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1. Close down any open apps 
2. Ask and we'll answer
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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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• Seamless setup 

• Collect the info 

• Manage the client 

• Use a flexible plan

The keys to effective onboarding
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#1: Seamless setup

Leverage integrations with GoProposal and Practice Ignition to create the work.
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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
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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
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#4: Use a flexible plan

• Engage the client immediately from the start 

• Collect & capture as you go 

• Get 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
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Workflow example



Break the onboarding process into its phases (e.g. workflow statuses). 



Break the onboarding process into its phases (e.g. workflow statuses). 



Build in the expected client interactions to eliminate lag time.



Build in the expected client interactions to eliminate lag time.



Get critical information immediately from the client at the start.



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



Build in tollgates and the ability to handle the unexpected.



Enable the continuity of work to go from onboarding to sold services.
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Introducing Karbon 
Work Management Software for Accounting Firms

karbonhq.com
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Five key workflow concepts to consider

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

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

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

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

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



Tips & tricks for effective onboarding

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

• 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.



• 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.

Tips and tricks for effective onboarding (cont.)



Wrap up
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Questions?
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Get started at karbonhq.com 
Follow us on twitter @KarbonHQ 

 
ian@karbonhq.com

Thank you


