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Headed by owners Jason Blumer and Julie Shipp, Blumer CPAs are a boutique advisory 
firm. They help creative, design and marketing agencies across the United States with 
accounting and financial support, plus coaching and consulting to help them run their 
businesses better.

When we first produced this guide in 2019, the world was a very different place. Back 
then, going virtual was a choice for most. Now, it’s a necessity. Accountants and 
bookkeepers have had to quickly move their work online and face a completely new way 
of working.

In this guide, we explore the challenges, successes and perhaps unexpected joys of 
running a firm online.

In this case study, we’ll cover how to:

Go virtual while keeping your team motivated and on the same page.

Prepare your firm for a new tool like Receipt Bank. Discover your ‘why’ then plan 
messaging for your team and clients.

Choose a champion. Find the person to learn the ropes of the technology, train your 
team and onboard your clients.

Lead a team with empathy, trust and compassion.

We hope you find it useful.

 
Paul-Reza Afshar 
Global Head of Brand and Communications 
Receipt Bank
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Blumer CPAs is a 100% virtual firm. In 2011, Jason Blumer and Julie Shipp realised 
they could serve clients across the states without a physical office.

“Eight to nine years ago, we had an office on the East Coast with a client on the West 
Coast. It intrigued me,” says Jason Blumer. “If this client didn’t mind us serving them 
from across the country, maybe we can serve clients virtually across the US. These 
clients didn’t necessarily need to see us in person. When you have an office, I think 
you assume that your clients all want to see you. Yet, we found that only true for our 
existing client-base.”

Prepare Your Messaging

“Going virtual has its challenges, and it is crucial to prepare your messaging in advance 
to support your team through the changes,” says Jason. 

“We didn’t message our team to say this is what this [virtual life] is going to be like. 
Many struggled to work fully from home. It’s much easier when you leave and go into 
an office. When you’re at home, you’re often doing many different things at the same 
time. As a leader, it’s hard to say stop washing dishes, do taxes,” says Jason.

“People would sometimes disappear,” Jason continues, “ we assumed they were doing 
work but they were actually caught in personal lives. Moving to a virtual environment 
doesn’t mean it’s easier. You just have to understand what it means for you, and what 
you’re willing to do. We wanted to walk them through a process in a safe way. Some 
people dislike change and will resist new rhythms. You have to figure out who will 
leave and who will stay. All of these things can affect your cash-flow too. It’s a tricky 
one to navigate.”

“You have to do a lot of messaging to help your team emotionally. Let them know 
they’re going to be alone a lot. As a leader, you need to know who does and who 
doesn’t like being by themselves, then prepare them for those changes. I wish we 
prepared people a lot more.”

Establishing a Rhythm

One way Jason and his team keep the team aligned even without a physical 
connection is through establishing a routine, or rhythm, to follow.

“People are often intrigued by a virtual environment, and they want to try to do it. 
Leading and managing your firm inevitably requires a different approach. You must 
be very consistent about the patterns and rhythms in your firm. These standardize 
the way your team works. When we started virtually about seven years ago, we didn’t 
have anything to keep our culture together. Now, we have regular team meetings every 
week. When we didn’t have that rhythm, we saw the team struggle.”

PART ONE:
GOING VIRTUAL
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“Weekly team meetings are at the same time every week. On Mondays and Fridays, 
we have project management meetings with other parts of the team, and do quarterly 
check-ins individually. These are very honest and open confidential discussions, where 
team members can speak any truth to us without consequence. They can say they 
hate their job, and we want to hear what they’re struggling with. We care about the 
team first, clients second.”

Leading With Heart

As a virtual firm, it is arguably even more important to foster a culture based on trust. 
Jason emphasises the need to choose who you work with carefully, both in your team 
and clients.

“Julie and I are heart-centred leaders,” explains Jason. “That’s why we have a handful 
of clients because we request they become a part of our life, as we work so deeply in 
theirs. We love our team and we love our clients. We don’t work with anyone we can’t 
actually love. When we hire a team member, we say you have to love us too. This is 
how we lead. If you care as much as we do, we’re going to ask you to care at a high 
level.”

“Working at a virtual firm has its challenges, just like a brick-and-mortar place. We’ve 
been able to create a very supportive team culture, where we are all there for each 
other,” adds Terri Warren, Project Manager at Blumer CPAs. “I love it. It’s freed me up 
for a life I wanted to live: to be there for my family as I need to be, and control and 

“I love it. It’s freed me up for a life I wanted to live”
Terri Warren, Project Manager

manage my time the way I want to. We still have boundaries and guidelines, but this 
way we have flexibility. I can be there for my family at times of need while still doing 
my job, without worrying about timesheets.”

Katie Bellocchio, CPA, Customer Ally, echoes this. As the wife of an officer, “the army 
moves us around a lot. When we moved to Westpoint, I had to give up my job. That’s 
how I found Blumer CPAs through a job search. Now, I work from home, and can move 
it around with me.” 

Likewise, accounting specialist Danielle Hammac found Blumer CPAs through a 
headhunter for military spouses. “With two small kids, it gives me the flexibility I really 
need. It is a little challenging to leave work when you work from home, and everything 
is in a backroom in the house. That’s the hardest part, but overall it’s been amazing,” 
says Danielle. 
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“Leading and managing your firm requires a different approach. You 
must be very consistent about the patterns and rhythms in your firm.”
Jason Blumer, Owner and Coach of Blumer CPAs



Prepare your 
messaging

DO DON’T

Prepare your internal 
messaging up to a year in 
advance to help prepare your 
team emotionally for the 
change.

Expect the change to be easy. 
Naturally many people dislike 
change, and there may be 
pushback to a new way of 
working.

Prioritise consistency. Have 
regular team meetings every 
week, and quarterly check-ins 
with team members.

Neglect your team. Instead, 
put your team first and ensure 
you have frequent, consistent 
touchpoints. 

Carefully choose who you 
work with, including your 
team and clients. Build a 
culture based on trust and 
family.

Work with anyone you don’t 
love. Particularly if you include 
coaching in your services, 
you need connections built on 
mutual trust and respect.

Build a culture based on trust, 
and establish values that you 
live and breathe - inside and 
outside of the firm.

Open the doors to too many 
clients, and be spread too 
thinly.

Establish a 
rhythm

Lead with heart

Connect 
with clients

“Jason and Julie put in a really strong effort to keep the firm connected as a family. 
It takes a specific intent, specifically as a virtual firm, to do this. The culture is great. 
Everyone is awesome and supportive of each other, and it’s almost like a mentorship 
for everybody. I love the firm,” adds Danielle.

Connecting With Clients

This level of care and connection extends to Jason and Julie’s coaching clients. 
“Coaching is a very emotional service. It takes a lot of trust, as we challenge business-
owners on any ‘wrong’ beh aviours they’re displaying. For this, we need a culture built 
on trust. We have a set of core values that we live inside and outside of our firm. It’s 
very important for our team members to live by these too.”

“What do we want most from clients? Trust. If we’re working with a high-value firm at a 
high-value price, it means they have to do what we say. We’re the professional leading 
the client, and this requires trust. There are times we ask business-owners to not do 
something at their company.”

“As a growth coach, clients no longer have freedom to make decisions before running 
them through us first. They must trust us deeply to run their decisions by. And in turn, 
we promise to care for them and guide them through growth. We’re limited by the 
number of clients we have too, so we can’t be humanly deeply involved with too many 
different clients.”

Going virtual is never an easy decision. Yet with strategic planning, heart-centred 
leadership and a strong culture, it is possible.
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When Blumer CPAs went virtual and closed their physical office, this exerted more 
demand than ever for an efficient bookkeeping process. “We realised that whatever 
the client sees, we need to see it as well. When we went completely virtual, we really 
needed to see what our clients were touching and looking at,” explains Jason.

“[Before Receipt Bank], team members did bookkeeping their own way. Without one 
standardised process, this limited the value. One thing that drives value is consistency. 
Producing high-quality services consistently increase value. If you are not fully guiding 
your team, your clients will receive a different service.”

That’s why Jason, Julie and the team decided to go all-in and use Receipt Bank as their 
digital capture tool of choice.

Understanding Your Why

Before implementing new technology, it is crucial to know your ‘why’ and understand 
exactly how it will help make the lives of your team and clients easier. In many cases, 
you might discover this ‘why’ after talking to a consultant or tech expert. They can 
help you uncover challenges and explore your aims for the business, whether that be 
reducing cost or increasing revenue. Here are some key considerations: 

FOR YOUR TEAM

“Beforehand, there was no strategic process as to why we were doing what we 
were doing. We needed a purpose: to say this is why we do it, and this is how we 
do it. As a firm, we spent time with our team working out the messaging for our 
client-base,” says Jason. 

“We used Receipt Bank as a gateway product. We told our clients that they could 
use tools like bill.com, but use Receipt Bank to submit data. This was our point of 
entry.”

“Probably every firm that does this will get pushback from clients. We’ve 
implemented other tools. But we needed to help our team understand why it’s 
good for them, not for our firm. Choosing one product to go into a tech stack for 
our team is very strategic, but our messaging did not include it,” admits Jason.

So, what was Blumer CPA’s ‘why’? They knew that they needed a standardised, 
scalable process for their clients. Using Receipt Bank gave clients a user-friendly, 
simple and intuitive way of sending paperwork. Receipt Bank became the gateway 
product for all digital files.

FOR YOUR CLIENTS

“Some clients will just believe you and others won’t. Some won’t want to change. 
So, assess your client-base. Will they readily change with you and trust you to 
guide them? If they struggle to trust you, they’ll struggle with any new product,” 

PART TWO:
USING RECEIPT BANK
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says Jason. 

Blumer CPAs found success in focusing their messaging on the benefits. “Clients 
don’t have to think about it anymore,” says Jason.

“One of the benefits we really stressed to clients was the automatic linking of 
files to general ledger software. If you are audited, you will have everything there 
already. You don’t have to keep 100 files anymore,” adds Danielle.

Committing to One Product

“Seven years ago, we needed a product like Receipt Bank. We used a mishmash 
of products, and struggled with a bunch of different digital capture tools,” Jason 
continues, “We didn’t want our team to continually use different kinds of products, or 
teach our clients how to use a variety of products. It was an inefficient way of scaling 
our people or service. Plus, we didn’t know what product we were going to use when 
going into each relationship with a client. In hindsight, we may have given the client a 
little too much freedom.”

“We wanted to take the choice away from the client, and as a firm, lead and serve 
them more efficiently. Over time, we learned the value in committing to one product. 
We chose to make Receipt Bank part of our tech stack and go all in with strategic 
processes. What’s more, we wanted our team to start really using and learning just 
one product, really well,” says Jason.

“Switching clients onto a new system was a challenge,” says Danielle. “There were 
similarities between the two systems and many overlaps. It was hard to convince 
some clients that this new system [with Receipt Bank] was going to be better! Yet, 
putting everything into Receipt Bank and not having to go into six different products 
has been a lifesaver.”

Rolling Out Receipt Bank

“Ultimately, it’s a disruptive thing you’re attempting to do. Roll out Receipt Bank fully 
to your whole firm. This is what we did. We rolled it out to all our clients, because we 
wanted to see what it felt like. And this is where we messed up. Whenever you want to 
do something disruptive, it takes a lot of planning.” 

“Give a month or two. The decision to commit to Receipt Bank wasn’t hard, it was 
just a moment in time. Receipt Bank is an amazing product. When people make that 
decision, hopefully it’s not hard to make. It has everything you need to manage your 
firm well, it’s just the planning you need to grasp and understand.”

“Don’t decide to do it in one day. There’s a lot of planning and training involved. A lot 
of messaging involved. Prepare them to say it’s going to happen. You want to be with 
them through the journey. They’re going to struggle with doing it, and also when they’re 
using the product. Push through that with them. Stay with them through the process, 
probably for around 6-months to a year. “

“Over time, we learned the value in committing to one product. We chose to 
make Receipt Bank part of our tech stack and go all in with strategic processes.”
Jason Blumer, Owner and Coach
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Likewise, the same could be said for the team. “Some team members were more 
resistant than others, as they were worried it would disrupt their clients,” says Terri. 
“However, once we overcome that, they were excited to use the product.”

It is important to consider that the pace of your rollout depends on the size of your 
firm and client-base.

“All of these things totally depend on the size of your firm, the type of clients and these 
are key to plan around. Are these clients large and require a lot of services? Or, are 
they high-volume? Transactionally based? The other one is the size of your team. How 
quickly can you train people, and third, the more clients you have, can you meet with all 
of your clients?”” 

“As a small firm of 12 team members with 20-25 clients, we were able to roll out 
Receipt Bank all at once. However, for larger firms with upwards of 300 clients, 
doing this would be much harder. We would recommend doing it in phases,” Jason 
recommends.

Choosing a Champion

Jason recommends giving the champion in your firm time to understand Receipt Bank 
before using it with clients, as the team will lean on them to understand the product. 
“We would start playing with it for 2 months, then implement it in the third month.”

For Blumer CPAs, Terri, Project Manager, became the Receipt Bank champion. “I 
created a demo account for our team, in order to teach clients how to use it for their 
own bookkeeping. Us learning it and them doing it was one of the biggest challenges. 
Our team had to make sure everything is synced properly, to catch errors,” explains 
Terri.

As a project manager, Terri describes herself as “the net catching all the balls in the air, 
to make sure no deliverables fail. Once you start scaling and growing, you have to have 
a safety net, especially as a virtual firm because you don’t have the same checkpoints. 
We’ve built a system to make sure those deliverables, customer service and the team 
are all supported. I’m there to help them and back them up when needed.”

Building Positive Habits

Asking your clients to try out a new technology can be the hardest part of digital 
transformation. This is where you can bring in the psychology of habit building. 

“Trying to get your clients form new habits is hard. For us, some adopted it 
immediately. Others were happy to use whatever, while others struggled through 
the ‘why’ and the purpose. Then, the next struggle became the habit-building. Our 
team needed to be very diligent and constantly ask them how they were finding the 
technology,” says Jason.

Danielle found a client segmentation approach helpful. “Figure out personalities and 
processes. Some of our clients already had established processes and workflows. 
We were not managing them everyday, so some of these clients were more difficult to 
onboard.”
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DO DON’T

Commit to 
one product

Standardise your processes 
by committing to one digital 
capture tool. Train your 
team to thoroughly learn the 
product.

Be led by your client. To 
lead and serve them more 
efficiently, you will use the 
same process across the 
entire client-base.

Plan training for your team. It 
takes around 6 months to get 
used to a new product. Roll-
out Receipt Bank in phases if 
you have a larger firm.

Decide to do it all in one day. 
Plan your messaging for your 
team and clients.

Elect one of your team to 
learn the ins and outs of a 
new tool like Receipt Bank 
before implementing with 
clients. They can then train 
your other team members.

Forget your safety net. 
Make sure you build enough 
checkpoints and internal 
processes to ensure nothing 
slips through the net.

Segment your clients. Who 
will embrace the technology? 
And who might need more 
time in training? 

Implement Receipt Bank then 
forget to follow up. Regularly 
check in with your clients to 
make sure they are using the 
product correctly.

Plan your roll-out

Choose a 
champion

Build positive 
habits



In this case study, we’ve explored how Blumer CPAs implemented Receipt Bank to 
bring increased consistency and even more efficiencies. 

Account specialist, Danielle, saves an estimated 4-5 hours per week with Receipt Bank. 
Instead of compiling transactions, sending them to the client and asking follow-up 
questions on expenses, she can now send them directly in Receipt Bank.

“I no longer dig into my emails for bills. Instead, [with Receipt Bank], I can process 
them immediately and give them to clients right away. They now receive close to real-
time financial data.”

Moving forwards, Jason and Julie plan to continue to invest in brand awareness and 
high-quality services. 

“We want to grow very methodically, and keep doing what we’re doing now. We want 
to consistently make ourselves known as high-value growth service providers to digital 
creative and marketing agencies. We want to offer more higher-level services, work 
with larger clients and keep doing it in safe ways with a strong team. We want to do 
what we’re doing and get better.”

Would you like to find out how to use Receipt Bank for your firm? 
Book a call with one of our dedicated consultants to learn more.

RESULTS
AND WHAT NEXT
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THE TRUSTED REMOTE 
WORKING TOOL 
FOR ACCOUNTANTS AND 
BOOKKEEPERS 

Communicating with clients remotely and in 
real time is important than ever.

Receipt Bank helps connect your practice to
your clients and stay in control of business 
finances in real-time

Unlimited partners, clients and submissions for 
that period

To support the industry during this crisis, new customers 
can use Receipt Bank at no cost for 60 days.

Complimentary personalised training to support you 
using Receipt Bank.

“We are here to support our partners and to ensure that they can keep their business and 
the business of their clients going during these testing times. We now have a package of 

measures designed to help your business and your clients today and for the future.”

Adrian Blair, CEO of Receipt Bank

Keep in contact with clients.

Digitise paperwork in moments. 

Save time for your business. Find out more at receiptbank.com


