, automatically 

pulling all necessary information together 

and allowing for a complete view of data. 

9  Journal of Accountancy, Get Results: Improve Your Accounting Firm Processes Using Lean Six Sigma

Inefficient processes 
lower productivity and 
increase risk of errors

Accounting firms develop and add to their internal 

processes over months and years. Unfortunately, 

this can result in inefficiencies and waste, particularly 

if those processes are not re-engineered to take 

advantage of new policies, practices or tools.9 

• Inefficient approval processes may miss important 

document reviews, resulting in mistakes.
• Employees can inadvertently introduce errors 

by manually miskeying important information.
• Bottlenecks and delays in processes 

can result in missed filing deadlines.

Workflow software supports continual improvement 

in accounting processes. Firms can easily design 

best-in-class operating procedures, together with 

a robust approvals system that minimizes delays.

Fortunately, many of these challenges can be 

largely resolved or completely eliminated through 

a cloud-based workflow management system.
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How a cloud management workflow 
platform benefits accounting firms

10  Forbes, The Future Of Accounting: How Will Digital Transformation Impact Accountants?

A strong workflow platform positions accounting 

firms to deal with many of these issues. While 

one tool cannot resolve every problem that 

accountants face, the right technology combined 

with expert employees and efficient processes 

can revolutionize workflow management. 

“Consider this: Centralizing data management, 

particularly through the use of cloud technology, 

reduces waste and lowers costs considerably 

by improving communication and collaboration. 

Standardization and a cohesive datasphere 

make it easier to capture, access, share and 

analyze data. Transparency improves as 

data silos are dismantled, and data quality 

rises, rather than falls, with data quantity.

“Similarly, automation reduces costs and 

improves efficiency by eliminating tedious and 

time-consuming manual labor (e.g., data entry, 

three-way-matching) and reduces human 

error. It drives straight-through processing, and 

rather than replacing human accountants, it 

frees them to focus on strategic tasks requiring 

creativity, collaboration and ingenuity.”10
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Centralize financial information 
from multiple sources

Employees need access to the latest tax and 

finance information across multiple systems, 

documents, reports and forms. Workflow software 

centralizes case information, providing easy 

access to financial details from client submissions, 

tax forms, third-party systems and other data.

This helps eliminate manual errors and lost 

productivity from double-keying and data 

entry. It ensures staff have access to up-to-

date information for the timely completion of 

tax returns and other accounting services.

Share complex cases 
with colleagues who have 
domain expertise

The increasing sophistication of client financial 

affairs may require strong expertise across 

some fairly obscure tax areas. Digital workflow 

tools allow for the easy handover and review 

of cases from subject matter experts, which 

ensures proper due diligence for bookkeeping, 

accounting, tax preparation and financial advice. 

A strong software tool removes siloes within 

the business, allowing for easier information 

sharing among team members, and exposure 

to more difficult cases to upskill staff.

Build a robust approvals process 
for review and signoff

Different client cases require robust reviews, 

approvals and signoffs — from junior accountants 

to team leaders, senior accountants, partners 

and the clients themselves. The right cloud 

software platform simplifies these authorization 

processes, ensuring all stakeholders have 

reviewed and approved cases and filings. 

Workflow management software allows for the 

implementation of standard or specialized approval 

processes, dependent on firm and case needs.

Understand capacity, workflows 
and bottlenecks across the firm

The increasing move to remote employment, 

combined with the rapid uptick of work during 

tax season, means it’s vital to comprehend 

staffing levels, employee capacity, 

productivity and workload demands. 

Workflow management software helps identify 

bottlenecks, underutilized team members and 

overworked colleagues. This allows for the rapid 

redeployment of additional resources to stay 

on top of workloads during peak periods. 
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Maximize productivity and 
meet client and tax deadlines

Cloud-based tools significantly reduce busywork 

and administrative overheads. Employees will have 

all of the information they need at hand, reducing the 

effort spent tracking down documents and figures. 

This maximizes productivity and means more 

time spent on billable work. It also becomes much 

easier to track and meet deadlines, strengthening 

client relationships and building loyalty.

Cloud-based workflow management tools can also 

enhance client communications, making it easy to 

provide status updates and manage expectations. 

Track, manage and report on 
staff tasks and critical work

Workflow management software allows for the 

easy assigning and tracking of cases and tasks. 

Centralized reporting provides an at-a-glance 

overview of workloads across the entire firm, 

together with the ability to drill down into individual 

employee planning and task management. 

Firms can properly resource critical work, 

track progress and resolve potential issues.

Robust reporting offers “one view of the truth” 

for proactive practice management — allowing 

for the easy matching of workforce resources 

with client and workload demands. 

11  CPA Practice Advisor, Accounting Firms & Clients Benefit from the Cloud

Work seamlessly with other 
apps and tools in an accounting 
productivity suite

Some accounting tool vendors provide workflow 

management as part of a wider suite of tools. 

This makes it easier to manage individual cases, 

as integration between the tools gives effortless 

task management, reviews and processing. 

“For more than a decade, accounting 

professionals have been advised to get 

their practice online, that it was imperative 

for them to be competitive in the future. 

‘Productivity-enhancing technologies’ 

and ‘workflow optimization’ became 

keywords for the movement, the continuing 

technological evolution of accounting firms. 

And there’s no doubt that these innovations 

have greatly improved the modern practice, 

resulting in new technologies that help 

professionals work smarter, take on more and 

higher-value clients and engagements, be more 

responsive to client needs, and, ultimately, 

realize greater revenue and profits.”11
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Optimizing cloud workflow 
management across key 
accounting functions

12  CPA Practice Advisor, 2022 CPA Firm Management Association Survey Results

Although workflow management via a cloud 

platform benefits accounting operations as 

a whole, it’s also worth exploring how these 

systems can benefit specific functions. For most 

firms, the following areas will see the greatest 

optimization from cloud-based workflow tools:

• Client relationship management
• Remote working and workforce planning
• Bookkeeping and payroll processing
• Accounting, tax preparation and advice
• Productivity, reporting and billing

“The results of the 2022 CPA Firm Management 

Association Survey showed that 63 percent 

of firms that responded indicated they were 

using an external cloud provider to host their 

applications, up from 51 percent in 2020. 

These survey results indicate that firms 

have continued to move away from using 

internal servers and are choosing to utilize the 

cloud, with only 19 percent of respondents 

now using an internal network.”12
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Enhanced workflows for client 
relationship management
Accounting is a high-value, high-touch service for clients. This means strong customer 

relationship management (CRM) is essential for managing expectations, building trust 

and retaining clients over the medium- to long-term. Effective workflow management 

strengthens CRM by keeping clients informed, gathering and reviewing their information, 

and ensuring accounting firms can assign the right experts to each case.

Challenges with client 
relationship management

A lack of strong workflow management 

for CRM can lead to:

• Difficulty gathering the right information from the 

client, causing delays in providing services.
• Not understanding the full scope of 

accounting work required creates problems 

with managing client expectations.
• Missed or delayed communications results in 

client frustration and wasted time and effort.

How digital workflow improves 
client relationship management

Introducing cloud-based workflow management 

will enhance your CRM in several ways:

• Prompt and remind clients to provide 

and upload information to allow for timely 

case preparations and reviews.
• Clearly establish client expectations 

for the services they will need.
• Understand the amount of work required 

for individual clients and cases to provide 

accounting services in a timely way.
• Track communications with clients and 

ensure they are kept informed at all stages.
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Employee workflows for remote 
working and workforce planning
Accounting firms need to use their employees efficiently, especially during tax season. The 

increasing move to remote working makes it more critical than ever to have a robust case 

management system. Managing workflows in the cloud means it’s easy to understand workloads, 

avoid bottlenecks, pass cases between experts and support a remote working environment.

Challenges with workforce 
planning and remote working

• A lack of awareness of overall, consolidated 

caseloads across the firm makes it difficult to 

assign work to experts with enough availability.
• Employees with particular skillsets and domain 

expertise may be overwhelmed by review requests.
• Remote working can make it challenging 

to provide status updates and control 

intra- and inter-team communications.

How cloud workflow 
improves workforce planning 
and remote working

• Centralized, team-based and individual 

reporting makes it easy for practice managers 

to understand and assign workloads without 

overwhelming specific functions.
• Experts can easily manage and review 

individual cases while minimizing 

the administrative overhead.
• Case notes and communications mean everyone 

can provide status updates, comments, requests 

and other notes to keep people informed.
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Gain accounting workflow efficiency in the cloudwww.caseware.com



Integrated workflows for 
bookkeeping and payroll processing
Bookkeeping and payroll processing are two of the main day-to-day activities performed 

by accounting firms. Modern workflow management can assist with these operations, 

driving up productivity for staff involved with administering either one.

Challenges with payroll 
processing and bookkeeping

• Delays with sharing the latest transaction 

or salary information from clients causes 

late payrolls or inaccurate financial 

reconciliation, reporting or filing.
• Manually sharing information in the firm can 

create keying errors or other issues.
• Lack of integration between bookkeeping, payroll, 

accounting and tax preparation compounds 

difficulties and creates administrative overheads.

How cloud workflow 
management improves payroll 
processing and bookkeeping

• Track the latest details from clients and 

ensure that employees are working with 

the most up-to-date information.
• Effortlessly share data across multiple teammates, 

applications and accounting tools, together 

with appropriate reviews prior to processing.
• Maximize productivity to ensure that 

all bookkeeping and payroll services 

are generating profits for the firm.

14

Gain accounting workflow efficiency in the cloudwww.caseware.com



Strong workflow management 
for accounting, advice and 
tax return preparation 
End-of-year accounting, reporting, tax return preparation, filing and advice are key to both 

customer satisfaction and business revenues. It’s critical that these complex activities are properly 

managed at every stage, to eliminate client frustration and provide robust and timely reviews.

Clients with complex needs will often require in-depth tax advice on the financial 

aspects of their business or other affairs. Cloud-based workflow tools make it 

easier to provide tailored support and strong financial oversight.

Challenges with accounting 
and tax returns

• Clients become frustrated if they do not receive 

timely status updates, answers to tax questions 

or reassurance about their financial affairs.
• Advisors may not have a full picture of a client’s 

complete financial circumstances, resulting in 

missed information and inaccurate tax advice.
• Complex tax returns do not receive the right level of 

analysis from qualified experts, leading to errors.
• Mistakes on tax returns lead to follow-ups, 

audits, penalties and other issues with 

the IRS or other taxation agencies.

How cloud-based workflow 
improves accounting and 
tax return preparation

• Bookkeepers and administrators can ensure all 

relevant information is accurate and up-to-date 

prior to submitting client cases for tax preparation.
• Accountants and domain experts can easily 

share cases to ensure proper scrutiny 

and in-depth reviews prior to filing.
• Case managers can use case notes to 

communicate with clients, answer questions 

and verify they have the right information for 

the rapid and accurate completion of returns. 
• High-quality returns lessen the probability of 

issues, audits or penalties from tax agencies.
• Advisors can take account of case histories 

to provide information and support 

that’s contextual and targeted.
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Digital workflows for productivity, 
reporting and billing
Accounting firms must keep tight control of costs, while maximizing productivity and billing 

appropriately for services. Modern workflow solutions provide a better understanding of services 

that can be billed and combine this with frictionless administration to reduce busywork.

Challenges with productivity, 
reporting and billing

• Administrative overheads and case handoffs 

add to the burden of team members, resulting in 

less time being dedicated to billable services.
• Inadequate team or cross-functional 

reporting makes it difficult to optimize 

the flow of work through the firm.
• Burdensome tools create frustration for employees 

and can result in lost productivity, time not being 

billed or services being billed incorrectly. 

How digital workflow tools improve 
productivity, reporting and billing

• Cases can easily be shared between 

individuals and teams, with effortless 

handovers and a complete history of all 

work, reviews and other key factors.
• Centralized time and work tracking 

allows for the early identification of issues 

and a robust understanding of billable 

vs. unbillable time and services.
• Staff can optimize their productivity through 

intuitive tools that support them in demonstrating 

their expertise, rather than struggling with 

paper-based reviews or clunky processes.

16

Gain accounting workflow efficiency in the cloudwww.caseware.com



Conclusion
The way ahead is clear. The modern accounting 

firm will benefit enormously from cloud-based 

workflow management software, particularly 

as part of a suite of integrated accounting tools. 

The right software platform allows partners and 

employees to offer high-value accounting services 

with minimal administrative burdens or overheads.

These tools significantly improve workflows 

and productivity, enhancing client relationships, 

communications, review processes and 

handoffs. They ensure the easy application of 

specialist knowledge, reduce time wasted on 

low-value tasks, and allow a stronger focus 

on client support and advisory services.

This ultimately results in better client retention, 

more efficient billing and increased revenue. 
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How Caseware Accomplish can help
Caseware Accomplish boosts productivity, keeps everyone on track, and builds confidence in the work being 

done. Staying focused on the right tasks ensures time is spent where it’s needed most, and that deadlines are 

always met. Visibility into the status of all engagements across the firm allows for more accurate planning 

to achieve overall business goals. It’s time to remove silos and adopt more effective ways of working.

Caseware Accomplish: Key features

• Full-suite integration: Work done 

across tools (Working Papers, Time & 

Billing, PBC Requests, etc.), is tracked in 

one place, ensuring nothing is missed 

and reducing the risk of inconsistent information.

• Interactive dashboards: See 

your firm’s full workstream at a 

glance. Apply custom views and 

filters to ensure critical deadlines 

don’t compete, allowing you to focus on what’s 

most important to you and your clients.

• Real-time deliverable status: 

Keep on top of internal and external 

deliverables, know the status of each 

task (open, unassigned, overdue) and 

customize based on what is most critical to you.

• Workload customization: Easily 

drag and drop tasks to reallocate 

them among staff so all critical work 

is accounted for, workloads are 

optimized, and work is equally distributed.

About Caseware 

For more than three decades, auditors and accountants around the world have relied on Caseware’s 

flexible tools and platforms to help them work smarter and more efficiently, and in turn help their 

clients achieve success. Connect with us today to see how we can help your organization.
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