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Executive summary
Accounting firms are feeling the squeeze of soaring 

client expectations, expanding regulatory demands 

and a persistent talent shortage. Yet many still rely 

on outdated, spreadsheet-driven workflows that 

struggle to keep pace. Modern, cloud-first engage-

ment platforms address these pressures. They 

marry secure collaboration, artificial intelligence 

(AI), data analytics and embedded automation 

to streamline engagements, improve quality and 

unlock significant efficiency gains.

This white paper distills the hard-won lessons 

of forward-thinking practices that have already 

completed, or are well into, their modernization 

journeys, shifting from desktop workflows to the 

cloud, or moving from paper-based auditing to new 

tech. Drawing on first-hand accounts from firms of 

different sizes, it offers practical tips you can use to 

improve your own culture and readiness level.

By the end of this paper, you’ll have a concise 

checklist to gauge your own readiness. You’ll also 

get practical advice to make rollout smoother and 

pay off sooner.
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Introduction
Why modern tech is no longer optional

New pressures are transforming the way accounting 

firms operate. Clients expect deeper insights, faster 

turnarounds and greater transparency. Regulators 

demand stronger controls and more thorough 

documentation. Meanwhile, firms are grappling with 

staffing shortages and pressure to do more with less.

In this environment, traditional engagement methods, 

often reliant on legacy on-premises solutions, 

spreadsheets, email threads and siloed systems, are 

becoming unsustainable. Manual work leads to more 

errors and slower audits.

Modern engagement management solutions offer 

firms a way forward. They foster better teamwork, 

automate tasks, boost accuracy and enable anytime 

access to files. Most importantly, they give firms the 

tools to work smarter, deliver higher-quality service 

and remain competitive in a rapidly shifting market.

However, transitioning to new technology is not 

without challenges. Firms face real barriers, including 

resistance to change, financial constraints, a lack of 

trusted technology champions, disruption to familiar 

workflows and concerns about productivity dips 

during busy periods. Particularly in environments 

where billable hours are critical, even short-term 

slowdowns can feel risky.

That’s why planning and managing the change 

carefully is essential. This white paper is designed to 

help. Drawing on lessons from firms that have suc-

cessfully modernized, it provides practical strategies 

you can adapt to your own firm’s culture, structure 

and pace. Whether you’re just starting your journey or 

looking to optimize your current approach, you’ll find 

advice to help make your shift smoother, faster and 

more effective.
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Modernizing audit processes and technology 

demands careful preparation and foresight, whether 

you’re just adopting a new tool or building out a full 

digital strategy.  The experience of Baker Tilly, one of 

the largest accounting firms in the U.S., in transform-

ing their audit practice underscores the importance of 

a structured approach.

The firm dedicated approximately seven months 

to planning before beginning their migration. This 

planning window was crucial for aligning stake-

holders, evaluating current workflows, identifying 

necessary customizations and setting clear, measur-

able objectives. Taking this time upfront allowed them 

to anticipate potential challenges and build strategies 

to address them proactively, minimizing disruption 

when the actual shift began.

Defining success metrics early was another critical 

part of the process. For firms embarking on a similar 

path, this might involve setting targets around 

reducing audit cycle times, improving data accuracy, 

increasing staff efficiency, or boosting client satisfac-

tion. Establishing these goals from the start ensures 

that progress can be meaningfully tracked and adjust-

ments made if needed. “One of the things we spend a 

lot of time thinking about at the very beginning of these 

implementations is trying to define what success 

looks like,” said Karen Larsen, Principal with Baker 

Tilly. “That helps us prioritize certain aspects of the 

implementation to ensure a successful outcome for all 

our team members.”

By starting early, defining clear goals, understanding 

the use case and the opportunity to change the way 

audits are being conducted, firms can significantly 

smooth their technology adoption and lay the founda-

tion for greater efficiency, upskilling of junior staff and 

stronger engagement quality over the long term.

Start early and plan thoroughly
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Engage the right people
Successfully modernizing audit practices requires 

more than just selecting the right tools. You also need 

to engage the right people throughout the firm.

Peter Jose, a seasoned leader in audit and accounting 

based in Australia, explained identifying stakeholders 

throughout a firm and understanding their perspec-

tives early in the adoption process is crucial. “It’s the 

‘What’s in it for me?’ question that every stakeholder 

needs answered,” he said. He shared an example 

of engaging younger staff when evaluating a PDF 

analysis tool. By allowing them to test and assess the 

technology’s impact, he not only secured their buy-in 

but also ensured that the tool addressed the most 

pressing operational challenges. 

Leadership plays a pivotal role in championing 

change. Their active involvement sets the tone for the 

organization, signaling the importance of the transfor-

mation and fostering a culture open to innovation.

At Boulay, a Minnesota-based independent ac-

counting firm with offices in Minnesota and Florida, 

the team recognized the value of cross-functional 

collaboration during their technology shift. They 

assembled cross-functional pilot groups, ensuring 

diverse perspectives and comprehensive feedback. 

This approach not only facilitated a smoother im-

plementation but also promoted firm-wide buy-in. 

Involving team members across departments helped 

the technology team better understand how new 

solutions could improve operations. “Over time we’ve 

shifted from having accountants trying to manage our 

technology and processes to having various depart-

ments handle them,” said Jadin Bragg, Partner at 

Boulay. “We don’t just put the technology in place and 

hope it works. We really try to think things through.”

Similarly, Clark Nuber, an award-winning CA firm 

based in the Seattle area, adopted a strategy of 

initiating change with receptive partners. By starting 

with individuals open to innovation, they created early 

successes that served as proof points, encouraging 

broader adoption across the firm. This method 

allowed them to build momentum and address 

potential resistance effectively. “Knowing when to 
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bring that to the full group when you’ve done the work 

is important,” explained Matt Sutorius, Shareholder 

at Clark Nuber.

Engaging the right people, such as leaders who can 

advocate for change, cross-functional teams that 

provide diverse insights and early adopters who can 

model success, is crucial for effective modernization. 

Intentionally including people who are skeptical 

of new technology can also pay dividends.  Tricia 

Katebini Partner, Audit and Assurance with GRF CPAs 

& Advisors, a full-service professional services firm 

based in Bethesda, MD, noted her team included a 

colleague, who wasn’t sold on moving to new tech-

nology, as an early adopter during a tech transition 

to help GRF get better insights. “Bring in the skeptics 

early,” she said. “They will ask the hard questions. If 

you can win them over, the rest of the team will follow.”

How to Build Strong Support

Start with receptive leaders
Identify champions who are already open 

to change. Early wins from these individ-

uals can serve as proof points to inspire 

the broader team.

Involve cross-functional pilot teams
Bring in people from across departments 

to test and shape the implementation. This 

improves usability and creates buy-in 

across the firm.

Include your skeptics
Don’t avoid the critics. Engaging skeptics early 

can uncover overlooked issues and increase 

overall credibility and adoption.

“We don’t just put the technology in place 

and hope it works. We really try to think 

things through.”

— Jadin Bragg, Partner, Boulay
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Communicate consistently
Effective communication is crucial when adopting 

new technology. Consistent, multi-channel 

messaging helps build excitement, reduce fear 

and ensure that everyone in the firm is aligned and 

informed throughout the process.

Baker Tilly’s experience underscores the importance 

of varied communication methods. During their shift 

to a modern audit methodology, they emphasized the 

need for strategic planning and robust communica-

tion. By maintaining open lines of communication, they 

kept everyone informed, involved and excited about 

the changes. “Over-communicating what’s coming is 

important because not everyone reads every email 

or pays attention to every internal webinar,” said 

Marsha Ackerman, Principal with Baker Tilly. “Having 

a multi-faceted communication plan helps get 

people’s attention and ensures they understand that 

something important is on the horizon.”

Simply giving a mandatory directive to switch to a 

new solution or tool can fail, noted GRF’s Katebini, as 

team members who need help understanding the 

reasoning behind the solution might not use it. They 

can see adopting a new solution as burdensome on 

top of their already heavy workloads. So, communi-

cating the future benefits of the change is critical.

By utilizing various communication channels, such 

as emails, webinars and internal updates, firms can 

ensure that messages are effectively disseminated 

and that team members feel guided through the 

change. This approach not only facilitates smoother 

implementation but also fosters a culture of openness 

and adaptability, essential for embracing new tech-

nologies and processes.
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Five Communications Tactics that Actually Work

Lead with empathy and transparency
Acknowledge the challenges and uncertainties that come with change. Clearly ar-

ticulate what is changing, what remains the same and the reasons behind the shift. 

Utilize varied communication methods
Employ a variety of communication methods, such as emails, webinars, team 

meetings and internal newsletters to ensure messages reach all employees effec-

tively. Diverse channels cater to different preferences and reinforce key information.

Engage leadership as influential team leaders
Ensure firm leaders are visibly involved in the change process. Their active par-

ticipation and endorsement can motivate staff and underscore the importance of 

the initiative.

Establish feedback mechanisms
Create avenues for employees to voice concerns, ask questions and provide input. 

Regularly solicit feedback through surveys, suggestion boxes, or open forums and 

demonstrate responsiveness by addressing the input received.

Highlight quick wins and success stories
Share early successes and positive outcomes resulting from the change. Celebrat-

ing these wins can boost morale, highlight the benefits of the shift and encourage 

continued engagement.

“Over-communicating what’s coming is 

important because not everyone reads 

every email or pays attention to every 

internal webinar.”

— Marsha Ackerman, Principal, Baker Tilly
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Collaborate with 
your vendors
One of the most overlooked success factors in a smooth technology 

rollout is building a true partnership with your vendor. When firms treat 

their solution provider as a strategic ally rather than just a software 

vendor, they unlock a deeper level of support, customization and 

ongoing improvement. 

For technology projects with longer rollouts, or that hit bumps in the 

road, vendor collaboration is just as crucial. You need a stable vendor 

with deep experience to help your firm succeed.

UK accounting firm BHP’s experience with their cloud audit platform 

vendor highlights the value of this kind of relationship. As Maisie Poskitt, 

Head of Amazing with BHP explained, “To get the product working and 

get yourself to a really good place efficiency-wise, you need to work 

with the company to make it better. You always want to have that open 

conversation as to what are the issues and how can we improve?”

This collaborative mindset is especially crucial when implementing 

cloud solutions, where security, system integrations and user access 

need to be customized to firm-specific workflows. The best vendors 

offer more than just software. They bring deep expertise in cloud 

architecture, data protection and flexibility that aligns with your 

firm’s requirements.

Moore Global, a global accountancy, advisory and consulting network 

of independent firms, emphasized the importance of regional support 

when rolling out new technologies. “You need language support,” said 

Tony Caldwell, Global Director of Professional Standards with Moore 

Global. “You need people in the same time zone. You need people who 

understand the environment you operate in to appreciate the challeng-

es of the firms.” That kind of localized vendor collaboration ensures a 

global firm can implement changes in ways that make sense regionally.

For smaller firms, collaboration doesn’t need to mean constant engage-

ment, but building trusted relationships with key providers still pays 

dividends, said Peter Jose. Maintaining open lines of communication 

ensures you get the guidance and responsiveness needed to stay on 

track even when challenges arise.

What to look for 
in a strategic 
technology vendor

Deep expertise
They have auditors on 

their team and understand 

accounting, assurance 

and your regulato-

ry environment.

Localized support
Regional teams that 

understand your time 

zone, language and 

client expectations.

Proven imple-
mentation process
Clear roadmap, training 

plans, onboarding support 

and post go-live support.

Open communi-
cation channels
Regular check-ins, 

responsive service and 

a culture of continu-

ous improvement.

Willingness 
to co-innovate
Vendors who listen, evolve 

their product and help 

shape your future—not just 

sell you a license.
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Equip your staff for success
Equipping your team with the knowledge and confi-

dence to adopt new systems is a critical component 

of any successful implementation. Leading firms 

have taken strategic, people-first approaches to 

ensure their staff are not only prepared for change but 

empowered to lead it.

At Baker Tilly, a standout feature of their shift to a 

modern engagement platform was the adoption 

of a “train-the-trainer” model. The firm selected a 

core group of internal change agents to lead the 

shift, provide peer training and serve as ongoing 

resources. This approach created a ripple effect 

across the organization, fostering a culture of shared 

learning and internal support.

To maintain momentum and ensure staff had 

continued guidance, Baker Tilly also introduced 

weekly office hours for the shift team. These sessions 

gave employees regular opportunities to ask 

questions, troubleshoot challenges and receive direct 

guidance from trainers. When paired with peer-led 

support from peer mentors, this created a robust 

framework of help that kept teams engaged and 

confident throughout the shift. 

Wright Vigar, an independent UK-based firm, 

paired a similar philosophy with a phased rollout 

of a modern audit solution. By introducing the new 

system gradually, they allowed teams to adjust at 

a manageable pace. A critical part of their strategy 

was appointing staff champions within each team 

to guide colleagues through the change, offer 

hands-on assistance and encourage adoption. This 

combination of gradual implementation and internal 

leadership helped the firm achieve a smooth shift 

and reinforced a culture of collaboration and continu-

ous improvement.

Buzzacott, another forward-thinking firm, em-

phasized inclusivity in its approach. Recognizing 

that some staff were initially apprehensive about 

switching systems, they established internal 

working groups that spanned the entire firm. These 

cross-functional teams ensured that no process was 

overlooked, and every voice was heard. “No stone 

was left unturned,” said Associate Director Kunal 

Mistry, describing the firm’s thoroughness in evaluat-

ing and preparing for the change.

By offering multiple touchpoints for help and em-

phasizing internal expertise, these firms not only 

eased the adoption of new technology, but they also 

empowered their people to own the process.

Training and Support  
That Works

Use a train-the-trainer model
 Empower a group of internal champions to 

lead training, provide support and encourage 

adoption throughout the firm.

Establish ongoing support touchpoints
 Host weekly office hours and encourage peer 

mentoring so staff always have access to help 

when they need it.

Build inclusive working groups
Involve staff from across the firm to review 

workflows, test systems and ensure every 

voice is heard during the rollout.
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Exercise patience in managing 
your change 
Change doesn’t unfold on a perfect schedule. Ac-

knowledging this from the outset is one of the most 

effective ways to reduce friction. Timelines for tech-

nology adoption are often more aspirational than 

practical and firms that accept this reality early are 

better positioned to maintain trust and momentum. 

As Andrew Paul, Director of Audit Technical with 

Baker Tilly International, put it, “Accepting when you 

start off that your timeline is probably not going to 

work... give yourself that grace and that time.”

 This mindset allows firms to proactively manage 

expectations, reduce pressure on internal teams 

and foster transparency when adjustments become 

necessary. Delays aren’t a failure. They’re often a 

natural part of the learning curve that comes with 

evolving tools, shifting priorities and diverse firm 

structures. Flexibility, in this context, becomes a 

strategic strength and not a lack of discipline.

Equally important is acknowledging the emotional 

and operational toll that change can bring. For many 

firms, technology adoption isn’t just a process shift. 

It’s a mindset shift. GRF CPAs and Advisors learned 

this firsthand. “We don’t want to take a square 

peg and mash it into a circle,” said GRF’s Tricia 

Katebini, describing the challenge of applying legacy 

workflows to a cloud-native platform. 

Rather than trying to replicate the past, GRF focused 

on reimagining how work could be done differently 

and better. This included making space for staff to 

process the change, ask questions and adjust at 

their own pace. “Yes, it’s going to be a big change for 

our staff,” Katebini acknowledged, “but it’s helping 

that runway, get that conversation going.” 

By treating emotional and workflow adjust-

ments as essential parts of the journey, the firm 

helped pave the way for smoother adoption and 

long-term success.
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Automate and integrate smartly
For firms embracing modern audit technology, 

automation and integration improve quality and 

efficiency. Modern platforms with a unified technol-

ogy stack, linked methodology, intelligent workflows 

and a consistent user interface streamline en-

gagements. By eliminating routine manual tasks 

and enabling deeper connectivity across systems, 

leading firms are driving improvements in both con-

sistency and engagement quality.

Ricardo Trujillo, Partner at GRF CPAs & Advisors, 

highlighted the transformative impact of auto-

mation during his firm’s shift. “One of the things 

that attracted me was the linkage...with the risk 

assessment. So, for instance, it helps us automate 

the linkage of the risk assessment with the audit 

programs, the work papers and everything within the 

system.” This type of automation reduces the burden 

of manually connecting risk to response, while also 

improving audit consistency across engagements.

Smart integration is equally crucial. Ricky McClure, 

Senior Manager at Wipfli, a top-25 advisory firm 

based in Milwaukee, WI, pointed to how integrated 

data access reshaped the firm’s workflows: “It 

helps us get better and quicker access to data 

from our clients and not just get it from an older 

method like PDF. We have much better integration 

with that data.”

The end result is more insightful audits. “Our asso-

ciates are engaging with the data more deeply than 

they ever have,” said Stephanie Cavadeas, Partner 

at Wipfli. “They’re using it to produce designed risks 

and designed responses and do a more efficient 

audit.” With fewer manual steps and more mean-

ingful data connections, audit teams can focus on 

higher-value activities leading to better outcomes 

and a more future-ready practice.

Maximize Your Efficiency Gains

Automate risk-to-response workflows
Use platforms that intelligently link risk as-

sessments with procedures and documenta-

tion to save time and improve consistency.

Prioritize system integrations
Make sure your platform connects easily with 

client systems and other firm tools to reduce 

rekeying and speed up data access.

Enable deeper data engagement
Leverage analytics tools that go beyond 

ticking boxes, encouraging more thoughtful, 

insight-driven audit work.
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Conclusion: Your Path Forward
The accounting profession stands at a pivotal moment. Client expectations continue to rise, regulatory 

requirements grow more complex and talent remains scarce. Yet the firms profiled in this white paper have 

demonstrated that modern audit technology isn’t just a competitive advantage. It’s becoming essential for 

sustainable practice growth.

For firms willing to invest in thoughtful change 

management, modern audit technology offers a path 

to differentiation, better quality and efficiency. The 

question isn’t whether to modernize. It’s how quickly 

and effectively you can make the shift while main-

taining the quality and client relationships that define 

your practice. 

Caseware supports firms in shifting to more modern, 

efficient audits by providing advanced technology, 

expert guidance and proven implementation 

strategies. Our cloud-based solutions automate 

routine tasks, improve data accuracy and enable 

real-time collaboration, allowing audit teams to 

focus on higher-value activities. Ready to modernize 

your audit practice? Connect with us to explore 

what’s possible.

Decision-maker’s checklist: Is your firm ready to modernize?

Before diving into a new audit platform, make sure you’ve checked these key boxes:

	F We’ve defined success metrics

(e.g., audit cycle time, staff efficiency, 

quality scores)

	F We’ve identified internal champions

(People who will lead, train and support adoption)

	F We’ve built in time for change

(With realistic timelines that allow for flexibility)

	F We’ve mapped out a communication plan

(Multiple channels, frequent updates, 

clear rationale)

	F We’ve aligned with our vendor

(Collaborative, not transactional—lean on 

their expertise)

	F We’re ready to track impact

(With tools and KPIs to measure results over time)
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How to Build Strong Support
Start with receptive leaders
Identify champions who are already open to change. Early 

wins from these individuals can serve as proof points to 

inspire the broader team.

Involve cross-functional pilot teams
Bring in people from across departments to test and shape 

the implementation. This improves usability and creates 

buy-in across the firm.

Include your skeptics
Don’t avoid the critics. Engaging skeptics early can 

uncover overlooked issues and increase overall credibili-

ty and adoption.

Five Communications Tactics 
that Actually Work
Lead with empathy and transparency
Acknowledge the challenges and uncertainties that 

come with change. Clearly articulate what is changing, 

what remains the same and the reasons behind the shift. 

Utilize varied communication methods
Employ a variety of communication methods, such as 

emails, webinars, team meetings and internal newslet-

ters to ensure messages reach all employees effective-

ly. Diverse channels cater to different preferences and 

reinforce key information.

Engage leadership as influential team leaders
Ensure firm leaders are visibly involved in the change 

process. Their active participation and endorsement 

can motivate staff and underscore the importance of 

the initiative.

Establish feedback mechanisms
Create avenues for employees to voice concerns, ask 

questions and provide input. Regularly solicit feedback 

through surveys, suggestion boxes, or open forums 

and demonstrate responsiveness by addressing the 

input received.

Highlight quick wins and success stories
Share early successes and positive outcomes resulting 

from the change. Celebrating these wins can boost 

morale, highlight the benefits of the shift and encourage 

continued engagement.

What to look for in a strategic 
technology vendor
Deep expertise
They have auditors on their team and understand account-

ing, assurance and your regulatory environment.

Localized support
Regional teams that understand your time zone, language 

and client expectations.

Proven implementation process
Clear roadmap, training plans, onboarding support and 

post go-live support.

Open communication channels
Regular check-ins, responsive service and a culture of 

continuous improvement.

Willingness to co-innovate
Vendors who listen, evolve their product and help shape 

your future—not just sell you a license.

Training and Support That Works
Use a train-the-trainer model
 Empower a group of internal champions to lead 

training, provide support and encourage adoption 

throughout the firm.

Establish ongoing support touchpoints
 Host weekly office hours and encourage peer 

mentoring so staff always have access to help 

when they need it.

Build inclusive working groups
Involve staff from across the firm to review workflows, 

test systems and ensure every voice is heard 

during the rollout.

Your cheat sheet 
for successful 
technology adoption
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