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Most AI adoption in accounting isn't 
failing because the tech isn't ready.

It's failing because firms are buying tools 
instead of changing behaviours.



WHAT WE'LL COVER

45 minutes. Three things you'll leave with.
1

What successful adoption 
actually looks like
Not the vendor version. The field 
version — from firms that are already 
seeing measurable results.

2

The three shifts that separate 
value from frustration
Specific, observable differences 
between the firms getting ahead and 
the firms going in circles.

3

A 90-day playbook you can 
start on Monday
Not a framework to admire. A plan to 
run. Phased, practical, and built around 
how accounting firms actually work.



WHY LISTEN

We've done this work.
Hello AI Collective is a global AI consultancy operating across the UK, US, and 
UAE. Our enterprise client list includes Microsoft, Sage, Lenovo, Monster 
Energy, and Smith & Nephew. In accountancy, we built the AI operating model 
inside Kelly Partners Group through our joint venture, Hello Kelly, and have 
delivered active programmes at firms including Langtons and KPGH.

We've seen what fails. We've built what works. Everything in this 
session comes from delivery, not theory.



01 Why most AI adoption stalls
Four failure patterns seen repeatedly across firms of every size.



The four failure patterns
These aren't edge cases. They are the norm. If your firm recognises two or more, you're in good company — and you know where to 
focus.

01
Tool-first thinking
Buying licences before mapping a single workflow.

02
The pilot graveyard
Endless trials. No scaling decision. No measurement.

03
Partner disengagement
Juniors experimenting. Partners watching. Nothing changing.

04
No measurable outcome
Activity tracked. Results never defined or measured.



FAILURE PATTERN 01

Buying Copilot licences is not an AI strategy.
Firms purchase seats, send a launch email, then wonder why nothing has 
changed three months later. Tools don't change behaviour. Workflows 
do.

The pattern is consistent: procurement gets done, IT ticks a box, and the 
rest of the firm carries on as before. Nobody mapped what the tool 
would replace or improve. Nobody measured the before state. Nobody 
owns the outcome.

From the field

Every accountancy firm we've worked with that is seeing 
real value started with one workflow, not one tool. Not 
Copilot. Not ChatGPT. One specific task, repeated daily, 
with a measurable baseline.



FAILURE PATTERN 02

Pilots that never become practice.
Endless trials. No scaling decision. No measurement. No commitment. 
Firms run a pilot, it sort of works, nobody decides what happens next, 
and six months later they run another pilot.

A pilot without a pre-agreed success threshold and a rollout path is not a 
strategy. It is an avoidance mechanism that lets leadership feel active 
without committing to change.

What works instead

The firms winning are running fewer pilots, with clearer 
success criteria, and a pre-agreed rollout path before the 
pilot starts. The question isn't "does it work?" It's "when 
does it scale?"



FAILURE PATTERN 03

Juniors experimenting. Partners watching.
AI adoption fails when leadership treats it as something the team will "figure out." It doesn't trickle up. It has to come down.

The signal that matters most
Partners using AI tools weekly is the 
single strongest predictor of firm-
wide adoption. Not training 
completion rates. Not licences 
purchased. Partner usage frequency.

Why it stalls without leadership
When leadership delegates adoption 
entirely downward, junior staff 
experiment without authority to 
change workflows. Good prompts get 
discovered and forgotten. No system 
is built. Nothing scales.

What modelling looks like
Partners sharing what they used AI for 
this week in team meetings. Partners 
having opinions on the firm's prompt 
library. Partners asking "did we use AI 
on this?" in file reviews.



FAILURE PATTERN 04

"If you can't measure it, you're not adopting it. You're 
decorating."
"We're using AI" is not a result. It is a statement of activity. 
Without a baseline and a measurement, it tells you nothing 
about whether the investment is working.

Firms need to define what success looks like before they start — 
in hours, in error rates, in capacity freed — and then actually 
track it.

Results that count

• Time saved per workflow per week
• Errors caught before review
• Capacity redeployed to higher-value work
• Client response turnaround improvement



02 What successful firms do 
differently
The three adoption shifts. Specific, observable, repeatable.



SHIFT 01

Stop asking what Copilot does. Start asking what your 
month-end actually looks like.
The firms getting value mapped one workflow before they bought one licence. They started with the work, not the tool.

Client correspondence drafting
Specific. Repetitive. High volume. 
Directly measurable by time per letter.

Board pack summarisation
Time-intensive, pattern-based, and 
immediately improvable with a good 
prompt.

First-draft management 
commentary
Consistent structure, repeatable 
inputs, measurable quality baseline.

The common thread: specific, repeatable, measurable. Not "writing help." A named task, a baseline time, a target improvement.



SHIFT 02

One person prompting well doesn't change a firm. A 
system does.
Individual experimentation creates pockets of value that go nowhere. Firm-wide capability requires an operating layer most firms skip 
entirely.

AI champions per team
One designated person per team who owns 
adoption, shares findings weekly, and 
brings use cases back to the group.

Shared prompt libraries
Built around your actual work, not generic 
examples. Maintained, versioned, and 
accessible to every fee earner.

Weekly 30-minute use-case sessions
Short. Focused. One person shows what 
they did this week. The rest of the firm 
steals it. Simple and effective.

This is exactly what we built inside Kelly Partners Group and what Hello AI University now teaches at firm scale.



SHIFT 03

Strategy decks don't change behaviour. Operating models 
do.
If your "AI strategy" is a slide deck that lives in SharePoint, it isn't a strategy. An operating model is what actually runs.

1

Governance
Who decides what AI can be used for, 
and under what conditions.

2

Training cadence
Regular, structured, firm-specific — 
not a YouTube link.

3

Prompt standards
Shared, maintained, built around your 
workflows and clients.

4

Measurement
Baseline defined before you start. Results tracked weekly.

5

Redeployment plan
What happens to the capacity you free up. Decided in 
advance.



03 The 90-day adoption playbook
A phased plan built for accounting firms. Start Monday. Measure by week 12.



DAYS 1–30

Foundation: know what you have before you change it.
Most firms skip this phase entirely. That's why they end up back at square one in month four. The first 30 days are about honest audit, 
not momentum theatre.

Audit three current workflows
Map time, steps, and pain points before any tool is 
introduced. You need a before state to measure against.

Identify two AI champions per team
Curious, credible, connected to the day-to-day work. Not 
necessarily the most senior person.

Set usage policy and data guardrails
Enterprise tools only. Client data stays in governed 
environments. Get this right before you scale anything.

Baseline survey
Where is the time going? What tasks feel most repetitive? 
What would partners redeploy capacity to, if they had it?



DAYS 31–60

Build capability: structured, specific, firm-level.
This is where most firms start. Which is why most firms fail. By day 31, you already have a baseline, champions, and governance. Now 
you build.

Structured training
Not a YouTube link. Not a self-serve module. Live, facilitated, 
built around your firm's actual workflows and tools.

Firm-specific prompt library
Written for the work you actually do. Reviewed by the people 
who do it. Updated when something better gets found.

Weekly use-case sessions
30 minutes. One person presents. The group builds on it. 
Compounds over time into a firm-wide learning habit.

First measurable pilot
One workflow. Pre-agreed success criteria. Baseline already 
captured in days 1–30. Now you have something to compare.



DAYS 61–90

Scale and measure: turn the working pilot into firm 
infrastructure.

Roll the working pilot to a second team
Take what worked, document it properly, and run it again with 
a different group. Refine based on what you learn.

Quantify the results
Time saved. Errors reduced. Capacity freed. Compare against 
the baseline you set in days 1–30. If you can't show a number, 
keep measuring.

Build the partner-level business case
Use real numbers from the pilot. This is what unlocks budget, 
buy-in, and firm-wide mandate for the next phase.

Plan the next three workflows
With proof in hand, the next conversation is easy. This is the 
Hello AI Compass methodology: Discover, Design, Deliver — 
repeating.



THE HONEST BIT

"If we don't say this, no one else will."

Hallucination risk in regulated work
AI drafts. You decide. In a regulated profession, the professional judgement 
stays with the professional — always. Build review steps into every AI-assisted 
workflow before it goes near a client.

Client data and confidentiality
Consumer tools — including free versions of ChatGPT — are not appropriate 
for client data. Use enterprise-grade tools with data processing agreements 
and governed environments. No exceptions.

The productivity paradox
If you save two hours a week and don't deliberately redeploy that capacity, 
you've achieved nothing measurable. Saved time has to go somewhere 
intentional — advisory work, client contact, new services — or it evaporates.



Three things to take away.

01
It's a behaviour change problem
Not a technology problem. The firms 
struggling aren't using worse tools. 
They're skipping the hard work of 
changing how people work.

02
Start with workflows, not tools
Map one task. Baseline the time. 
Introduce the tool to that task only. 
Measure the result. Then decide what 
comes next.

03
Measure capacity gained. Then 
redeploy it.
The business case for AI in accounting 
isn't efficiency for its own sake. It's 
what you do with the hours you win 
back.

Out-think the problem. Don't out-work it.

Dan Boyles — Founder and CEO, Hello AI Collective
Global AI consultancy: UK, US, UAE

www.hello-ai.co.uk
Book a 30-minute conversation



Dan@hello-ai.co.uk
Accountex: AI Advisory Hub
www.hello-ai.co.uk
Reach out to talk all things AI or book a consultation
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