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Playbooks for accountancies

This playbook is for accountancy leaders who want to grow a successful 
accountancy, and enjoy the journey.

We want to help you:

• Create systems in your practice that ensure things are done the way you want 
them to be done — so your practice’s unique personality and value shines 
through.

• Remove your team’s reliance on you — so you can work sensible hours and 
focus on the tasks that matter most.

• Scale an accountancy that you, your team, and your clients love.

To support this, we’re creating playbooks that cover the biggest challenges that 
every accountancy faces as they scale.

Like how to recruit, onboard, and support great team members; how to succeed 
with sales and marketing without relying on partners; and how to deliver an 
consistently amazing service to your client.

If you have any questions or feedback about this or any of our playbooks, please 
contact alexis.kingsbury@airmanual.co 

If you’d like to learn more about best practices relating to documenting processes 
and solving your biggest problems, check out www.airmanual.co/resources 

This playbook on outsourcing has been created in collaboration with QX 
Accounting Services, a top 100 outsourcing provider that delivers solutions in 
audit, accounting, tax, payroll, and automation to 350+ accounting firms, including 
PE-backed clients, through a team of 1,100 specialists and a global workforce of 
3,000+ across four countries, backed by Long Ridge Equity Partners with work 
underpinned by ISO, GDPR, and Great Place to Work accreditations. 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“[Outsourcing] completely changed how 
we operate, helping us move from a 

reactive to a proactive approach. The 
transition took effort, but the results 

have been worth it — we’ve significantly 
improved efficiency and scalability, 
setting us up for long-term growth. 

Outsourcing isn’t just about saving 
money. It’s about building a stronger, 
more adaptable business that serves 
clients better and supports our team’s 

development.” 

Peter Ellington, CEO of Triple Bottom Line 

Accounting, using QX Accounting Services 
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Executive summary

When outsourcing client services, your practice may encounter issues like:

• Miscommunication and inconsistent work quality, leading to rework and client 
dissatisfaction

• Over-reliance on senior team members to manage external workflows, putting 
strain on resources

• Difficulty aligning the outsourced team with your practice’s culture and standards, 
impacting service delivery

• Missed opportunities to improve efficiency and keep costs under control

The solution is to implement a structured, well-documented outsourcing process 
that includes:

• A clear onboarding and integration process to familiarize the outsourced team 
with your systems, standards, and expectations

• High-level steps to support clear communication and avoid overlap or missed 
steps, with detailed guidance where needed to deliver what makes you special

• Quality checks and a feedback loop to identify and address issues early, 
ensuring consistent, high-quality results

By implementing these, you can maintain high service standards without having to 
‘give up on outsourcing’ when problems arise. Instead you can update the 
processes to continuously improve and prevent these in future.

The following pages include a lot of detail and step-by-step process templates you 
and your team can use as a starting point… but if you’d like to take the fast track or 
just want a little help, please reach out to us.

All the best,

Alexis & Paddy  
Hosts of the De-stress Your Business podcast and Founders of AirManual 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Why effective outsourcing matters

When done well, outsourcing can transform your practice by helping you scale 
efficiently, focus on high-value tasks, and deliver exceptional service — including 
specialist services like audit, that you might not normally be able to offer! 

However, when it’s poorly managed, outsourcing amplifies inconsistencies, wasted 
time, and leads to frustrated clients. Having a clear and well-structured outsourcing 
process is essential to avoid these issues and achieve the best results.

When outsourcing is managed effectively, you can:

• Deliver consistent, high-quality work by ensuring that your outsourced team 
meets your standards on every project. Without clear expectations, outsourced 
work can vary in quality, potentially leading to rework or client dissatisfaction.

• Improve efficiency across your team by offloading routine tasks and freeing up 
your in-house team to focus on complex, client-facing work. This shift reduces 
tax season bottlenecks, makes the workday more rewarding for your team and 
increases their capacity for high-impact projects.

• Scale your practice sustainably by adding resources as needed without the 
commitment of hiring permanent staff. Outsourcing allows you to adjust support 
based on demand, helping you manage workloads smoothly, even during peak 
periods.

• Lower operational costs by moving repetitive and time-consuming tasks to an 
external team. Effective outsourcing reduces overheads, providing flexibility and 
cost predictability without sacrificing quality.

• Respond to evolving client needs by accessing specialized expertise. A strong 
outsourcing partner brings additional skills and resources such as complex audit 
processes, making it easier to adapt to client demands and stay competitive.

To make outsourcing work well, invest in setting up the right processes, defining 
clear roles, and keeping communication consistent. A well-structured outsourcing 
process ensures that your external team works as a seamless extension of your 
practice, enhancing service rather than complicating it. 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“Outsourcing has been a fantastic 
experience for us. We were able to get 

super-qualified resources who have 
delivered a very high standard of work. 

The resources are very efficient and 
responsive and a delight to work with. 
We now look at QX to not only provide 

us with outsourced accounting services 
but to be our IT partner to provide us 
with the skills we need to embrace all 

the accounting systems in the UK.” 
 

Mike Senior,  

Partner, Bright Partnership LLP 

 7

https://www.brightpartnership.co.uk/


Common mistakes to avoid

We reviewed outsourcing experiences from over 20 practices, and certain mistakes 
come up time and again. 

These can hinder the effectiveness of your outsourced team and prevent you from 
getting the best results. Avoiding these common mistakes will help you create a 
strong, reliable outsourcing partnership that works seamlessly with your team and 
elevates your client service.

The most common mistakes are:

• Failing to get clear on your values and preferred 
ways of working first so that you can train your 
outsourced team on these.

• Lack of a structured team onboarding process so 
the outsourced team struggle to meet your 
expectations or align with your practice’s values.

• Not defining roles and responsibilities clearly 
leading to duplicated efforts or tasks falling 
through the cracks.

• Holding back on telling clients about your outsourced team, rather than sharing 
the benefits they get from your chosen approach.

• Lacking a consistent communication routine so the outsourced team miss 
important details, misinterpret priorities, or fail to adapt to evolving client needs.

• Ignoring quality control and feedback loops leading to recurring mistakes, lower 
service quality, and missed opportunities for improvement.

• Not setting up an escalation process for issues so minor and major issues go 
unresolved or become a bigger problem.

• Neglecting performance reviews and continuous improvement, missing the 
chance to address challenges early, recognize achievements, and refine 
processes to support long-term growth.
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Any of these mistakes can create inefficiencies, lower service quality, or add 
unnecessary strain on your team. When you identify one of these issues, it’s 
important to act swiftly to prevent it from happening again.

When you spot a mistake that is being made by your outsourced team, you’ll want 
to stop it from happening again in future.

So you might:

• Ask the outsourced team to remember not to make the mistake again

• Or decide to do it in-house next time (because you’re not convinced the 
outsourced team will get it right)

• Or do nothing (because you’re not convinced the outsourced team will get it 
right, but realize that you and your in-house team don’t have time to take it on 
yourself!)

Unfortunately, none of these actions will prevent mistakes from reoccurring, and 
will erode the benefit your outsourcing partnership can deliver.

Your feedback to the team might help them to avoid one type of mistake, but they’ll 
make others. It’s not realistic to expect every team member to remember the 20+ 
things that need to be done in a specific order. It’s human nature to forget.

If you decide to do it yourself, you’ll be holding the business back in other ways. 
You’ll become a bottleneck, slowing down the process, holding back career 
development for your team, and causing all sorts of issues when you get sick or 
need a holiday.

The solution is to provide documented process that anyone in your outsourced 
team can follow. Once the process is documented, you can make sure it includes 
steps and guidance to avoid mistakes. 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Set up a great outsourcing 
partnership

So, how do you go about setting up a great outsourcing arrangement?

We want to create a series of processes that delivers results that your clients love, 
your team loves, and you love. They need to:

• Be streamlined and efficient.

• Make mistakes rare and stop them from happening twice.

• Provide a smooth experience thats in line with your values and unique selling 
point.

• Continuously improve over time.

This sounds difficult, but it doesn’t need to be. You don’t need a big team, you don’t 
need to hire experts, and it doesn’t need to take months before you start to get the 
benefits.

In fact, using the steps below you can create and begin to set up an 
outsourcing arrangement for your own practice in just a few hours.

Here’s what to do:

1. Review our best practice template (page 25 or online). You can use it as starting 
point for your own process, or as inspiration.

2. Create your own process by copying the template or starting from scratch:

• The steps need to reflect the way you want to implement outsourcing in your 
practice.

• Include guidance to help your team avoid costly mistakes (including the ones 
listed in the previous section!)

 10

https://airmanual.link/playbook/set-up-outsourcing-partnership


• Consider how you can add some “Wow factor” — see page 16 for ideas.

• Don’t worry about making it perfect — just having the high level steps 
documented is way better than nothing.

• Include steps in the process for both the client and the team to provide 
feedback — you can make improve the process in future using their input.

3. Review it with your team and chosen outsourcer confirm that nothing’s been 
forgotten and that it’s easy to use. If you spot issues, then simply make tweaks!

4. Follow the checklist to implement a great outsourcing partnership!
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“YOU CAN CREATE AND 
START TESTING A PROCESS 

FOR YOUR OWN PRACTICE IN 
JUST A FEW HOURS”



Where to document your processes
Choosing the right tool for documenting processes is essential for ensuring they 
are easy to find, follow, and update.

Practice management software is great for tracking interactions with clients, and 
their deadlines, but isn’t the right tool for documenting the detailed guidance your 
team need for every process in your practice.

Screen capture tools like Scribe and Loom can be useful for demonstrating specific 
tasks, but are painful to update and tend not work well for parts of the process that 
don’t involve technology.

You can document your process in Google Docs or Word, and these are a great 
place to start if you only have a few clients. However, as you scale up, it’s worth 
investing in a Process Management Tool that allows you to combine:

• An interactive checklist, so you can track which steps have been completed 
and which have not

• Documentation, images and videos to support users in completing each step

• Form fields and file uploads, so your team can capture important information 
while using the checklist

• Management tools, so you can see the status of checklists and when tasks are 
overdue

• Automations, so the data you collect in your checklist can be passed to other 
tools (like Xero, or your Practice Management Software)

As the founders of AirManual, we’re biased and recommend this platform. We 
believe it does the best job at removing the friction from getting processes 
documented and used; and it now provides a wide range of templates specially 
designed for accountancies. Alternative platforms include Process.St, Waybook 
and Whale.

AirManual users can take our best practice template and copy it directly into their 
workspace to get started. 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Template highlights
Here are a few highlights from our template, which you can find on page 25 and 
online:
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Steps are checked off 
as you complete them, 
making it easy to 
manage or handover 
to a colleague.

When viewed online, 
you’ll see an overview 
of all the steps before 
clicking into individual 
ones. This makes the 
process feel easy-to-
follow, rather than 
overwhelming. 

A brief introduction 
reminds the team why 
we do this, and how 
long it typically takes.

https://airmanual.link/playbook/set-up-outsourcing-partnership
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Each step has just 
enough detail so that 
it’s easy for you to 
follow, with additional 
tips and guidance 
available where 
needed.

As processes are 
critical to outsourcing 
success, we’ve 
highlighted relevant 
playbooks and 
process templates you 
can use to address any 
gaps you have in your 
existing processes.
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Some steps include 
useful guidance from 
outsourcers, to help 
with common 
challenges they 
experience when 
supporting their 
clients.

Checkboxes and text 
input fields within 
steps make it difficult 
to forget important 
steps.



Add the “Wow” factor

Outsourcing is an opportunity to enhance your client service in unexpected ways. 

By freeing up your in-house team from routine tasks, outsourcing gives you more 
capacity to go above and beyond for clients, creating moments that truly “Wow” 
them. This leads to stronger client relationships and sets your firm apart.

If you want to make a lasting impression, here are some ways to add the “Wow” 
factor with outsourcing:

• Start with solid foundations by creating a structured process that integrates 
smoothly with your team’s workflow and ensures quality. A reliable, efficient 
outsourcing setup means fewer delays or errors, leaving clients with a seamless 
experience.

• Introduce a single point of contact to manage outsourced work, so your clients 
always know who to reach out to. This helps build rapport and avoid any 
confusion about the status of tasks.

• Use the extra time from outsourcing to engage clients proactively. Regular 
check-ins or quick updates on project progress show clients that you’re attentive 
and focused on their needs.

• Reflect your brand’s personality in every client interaction (outsourced or not). If 
you pride yourself on being a friendly, supportive practice, use every touchpoint 
to convey this—whether through personalized emails, proactive updates, or 
friendly calls to discuss goals and needs.

• Set timelines that clients will appreciate, and aim to exceed them. For example, if 
a project is due in a week, deliver it a day early to impress clients with your 
efficiency.

• Be transparent about how you use outsourcing to benefit your clients.

• Invest in high-quality templates, making your communications, forms, and 
resources easy to navigate and visually appealing to avoid having a two-tier 
perception of quality depending on what you do in-house vs. outsourced.
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• Use an outsourcing provider that offers certifications and services that you’d 
otherwise be unable to offer, such as Cyber Essentials, ISO 27001 for Data 
Security, ISO 9001 for Quality management, and ISO 27701 for Privacy 
Management.

You don’t need to do everything on this list. Even a few of these touches can help 
you use outsourcing to elevate client experiences, setting your practice apart and 
keeping clients loyal over the long term.

Keep the focus on what matters — the desired result is a client who feels truly 
cared for and values your firm’s unique approach.
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Increase service quality

Outsourcing isn’t just about cutting costs—it’s one of the best ways to support 
sustainable growth and ensure high service standards as you scale.

The best way to use outsourcing to both grow and enhance quality is by focusing 
on:

• Streamlining your team’s workload, so they can concentrate on high-value, 
client-facing tasks

• Building flexibility and scalability into your resourcing, so you can handle more 
clients without overstretching your team

• Maintaining consistent quality standards, with clear benchmarks for both your in-
house and outsourced teams

When team members are regularly pulled into routine tasks, or processes can’t flex 
during peak seasons, it’s easy to end up with burnout, slower turnaround times, or 
inconsistent service.

But, with the right approach, outsourcing can become the backbone of scalable, 
high-quality service.

Of course, creating this scalability with outsourcing doesn’t have to mean making 
drastic changes right away! 

Start with a few core processes, monitor the results, and gradually build out your 
outsourcing approach to support growth while keeping quality at the heart of your 
service.
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Roll it out to the team

Simply documenting your processes won’t get results.

Your outsourced team need to deliver with all the clarity, passion and attention to 
detail that you’d expect from you in-house team.

To achieve this:

• Make sure a process has been reviewed by the team and tested end-to-end 
before you hand it over — so anything that causes confusion or other issues 
can be tweaked.

• Create a process to train team members. This could include steps to review 
the appropriate checklists, watch recordings, and do role plays.

• Hold your in-house and outsourced teams accountable for using and improving 
the processes. It needs to be clear that not following the process is not an 
option — instead, identifying issues and suggesting improvements to the 
process is part of everyone’s job.

• Make sure outsourced and in-house teams have a way to share challenges, 
and that these are reviewed in a timely manner. We recommend tracking 
issues in a document, and prioritizing and tackling the biggest issues in regular 
team meetings.

• Treat every issue as a process issue — not a people issue. When something 
goes wrong, it’s almost always a symptom of something that could be 
improved in your processes or your training.  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Review the impact

The long-term impact of a well-managed outsourcing process can be 
transformational for your practice:

• Build stronger relationships with clients by consistently delivering high-quality 
work on time, strengthening their trust in your firm.

• Improve client satisfaction and retention by allowing your in-house team to focus 
on client-facing activities and higher-value projects.

• Scale your practice more effectively by adding capacity when needed without 
committing to permanent hires or risking last-minute resource shortages.

• Reduce operational costs by outsourcing routine tasks, allowing your practice to 
reduce overheads and achieve more predictable costs.

• Empower your team by freeing them from repetitive tasks, increasing their job 
satisfaction and allowing them to contribute to more meaningful work.

• Increase your practice’s efficiency and capacity, ensuring your in-house team can 
handle more clients and projects as your firm grows.

You should aim for these benefits over time, though some of them may be difficult 
to measure immediately.

To review the impact from the client’s perspective, consider using an NPS survey at 
the end of each quarter or project phase. This simple survey includes two 
questions: the first asks clients to rate how likely they are to recommend your firm 
to others, and the second gathers feedback on what would improve their rating in 
the future.

Tracking these scores over time will give you insights into the success of your 
outsourcing process, helping you identify opportunities for improvement or areas 
where standards may have slipped.

Build on this further by setting up regular quality reviews with your outsourcing 
partner. This helps ensure alignment with your standards, and gives you insights 
on where to fine-tune processes to improve service quality over time. 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Get help from experts

Once you’ve started documenting and optimizing processes across your business, 
a lot of the suggestions in this playbook will feel second nature.

But when you’re doing it the first time, it can feel daunting and you might be 
unclear on how much time is worth investing into each step.

An expert can help you to:

• Clearly define the end goal

• Plan how to achieve it, and what to prioritize first

• Leverage best practice templates and tailor them to your practice

• Move quickly and build momentum

• Spot possible issues early on

• Answer any questions

Getting help from experts is part of the package at AirManual — if you arrange a 
demo and planning call at www.airmanual.co/call, the team will share the included 
workshops and support you can expect.

In addition, reach out to an outsourcing provider, such as QX Accounting Services, 
who helped write this playbook! 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Alexis always wanted to be either a comedian, or a 
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THE BEST PRACTICE TEMPLATE 

SET UP A 
SUCCESSFUL 

OUTSOURCING 
PARTNERSHIP 

This template was created in AirManual. You can find it  
online: https://airmanual.link/playbook/set-up-outsourcing-partnership

We are happy for you to copy this template into any format you wish  
to use to support your own business’s outsourcing process. 

https://airmanual.link/playbook/set-up-outsourcing-partnership
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