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The Reality No One Says Out Loud

You're paying for tools you don't fully use

Your team still relies on spreadsheets and workarounds

Your systems don't actually talk to each other

Reporting is delayed, manual, or inconsistent

Adding more tools won't fix it.
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What This Session Will Give You
A practical framework — not more software advice

How to evaluate your current stack honestly

How to design workflows before buying tools

How Dynamics 365 + Power Platform + Copilot work together

How to avoid expensive mistakes that set you back

You'll leave with a roadmap you can act on Monday morning.
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The 3 Silent Killers of Tech Stacks

01

Tool Sprawl

Too many systems solving 

overlapping problems. Every 

new tool adds cost, training, 

and integration risk.

02

Disconnected Data

No single source of truth across 

finance, clients, and operations. 

Decisions made on stale info.

03

Low Adoption

The system exists, but people 

don't use it. If your team 

exports to Excel daily, your 

stack isn't working.
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The Mindset Shift
The best firms don't have better tools — they have better systems

A V E R A G E  F I R M

"What tool should we buy?"

H I G H - P E R F O R M I N G  F I R M

"What process are we 

trying to fix?"

The difference between a $200K mistake and a scalable foundation is asking the right 
question first.
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What an Ideal Stack Actually Looks Like
Not tools — capabilities

One Financial

System

Your ERP is the 

backbone. Everything 

flows through it.

One Client

System

CRM owns the 

relationship. Pipeline, 

engagement, 

communication.

Automated

Workflows

Approvals, handoffs, 

and notifications 

happen without email.

Real-Time

Reporting

Dashboards pull live 

data. No exports, no 

lag, no guessing.

AI on

Clean Data

Copilot amplifies what 

works. But only if the 

foundation is solid.
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S T E P  1   

Find the Friction
Start where things break

Where are you re-entering data?

Double entry between systems means 

integration is missing.

Where do approvals stall?

If approvals live in email, they're invisible 

and untrackable.

Where is email the system?

Email is not a workflow tool. Critical steps in 

inboxes get lost.

Where do you lack visibility?

If leadership can't see pipeline or billing in 

real time, there are gaps.

"Your inefficiencies are your roadmap."
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S T E P  2   

Map Your Core Workflows
Every accounting firm runs on 3–5 core workflows

O N B O A R D I N G Client Intake → Engagement Setup → Service Delivery

R E V E N U E Engagement → Time Entry → Billing → Collection

E X P E N S E S Vendor → Expense → Approval → Payment

A D V I S O R Y Reporting → Review → Client Advisory

If your systems don't support these end-to-end, they're not aligned.
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S T E P  3   

Choose Tools That Fit the Flow
Integration matters more than features

Does it reduce steps — or add 
steps?

If a new tool adds complexity without 

removing friction, skip it.

Does it connect to my core 
system?

Standalone tools create data islands. 

Integration is non-negotiable.

Will my team actually use it?

The best feature set is worthless if adoption 

is low.

What about 12 months from 
now?

Choose tools that scale. Avoid solutions 

you'll outgrow in a year.
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Why an Integrated Ecosystem Matters
The value isn't in each tool — it's in how they work together

Business Central

Financial backbone. GL, AP, AR, fixed 

assets, reporting — one system of record.

Dynamics 365

Client relationships, pipeline, engagement 

tracking. CRM that connects to your ERP.

Power Platform

Automation, custom apps, and BI without 

buying more software. Fills gaps, not silos.

Copilot

AI layered across all of it. Summarize, 

draft, analyze — only on clean, connected 

data.
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What Changes When the Stack Works

B E F O R E

CRM disconnected from ERP

Manual invoicing

Excel-based reporting

Email approvals

Delayed billing cycles

A F T E R

Opportunities flow into ERP 
automatically

Invoices generated instantly

Dashboards update in real time

Approvals automated and tracked

Billing cycle cut by 40%+
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Power Platform: The Differentiator
This is where most firms either win — or struggle

Power Automate

Remove manual steps. Approval 

workflows, notifications, data syncs 

— no code required.

Power Apps

Solve gaps without buying new 

systems. Custom intake forms, 

inspection apps, internal tools.

Power BI

Turn data into decisions. Real-time 

dashboards that leadership actually 

uses.

You don't need more software — you need better orchestration.
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Copilot: AI Is Only as Good as Your Foundation

Summarize Client Activity

Pulls context from CRM, email, and Teams 

to brief you before any meeting.

Generate Reports

Draft financial summaries, engagement 

reports, and executive updates in seconds.

Identify Trends

Surface patterns in revenue, utilization, or 

client behavior you'd otherwise miss.

Assist Communication

Draft client emails, prepare talking points, 

summarize meeting notes automatically.

If your data is fragmented, AI will amplify the problem — not solve it. Clean data first.
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What NOT to Do
These mistakes build authority when you call them out

Buying before defining Don't purchase tools before you've mapped your processes.

Over-customizing early
Start with out-of-the-box. Customize only after you know what 
you need.

Ignoring adoption If your team won't use it, you wasted every dollar you spent.

Everything at once
Big bang implementations fail. Phase it. Win early. Build 
momentum.

Assuming you're done Implementation is not success. Adoption and evolution are.
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Implementation That Actually Works
Progress over perfection

1

Start Small

Pick 1–2 core workflows. 

Don't try to fix everything 

in Phase 1.

→

2

Fix the Pain First

Attack the biggest pain 

point. Visible 

improvement builds buy-

in.

→

3
Deliver Quick 

Wins

Show value in weeks, not 

months. Early wins fund 

the next phase.

→

4

Build Momentum

Each phase earns trust 

and budget. Compound 

your progress.
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Adoption Is Everything
The best system is the one your team uses

Train by Role

Don't train everyone on everything. Train 

people on what they actually do day-to-day.

Show the "Why"

Answer "what's in it for me?" before you 

explain how. People adopt what helps them.

Build Habits

Knowledge fades. Habits stick. Embed the 

system into daily workflows, not quarterly 

training.

Leadership First

If leadership doesn't use the system, no one 

else will either. Model the behavior you 

expect.



17 / 18

Your Stack Is Never "Done"
Treat it like a living system

→
→

→

→

Review

Quarterly

Add Automation

Over Time

Retire

Unused Tools

Improve

Workflows

Your technology should evolve 
with:

Your team's growth

Client demands

New capabilities (Copilot, AI)

Business strategy shifts



The Formula

Clear Processes

+

Connected Systems

+

Clean Data

+

Strong Adoption

+

Continuous 
Improvement

"The firms that win aren't the ones with the most technology —

they're the ones that make their technology work together."

T A K E  T H E S E  W I T H  Y O U

•  Tech Stack Assessment Checklist

•  Workflow Mapping Template

•  Top 10 Automation Opportunities for Accounting Firms

Michelle Serna  &  Graeme Malcolm

TruNorth Dynamics


