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The audit profession is at a turning point. The days of relying solely on tax season 
revenue and compliance-driven services are over. Clients now seek deeper insights, 
greater collaboration, and enhanced value. They want strategic partners who can 
guide them through complex financial challenges, moving beyond basic accounting. 
This shift is already underway and for firms that fail to adapt, the consequences 
could be dire.

Client Advisory Services (CAS) is reshaping the role of audit firms, turning them 
into essential partners who deliver real value and strategic guidance in a world 
where expectations are higher than ever.

The traditional audit model is under pressure. Profit margins on standard tax and 
compliance work are shrinking, and clients are no longer satisfied with once-a-year 
interactions. They expect ongoing support, strategic advice, and proactive solutions 
to their financial challenges. Firms that stick to the old playbook risk losing relevance 
and revenue.

Client Advisory Services is becoming the backbone of growth for forward-
thinking audit firms. 

According to the 2024 CPA.com & AICPA PCPS Client Advisory Services Benchmark 
Survey, firms offering CAS are projecting their revenue in this area to double over the 
next three years, with a median growth rate of 99%. This surge is a reflection of the 
increasing demand for strategic, high-value advisory services. 

In 2023 alone, firms reported a 17% median revenue growth, and they’re forecasting 
another 15% increase for 2024. Since the last survey in 2022, median annual CAS 
revenue has jumped by an impressive 61%, far outpacing the profession’s overall 
growth.

Introduction
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What’s driving this momentum? 

 � Firms are recognizing the untapped potential of CAS, especially when they take 
a strategic approach. Those with a formal written CAS business plan are seeing 
nearly $10,000 more in median annual client revenue compared to their peers. 

 � Specialization is also proving to be a game-changer. Firms that focus on industry 
niches—such as construction, professional services, and not-for-profit—are 
reporting 38% higher median CAS revenue and 51% higher net revenue  
per client.

It’s clear that clients are willing to pay a premium for expertise that goes beyond 
traditional compliance work. But success in CAS isn’t just about what services 
firms offer but also about how they deliver them. 

Top-performing firms are investing heavily in technology and upskilling their teams, 
enabling them to serve clients more efficiently while maintaining high levels of staff 
satisfaction. These firms are also leading the charge in rethinking pricing models, 
with only 10% still relying on hourly billing. The shift to value-based pricing reflects 
the true worth of the strategic insights and advisory services clients are seeking.

Source: Journal of Accountancy
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01. Why Advisory?
Adopting advisory services is a strategic necessity for audit firms aiming to stay 
competitive and relevant:

This strategic shift not only boosts profitability but also solidifies the firm’s role as an 
indispensable strategic partner.

Higher Revenue Potential:
Firms moving into advisory services expect a 99% increase in 
CAS-related revenue over the next three years, significantly 
outpacing growth in traditional audit areas.

Meeting Client Demands:
Modern clients seek more than compliance; they value strategic 
insights that drive efficiency and competitive advantage, which 
advisory services are well-positioned to provide.

Deeper Client Relationships:
Advisory roles facilitate continuous client engagement, 
enhancing client retention and satisfaction by aligning closely 
with their strategic goals.

Stable Income Stream: 
dvisory services provide consistent revenue, reducing reliance 
on the seasonal nature of tax services.
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02. Evaluating Your Firm’s Potential
Before expanding into advisory, assess whether your firm is truly ready. 

Start with your team’s expertise - do they have the skills to deliver 
strategic insights in financial planning, business restructuring, or risk 
management? 

Identify market demand by analyzing client needs and industry gaps 
your firm can fill.

Ensure technological readiness, as advisory services rely on advanced 
data analytics and real-time reporting tools. 

Conduct a financial health check to confirm your firm can invest in 
training, tech, and marketing without straining operations. 

Finally, evaluate client relationships - advisory thrives on trust and 
ongoing engagement. If your firm has these foundations in place, you’re 
primed for the shift.
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Strategically integrating outsourcing into your business model allows your firm to 
enhance its advisory capabilities while maintaining flexibility, reducing costs, and 
managing risks effectively. This approach ensures that your firm remains competitive 
and well-positioned to meet the evolving demands.

 � Access to Expertise: Outsourcing provides access to a broader range of 
expertise and specialized skills that may be too costly or impractical to develop 
in-house. This is especially useful for areas like advanced analytics, regulatory 
compliance, and technology solutions, where specialized knowledge is critical.

 � Cost Efficiency: By outsourcing non-core functions, your firm can focus financial 
resources and personnel on developing core advisory services. This shift not only 
optimizes costs but also reallocates resources towards higher-value, strategic 
activities that directly contribute to client satisfaction and retention.

 � Scalability: Outsourcing offers the flexibility to scale operations up or down based 
on client demand without the need for significant capital investment. This agility is 
crucial in the advisory sector, where client needs can change rapidly 
and unpredictably.

 � Innovation Through Collaboration: Partnering with outsourcing providers can 
bring new perspectives and innovative solutions to your firm. These collaborations 
can introduce advanced technologies and practices that enhance your service 
offerings and improve operational efficiencies.

 � Risk Management: Outsourcing can help mitigate operational risks by distributing 
responsibilities across a broader network. This is particularly beneficial in 
managing the complex and often volatile environments in which advisory 
services operate.

03. The Role of Strategic Outsourcing
As your firm navigates the transition to a full-service advisory role, strategic 
outsourcing can play a pivotal role in enhancing capabilities and managing 
resources effectively. Here’s how outsourcing can support your firm’s evolution 
into advisory services:
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04. Assembling Your Advisory Team

05. Leveraging Technology

Building an advisory team is about finding the perfect blend of experience, 
innovation, and insight. Start by identifying leaders who are not only experts in 
financial and business strategy but also possess a profound understanding of 
industry-specific challenges. Include professionals skilled in emerging areas like 
sustainability and digital transformation to ensure your team can handle a range of 
client needs. Each team member should be adept at collaborative problem-solving 
and committed to continuous learning, enabling your firm to stay ahead in a fast-
evolving advisory landscape.

Integrating advanced technology tools is crucial for enhancing the delivery and 
scope of advisory services. By deploying Artificial Intelligence, your firm can 
leverage predictive analytics and automation to refine decision-making processes 
and boost operational efficiency. Blockchain technology adds a layer of robust 
security features and transparency, particularly beneficial in managing financial 
transactions. Cloud computing transforms the operational landscape by providing 
your team members and clients with access to real-time data and collaborative tools 
from anywhere, facilitating a more agile and responsive service delivery.
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06. Marketing Your New Services

Identify Your Audience: Clearly define who your services are for and 
tailor your messaging to meet the unique needs of this audience.

Value Proposition: Highlight the unique benefits of your advisory 
services, such as personalized strategies and advanced 
technological support.

Digital Marketing: Leverage digital platforms such as LinkedIn for 
targeted advertising, content marketing, and engaging with  
potential clients.

Client Testimonials: Use success stories and case studies from 
early adopters to demonstrate the impact and value of your services.

Continuous Engagement: Keep potential clients engaged with 
regular updates, thought leadership articles, and industry insights 
that showcase your expertise.
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Successfully launching and marketing your new advisory services requires 
strategic communication and branding:
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07. Managing Change
Transitioning to a full-service advisory firm involves significant changes internally 
and externally:

Successfully transitioning to a full-service advisory firm requires a structured 
approach to change. Leadership involvement is key, setting the vision and driving 
motivation throughout the organization. A cultural shift must follow, fostering 
adaptability and an innovation mindset among staff. Transparent communication 
ensures employees and clients understand the transition’s benefits, while structured 
feedback loops provide insights to refine services and address concerns proactively. 
At the foundation, internal training equips the team with the skills and confidence 
needed to excel in their new advisory roles. Together, these elements create a 
resilient framework for lasting transformation.

Internal Training

Communication Strategy

Feedback Loops

Cultural Shift

Leadership 
Involvement
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Conclusion
Expanding into full-service advisory offers tremendous opportunities for growth 
and differentiation in the competitive marketplace. By assembling a skilled team, 
leveraging cutting-edge technology, and effectively marketing your services, your 
firm can establish a strong advisory presence. Managing the change carefully and 
maintaining open lines of communication throughout the organization will be key to 
a successful transformation. 

Strategic outsourcing plays a pivotal role in this evolution. It combats high turnover 
rates which can undermine audit quality, by providing access to a pool of specialized 
talent. This ensures continuity, excellence in audit services, and preserves the 
integrity of your firm’s offerings. Furthermore, it introduces efficiencies and 
innovation into the audit process while reducing costs associated with recruitment 
and training. These savings can then be reallocated towards strengthening core 
competencies and expanding your service offerings, thus facilitating the transition 
from traditional audit practices to comprehensive advisory services.
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