Implementing new technology
for your accounting firm

Introduction
Whether or not your accounting firm is successful and future-proof is becoming
increasingly dependent on the extent to which you know how to use the right
technology.
Working in the cloud, linking up various software packages, third party solutions,
robotisation and automation of manual input are just some examples. These
developments undoubtedly make your work processes more efficient.
As the practice owner or partner of an accounting firm, this offers an opportunity to
re-examine the services you offer and how you can best use your employees now and in
the future.
If you want to adopt new and modern technology, you have a choice to update existing
systems or opt for a completely new software package. Whichever choice you make, it is
important to think carefully about how you are introducing new technology to your firm.
The introduction of new technology can be a fraught process with serious repercussions
if not handled correctly.
In this e-book we will discuss all the steps you can take to introduce new technology to
your future practice.
1. Gather support
2. The right technology choice
3. A plan for a successful implementation
4. Optimal use

Gather support
Determine your direction and collect support within your firm.
Before you commit to new technology including software, it is important to link
it to your business strategy. Only if you follow a clear direction will people be
prepared to invest time and energy.
Department managers, team leaders or employees always want to know which
new applications are meaningful for themselves, their team members and relevant
business processes. By explaining clearly, you will gain support for how the new
applications fit within the business strategy. And that is extremely important
because without support, every attempt to bring about change is doomed to fail. The
implementation stops right there.
To improve your chances of success, you can use these tips to create support within
your firm:

1. Convince your management
It is important to get support from the managers at an early stage within your firm.
At a later stage you can still have room to negotiate all the details, such as the final
choice of technology, implementation details and a timetable.
It is not always easy to get all managers on board and it may take time, but it is
important that they are behind you. Without support from management you will not
be able to implement a change.

2. Clearly demonstrate the necessity
The first step is to clearly demonstrate why something needs to change.
For example, will operating costs go down, or can you offer your clients a better
service or both? Only when everyone understands that new technology can lead to
improvement, can this be a successful project within your firm.

3. Present the new solution
Let people get acquainted with the new technology, provide demos and
documentation. For example, you can have a white paper or own written document
and distribute it to get people excited about the opportunities.
You can also check out webinars or product videos to share or present case studies
and independent testimonials.

4. Find ambassadors
Ensure that you receive support from employees or managers in key positions and
that they also publicly declare this support. This will ensure that employees are more
positive about the idea of implementing new platforms.

5. Involve more employees
It is important to involve people from all relevant departments in your plan,
especially as their work will change with the new applications or technology
platforms. You need to chase employee ‘buy in’.
Make sure they become intimate with the new chosen solution. Create a list of the
most important processes that will change and the employees who have to deal with
this. This way you map out everyone’s involvement and you can also determine the
communication lines.
With this you design a route map for implementing the new technology and that
provides guidance for all involved.

6. Show substantiation
Managers and employees will have many questions about the strategy behind the
change. For example, you will be grilled in particular on the impact this potential new
application will have on the known systems, processes and their own role within the firm.
Make sure you can support your answers. Maybe you are implementing a new solution
because laws and regulations have changed. Perhaps because your competitors are
doing the same or because new and clearly superior technology is available.
Be transparent about this. Then people will better understand why you made this choice.

7. Maintain speed
It is important to provide your employees with enough information about the
upcoming change, but do not forget that this also increases the chance that resistance
arises. It really is a careful balance of consultation without too much contemplation.
Change is always difficult but be careful not to concentrate on people who resist
because they prefer everything the old way.
Do not lose sight of the pace and also think carefully about how much energy you put
into it in order to make everyone enthusiastic.

8. Start small
If there is a lot of resistance to change, which is likely, you should consider starting small.
Break the plan down into easily understood and appreciable components. For
example, if you have a new process that can be easily introduced and shows a
demonstrable improvement in the short term, you will get more support and can
move on to deal with other processes.

The right technology choice
Make an inventory of what systems and technology you currently have and what
exactly you want to change.
As we emphasised in the first chapter, it is very important that the technological
investment fits within the strategy of your firm.
The change must be necessary for example because of new legislation, or to
make existing IT securer, faster or better.
Your first step is to properly map your current systems and processes.
Only after mapping can you make a proper determination of the viability of the new
solution. Can you see which processes are not running efficiently? Is this user error
or system inefficiency? Are all functions of the programs that you use optimal, or can
improvements be made here?
If you notice that radical changes are needed, calculate the return on investment
(ROI). Perhaps you should do this at the very beginning of your change process,
when you conceive of new solutions, because with this information you can urge the
managers in your firm to support the change.

Clear KPIs
To measure the success of a change, it is important to determine and use key
performance indicators (KPI’s), for example, the time it takes to perform tasks, or
customer satisfaction levels.

Make your KPIs clear and simple. If you collect and share statistics on the progress
of the project goals, make sure that they are not too complicated and extensive.
Emphasise potential time savings, more customer satisfaction, cost savings and
making processes more efficient.

Choose carefully
The need for technological change arises when you hear about new options. You may
also have a certain supplier in mind who can offer this software or technology.
However, be careful when choosing a supplier. It is wise to have at least three or four
providers to compare. Involve different employees in the process who will be dealing
with the new software.
You can also ask an external partner for advice choose the right software. Make sure
that the most important stakeholders support your choice for a certain software
program before you sign the contract.

Define projects
You can view the entire process with all the desired changes as a large program or as
a series of smaller projects.
It is easier to complete a task within small projects than within a larger and more
complex program. Another advantage of a series of projects is that they can always
be adapted to new insights as the implementation situation evolves. Make sure that
smaller individual projects remain part of the larger strategic path for the firm.
The success of one project paves the way for the next step.

A plan for a successful implementation
Choose a plan of approach and realise this plan as a project for the
implementation of the new technology.
You now know where you want to go and you have made a choice for technology.
Many IT projects however, still fail in the implementation phase.
This can have several causes. A project can be so unclearly defined that it becomes
overambitious and unattainable, meaning that the project is doomed to fail from the
start. Or perhaps they don’t succeed by failing to monitor and measure progress.
Parallel testing is an option to prevent problems. Instead of switching off the old
system immediately after new programs have been purchased, you can run both
systems side by side. If the new system shows teething problems, you still have the
old one. At the same time, employees can get used the new possibilities cautiously.

Project manager
You can consider appointing a project manager to guide the implementation of all
new technology or programs. It can be a wise choice and there are many advantages
of doing so.
He or she can fully focus on this to see the project through and ‘own it’. If it is not
possible to free an employee full-time to lead the project, an employee can also do
this in addition to his or her other duties. A manager must continue to monitor the
project and ensure that it remains a priority.

Involve employees
Whether you were able to free up a project manager full time or not, it’s best to
split the project into smaller tasks where you always involve other employees. The
advantage of this is that you immediately involve more people in the change process
that you try to implement – especially end users and stakeholders.

Involve clients
You can also contact clients to be the first to test the new solution and to give their
opinion. They know after all, what functions they want, what they are missing and
what they find useful.

Create super users
Select a number of employees to test new software in the beta version. These people
will become your “super users”.
This group of employees should be the first to be trained to work with the new
system and you can use them and include in the entire project of change that you
have deployed. Super users can also then provide their colleagues with support and
user experience tips as soon as the new program is available for everyone.

Optimal use
Ensure that the most important problems or complaints are reported and that
all functions of the new technology are used.
We already mentioned super users in the previous section. These super users
can also collect complaints from their colleagues and report problems that
occur after implementation. They can then again inform the project leader
and management. That is a lot more financially attractive than having to hire
external consultants for this.
The super users will spend a lot of time helping their colleagues with the new system,
so make sure that they have relief from regular duties in the first week or so after
implementation or that additional staff is recruited to support them. Make sure that
you make super user members from the IT team and from all departments that deal
with the new technology.

IT support
There must be sufficient and appropriate IT support during this period. If you are
a smaller accountancy firm you may have to bring this support in from an external
player. Also keep an eye on what kind of guidance or support you can expect from
your new supplier. For example, think of a help desk that your employees can call
with questions.

Managers, the project manager, super users and perhaps also your HR department
can collect information about the use of the new system by the team members. When
managers collect complaints and feedback, they can determine which are the most
important problems and how they should be solved. Make sure that all employees
know where they are with their complaints or comments.

Training
Employees may need to be trained to make optimum use of the new system. Make
sure that these training sessions do not become too intensive or too long. Continue
to explain why the change is necessary. Get buy in.

Progress
Make sure you do not lose sight of your KPI’s after the implementation and make
progress statistics. Measure the progress of the implementation, such as how many
employees have already received training.
But don’t forget that the whole change is ultimately aimed at improving business
processes, working more efficiently, saving money or making your product or service
better. These were the main reasons for purchasing new technology or software,
so make sure you monitor these benefits carefully. It is important to keep this in
mind that these benefits will probably not be immediately visible once you have
introduced the new solution, but that this will take time.
Only as soon as everyone in your firm can handle the new possibilities, will you find
that work runs more smoothly, your service improves, and your practice is ready for
the future again.

Taking control
In a hypercompetitive industry like accountancy, firms need to take
control of their business’s future by insulating themselves against
global trends and changes. If you want to use new technology that is
available today, you have a choice to update existing systems or opt for a
completely new software purchase. Whichever choice you make, it’s time
to take control of your firm’s future today.
The future practice starts right here – book a consultation with us today.
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About APS
APS is a division of Reckon, an ASX listed company. We develop the
software used by the best accounting firms in Australia and New
Zealand to run their business’ and advise their clients.
For professional accountants these solutions include tax and
accounts production. It also delivers a wide range of complementary
applications for practice management.

