The Onboarding Bottleneck

How accounting and tax firms reclaim the billable hours that disappear into chasing client documents —
especially in peak season.

Most firms don't have a lead problem. They have a problem. Good clients sign on, and then the real work stalls — waiting on the
missing W-2, the prior-year return, the signed engagement letter. Multiply that across a tax-season intake and the bottleneck isn’t your
marketing; it's the days your team spends collecting paperwork instead of doing the work clients actually pay for. This short guide is about
that bottleneck: where it forms, what it costs, and how firms clear it without adding staff for three months a year.

No opt-in, no pitch. If document-chasing isn't where your hours go, this will probably tell you that too.

Why onboarding is the bottleneck (not capacity)

A new client is worth far more than the cost of onboarding automation — so the expensive failure isn't acquiring them, it's the billable hours
burned getting them ready to serve. Three patterns show up at almost every firm:

e The document chase. Clients send some of what you asked for, you email back for the rest, they reply days later — and the engagement
sits in limbo the whole time.

e Onboarding that doesn’t scale. What's manageable in June becomes a wall in March; the same manual back-and-forth simply doesn't
survive peak-season volume.

e The same questions, over and over. “Which documents do you need?” “How do I send these securely?” “What's the deadline?” —
answered one client at a time, by your most expensive people.

The bottleneck audit

Answer honestly. Each “no” is billable time leaking out.

e []JA new client gets a guided checklist of exactly what to send — not a back-and-forth email thread.

e [ ]Missing documents chase themselves with automatic reminders, without your team tracking who's outstanding.
e [_JCommon onboarding questions are answered 24/7, not one client at a time.

e [ ]JEngagement letters and intake are collected and signed before the first working call.

e [ ]You can take on peak-season clients without adding temporary headcount.

e [ ]You can see how long onboarding takes and where it stalls.

If you ticked fewer than four, the bottleneck is almost certainly eating billable hours.

The cost-of-inaction worksheet

The number most partners stop on — run it for a single season:

New clients onboarded per season
Hours spent chasing docs per client
Your blended billable rate

Clients you turned away at capacity

Average first-year client value

For most firms the first line is the eye-opener: the hours lost to paperwork, valued at your own rate, usually dwarf what it would cost to
automate the chase.

How firms clear the bottleneck



1. Auto-collect and pre-screen documents. A guided intake gives each client a clear checklist and a secure way to send it, so the right
paperwork arrives the first time.

2. Let reminders do the chasing. Outstanding-document nudges run automatically until the file is complete — no one on your team has
to track it.

3. Answer onboarding questions 24/7. A chatbot handles the repetitive “what do you need from me?” questions, freeing your people for
the work only they can do.

4. Generate the workflow. Onboarding steps and engagement paperwork are created and routed automatically as each client comes in.

5. Scale through peak season. The same system absorbs March volume that manual onboarding can't, without temporary hires.

A CPA firm cut onboarding from roughly 3 days to about 4 hours and took on around 25% more clients during tax season. Results vary by
firm — but faster onboarding freeing up billable capacity is the consistent pattern.

A note on what this is: automation handles document collection, reminders, and intake — it doesn't prepare returns or give tax advice. It clears
the busywork so your team spends more time on the work clients actually pay for.

I Want us to run your onboarding numbers?

Tell us roughly how many clients you onboard in a season and how long document collection drags on today, and we'll map where the hours
are going and what clearing the bottleneck would take — no slides, no obligation. If this isn't a real leak for you, we'll say so.
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OptinAmpOut builds practical AI onboarding and document-intake automation for accounting firms. The figures here are illustrative, not guarantees; results vary by firm.



