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1. Close down any open apps
2. Ask and we'll answer
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[ﬂ North-West Logistics Inc

Assigned fo John Freeman, Ready For Review
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(; ‘= Andi Ancheta assigned this to John Freeman

H Andi Ancheta changed the status from
‘Planned’ to ‘Ready For Review’

John Freeman Thanks @andi_ancheta.
Looking at this now.

@ian_vacin do you want to look over this t00?

lan Vacin Looking good @team ! Happy with
it if you are @john_freeman
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“Without a defined process, we were In
reactionary chaos. Now, we are regularly doing
6-8 onboardings a month without a hiccup.”

— Zach Cochran, Two Roads, Director of Experience
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The facts about client onboarding

The problems:

« Email is painful

« Clients drag their feet

« Client portals become dust-covered

« eOrganizers become doorstops

Most firms take >60 days to fully onboard.
Best firms take <30 days.
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3Cs of lag time:
Chase, coordination and communication.
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The keys to effective onboarding

« Seamless setup
« Collect the info
« Manage the client

« Use a flexible plan

karbonhg.com
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#1: Seamless setup

" ==

Proposal Engagement Work

L everage integrations with GoProposal and Practice Ignition to create the work.

karbonhg.com
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#2: Collect the info

« Get info progressively

« Validate (when possible)

« Set a goal and critical path

« Be clear on deadlines & penalties
« Make it easy for the client

« Collect & capture as you go

Challenges

Skills (time)

karbonhg.com
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#3: Manage the client

« Set expectations upfront

« Be clear on how you will collaborate

« Train clients on how to work with you

* Provide your standard operating procedures

« Dedicated onboarding resource / time

karbonhg.com
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#4: Use a flexible plan

« Engage the client immediately from the start

« Collect & capture as you go

« Geft critical info from the start, and piecemeal thereafter
« Overbake your workflow

« Make it easy to personalize to the client

 Build in the chase

« Use phases to break up the job logically

« Ensure continuity to other processes

karbonhg.com
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Workflow example

Sales

-

Assign Bookkeeper

Setup admin
systems

Monthly
Bookkeeping
Process

—»

Meet with client

Chase missing
docs

Request & receive
feedback

Setup financial
system

Get approval for

recurring processes|

-«

Review recurring
process

L

Educate client

Create P&L | Re-assess project
No Out of scope?
Yes
v Y
Create Balance Clean-up
Sheet Process

Build recurring
bookkeeping
process

Create working GL
file
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Time

Joint tax return (2019)

Directorship

Accounting: Month-end c...

lan Vacin

Help & Feedback

Settings

Log Out

Onboarding checklist

Client kick-off

Details needed in regards to a joint client - Sending Settings

Onboarding: Client onboarding — Work template

Tasks Budget Details

Sending Settings

Kick-off the engagement

Kickoff meeting follow-up - Sending Settings

Chase for missing information

Prep systems

Prep financials / workflows

SREARPMEN Schedule review meeting - Sending Settings

Review & advise

Follow-up

Expand All Sections

Add Client Task

Add Task

Add Client Task

Add Task

Add Client Task

Add Task

Add Task

Add Task

Add Client Task

Add Task

Add Task

oo

e

oo



Workflow Statuses

Statuses

Workflow

Work Types Task Types

This is your master set of workflow statuses. Use work types to create workflows that use a subset of these statuses.

Planned

Ready To Start

Resend Client Tasks

In Progress

Kick-off / Setup

Prep

Process

Review

Follow-up

Automators

Waiting

Waiting for info

Waiting for CPA/CA

Waiting for client

Waiting for client 2

Completed

Cancelled




KARBON Onboarding: Client onboarding — Work template

Tasks Budget Details

Triage Expand All Sections
To-do . . , , 4

Onboarding checklist Sending_Settings Add Client Task  eee
Work
Templates

Client kick-off Add Task  eee
Contacts
Insights
Time Details needed in regards to a joint client - Sending Settings Add Client Task  eee

Joint tax return (2019 ) Kick-off the engagement Add Task soe

Directorship

SEEUREESE Kickoff meeting follow-up ~ Sending Settings Add Client Task ~ *°*

Accounting: Month-end c...

lan Vacin Chase for missing information Add Task  eee

Help & Feedback

Settings
Prep systems Add Task  eee

Log Out

Prep financials / workflows Add Task  eee

RN RPLEN Schedule review meeting - Sending Settings Add Client Task ~ eee

Review & advise Add Task  eee

Follow-up Add Task  eee



Sending Settings

Abigail Silvers v
Client Task Auto-Reminders

Work assi @  Automatically send Gentle Reminders
ork assignee v

(@ Reminder 7 days before task due-date

(® Reminder on task due-date
Send tasks now

@ Daily reminder when overdue
® Schedule tasks to auto send later

Edit Email m
M!




KARBON Onboarding: Client onboarding — Work template

2 - CA Demo Tasks Budget Details

Triage Collapse All Sections

To-do
Onboarding checklist Sending_Settings Add Client Task  eee

Work
Templates
Contacts

Please schedule your kick-off meeting at: www.calendly.com/youraccount
To get you up and running quickly, please schedule your kick-off meeting for some time in the next 2-3 days.

Insights
Time Provide the details of your prior accounting professional (if applicable)

Please provide your prior accounting professional's: - Name: - Firm Name: - Email: - Phone:
Joint tax return ( 2019) Provide your prior year's tax return

Please provide a copy of your prior year's tax return by uploading to this checklist item.

Directorship
[Add your other standard client checklists items here]

Accounting: Month-end c...

Client kick-off Add Task  eee
lan Vacin
Help & Feedback

Details needed in regards to a joint client - Sending Settings Add Client Task ~ eee
Settings
Log Out

Kick-off the engagement Add Task  eee



Build in the capability to track the details in descriptions and comments.

KARBON Onboarding: Client onboarding Q + B

2 - CA Demo
Kick-off the engagement Add Task  eee

Triage 282

k3 Automators
To-do

Work Remind client of upcoming meeting (and send agenda) Due 2 days after  Onboarding Sp...
Remind client to complete necessary client onboarding checklist and remind them of the upcoming kick-off
Templates meeting. Use the following text for the subject line and body of the email and send to the client. Be sure to...

Contacts

Kick-off meeting with client Due 3 days after  Onboarding Sp...
Insights Complete the formal kick-off meeting via video conference or in-person. Review the onboarding process,

current progress against the onboarding checklist, what's needed from the client, what we will provide, tim...

@)  Time

Conduct first onboarding meeting Due 3 days after
RECENTLY VIEWED

= Joint tax return (2019 )
Smith, Fred & Sally Capture the meeting notes below. ®

MEETING NOTES:
= Directorship o

Reach Foundation

TASK TYPE

NEXT STEPS FOR US: None

= Accounting: Month-end c...
Bully's Media LLC

NEXT STEPS FOR CLIENT: ROLE

lan Vacin None

Help & Feedback
ASSIGNED TO

Settings
None

Log Out

days after work start date




Build in tollgates and the ability to handle the unexpected.

X KARBON Onboarding: Client onboarding

e 2 - CA Demo

Triage 282

Prep financials / workflows

k3 Automators
To-do

Work Prep for upcoming client meeting Due 16 days after Onboarding Sp...

Templates ) ) ) .
Create & review client's financial reports Due 16 days after

1 Contacts Review prior year's Profit & Loss and Balance Sheet to get an understanding of where things are at.

alil insights Reassess scope of project Due 16 days after

Review engagement letter in conjunction with the state of affairs of the financials. If a mismatch (e.q.
requires major clean-up), complete a change order request with the client. Depending on the change,...

@) Time

RECENTLY VIEWED Weekly meeting & fraining (3rd week) Due 17 days after  Onboarding Sp...

=5 Joint tax return ( 2019) Catch client up on current onboarding progress, missing items, and take the opportunity to train the client
Smith, Fred & Sally on the firm's processes and the systems they need to use.@ mention the Accountant to take next step.

= Directorship
Reach Foundation Create working GL file Due 20 days after Accountant

& Accounting: Month-end ¢ Reconcile as needed, update Chart of Accounts, perform minor clean up. If a major clean-up is required, cre-
Bully's Megia LLC ate a new piece of work once change order has been signed and returned. On completion, @ mention the...

Customize workflow(s) to client specific needs Due 20 days after Onboarding Sp...
For all client services agreed to, create work from the workflow templates available and customize to fit the
client needs.

lan Vacin

Help & Feedback

Settings Review (and get approval) of financials and workflow processes with Partner Due 21 days after Onboarding Sp...
For the financials and workflows prepped, review with the Partner and get sign-off to show and walk-
Log Out through with the client.Once complete, change the work status to "Review & advise" and send the followin...




Enable the continuity of work to go from onboarding to sold services.

X KARBON Onboarding: Client onboarding

e 2 - CA Demo

Triage 282

Review & advise

3 Automators
To-do

Remind of review meeting (and send agenda) Due 23 days after Onboarding Sp...

Work . . . .
Confirm review meeting and send meeting agenda.

Templates

Conduct final onboarding review meeting Due 24 days after Onboarding Sp...
Once complete, change work status to "Follow-up" and @ mention the Salesperson on completion for en-
gagement follow-up.

Contacts
Insights

@) Time Prepare for review meeting Due 23 days after
Prepare the presentation, agenda, and talking points for the review meeting.

RECENTLY VIEWED

£ Joint tax return ( 2019) Onboarding review meeting (with Partner) Due 24 days after
Smith, Fred & Sally Present the financials (P&L, Balance Sheet), systems setup, processes to follow and provide training

on what it means and where things go from here. Discuss KPIs that will be reviewed each month. Ask...
= Directorship
Reach Foundation

Post review meeting follow-up activities Due 24 days after
Debrief with team on meeting summary, outcomes and lessons learned. Create or update all ongoing
work, workflows, KPIs and engagement details per client discussion. Move Karbon work into recurrin...

= Accounting: Month-end c...
Bully's Media LLC

lan Vacin

Help & Feedback Follow-up Add Task oo

Settings
k4 Automators

Log Out

Conduct post-review meeting call Due 25 days after Salesperson
Call client immediately after onboarding is complete to: 1) Give thanks 2) Administer the NPS/satisfaction
survey 3) Get a testimonial / referral / rating / review
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Work Management Software for Accounting Firms
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Five key workflow concepts to consider

1.
2.

Hand-off: Last task of sales is to create onboarding work.

Client tasks: Use for client meetings and info gathering. Pre-
prep client tasks for send after key moments (e.g. meetings).

System setup: Use with parent task and unassigned sub-tasks.

Task descriptions: Pre-prep with agenda, meeting note
capture, email contents, hand-offs, and multiple status changes.

If/then: Multiple options? Create both & provide details to
delete. Spawned process? Put details in the task description.



Tips & tricks for effective onboarding

e Give options: Don’t assume everyone learns the same way.

e Be clear: Lay out the engagement clearly upfront in terms of
responsibilities and deadlines on both sides.

« Question: Ask lots of them - technical & non-technical.
« Meet regularly: Cadence reduces time and resolves issues.

« Collaborate: Start with clear roles & responsibilities and
collaborate together to get the work done.



Tips and tricks for effective onboarding (cont.)

- Expectations: Get ahead of things. Set clear expectations with
the client from the start.

« Communication: Do it early and often—it’s that simple.

* Process: Spend the time to build a clean, simple, effective,
repeatable, and manageable process in place. Iterate over time.

« System: Get a system to automate the onboarding process to
ensure you aren’t in reactionary chaos.



Wrap up
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Questions?
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Thank you

Get started at karbonhg.com
Follow us on twitter @KarbonHQ

lan@karbonhqg.com

karbonhg.com



