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The firms entering the busy season with calm schedules and predictable workflows didn't
clear their calendars for validation. They proved their systems worked during pre-peak
season when they had room to fix what didn't. Those who skipped pre-peak season
validation? They discover problems 40 clients deep into their busy season.
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Strategic firms face a choice during the testing window: run parallel tests now to prove their
migration worked, or discover what didn't transfer when the busy season hits. The scenario
sounds simple: open a client return, verify the carry-forward transferred, and confirm the
calculations match. But the difference isn't in the testing itself. It's in when you discover
what needs fixing.

Pre-peak season is already packed. Extensions are wrapping, advisory work is ongoing, and
you're trying to catch your breath before year-end planning consumes whatever capacity
remains. We know that. But the firms reporting calm busy seasons didn't clear their
calendars for migration. They invested 8 to 10 scattered hours across a few weeks to run
focused validation tests. Not consecutive time; just strategic moments to prove accuracy
before volume hits.

This timeline walks through exactly that
validation process:

e The pre-checks that prevent surprises.

 The parallel-run protocol that proves data
fidelity.

* The two-week migration window that builds
team confidence.

 And the cutover readiness checklist that
confirms you're actually ready.

It's about the specific steps that let you enter
the busy season knowing your systems and
data are solid.

Migrating before peak season isn't just about new software. It's about proving accuracy
when you still have time to fix what's broken, so you enter the busy season knowing
exactly how your systems will perform under volume. Strategic firms don't wait for the
rush. They migrate before peak season, validate through parallel operations, and enter the
busy season fully confident in their systems and data.
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PHASE 1

Pre-Migration Assessment
(Week 1-2)

Before you move a single client record, you

need to know what you're actually moving
and where it needs to land. This isn't about
creating elaborate project plans. It's about
answering three questions that prevent
mid-migration discoveries:

e \What do we have?
e \What do we need?

e \WWho's responsible for what?

Start with your current setup. What version are you running?
@ What integrations are active? Document everything that
touches your tax system: QuickBooks integration through Intuit
SYSTEM Link, document management connections, portal access, and
REQUIREMENTS e-signature workflows. Then verify your new system can handle

all of it. Hardware requirements, network bandwidth, and
AND COMPATIBILITY browser compatibility aren't exciting details, but discovering
AUDIT. that your team's laptops don't meet the minimum specs
haltway through migration is worse.
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DATA INVENTORY

AND HEALTH
ASSESSMENT.
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Count what you're migrating: how many client records, return
types, and years of history. Then look at data quality. Duplicate
client entries, incomplete records, and custom fields that don't
exist in the new system; these issues are easier to fix before
migration than after. One firm with hundreds of clients found
47 duplicate records during their inventory. They merged them
in two hours during pre-peak season. Discovering them mid-
busy season would've meant confusion about which record
held current data.

Assign clear roles. Who runs the migration? Who validates
results? Who handles team questions? Define what "ready"
actually means for your firm. Not theoretical readiness, but

STAKEHOLDER concrete criteria you can verify. Document your communication
ALIGNMENT plan: how you'll update the team, what clients need to know (if
. anything), and when key decisions get made.
[

3-4 HOURS

This assessment phase takes about 3-4 hours scattered across the first two
weeks. You're not building the perfect migration plan. You're creating clarity
about what needs to happen and who's handling it.

/
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DATA EXTRACTION
AND CLEANSING.

PHASE 2

Data Preparation & Field
Mapping

Data doesn't just move cleanly between
systems. It needs translation, and the firms
that map fields carefully before migration
are the ones who don't spend their busy

season reconciling mismatched records.

Export everything from your current system: Export everything
from your current system: client information, return data, notes,
attachments, carryforward calculations. Then clean it before
you migrate it. Remove duplicates, standardize field formats
(phone numbers, addresses, entity types), handle incomplete
records. Decide how many years of history you're actually
migrating versus archiving. Most firms find three years of active
returns plus carryforward data gives them what they need
without dragging obsolete information into the new system.
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@ This is where migration gets real. Client name fields probably
map directly. Custom fields you created for tracking referral
sources or advisory services? Those need manual mapping

FIELD-BY-FIELD decisions. Document where each piece of data lands in the
MAPPING STRATEGY. new system. What doesn't map cleanly requires either manual

intervention or workflow changes.

One firm processing hundreds of returns tested their mapping
with 20 sample clients and found custom depreciation
schedules didn't transfer automatically. They caught it during
year-end testing and built a manual entry protocol that took
under an hour total. Without parallel operations during pre-
peak season, they would've discovered it mid-busy season
when those specific returns were due.

List every custom template, form, and calculation you've built.
Ek Client-specific workflows matter too: the manufacturing client

who needs cost segregation details formatted a certain way,
DOCUMENTATION the nonprofit with special reporting requirements. Integration

OF CUSTOMIZATIONS. touchpoints matter too. If you're pulling data from QuickBooks,

document exactly what transfers and what needs verification.

4-5 HOURS
@ This preparation phase takes 4-5 scattered hours. You're creating the

roadmap that prevents data from landing in wrong fields or disappearing

entirely during transfer.
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PHASE 3
The Two-Week Migration Window

First Week: Initial Migration & Parallel Setup

This is your test-run week. Both systems running simultaneously, team members
learning the new platform while the old one stays operational. You're not committing
to anything yet. You're proving the migration works before you make it permanent.

@ Set up your parallel systems so you can compare outputs
@ directly. Configure access and permissions for every team
member who'll touch returns. Deploy your training schedule:

TEST ENVIRONMENT  who gets trained when, what workflows they need to master
CONFIGURATION first. Stagger training so you're not pulling the entire team

offline at once.

Run the actual migration. Watch the process complete, then
El immediately check: Did everything transfer? Tools like

ProConnect include reconciliation reports that flag

INITIAL DATA discrepancies automatically. You're not manually comparing
IMPORT EXECUTION thousands of data points. The system shows you where to look.

Review what transferred cleanly (typically 95-97% in most
migrations) and what needs attention.

v

Can everyone log in? Can they find client records, open prior-
@ year returns, access the workflows they use daily? Permissions
set correctly so preparers can't accidentally delete data or
TEAM ACCESS override review steps? Establish your feedback loop now: how
VERIFICATION. team members report issues, who triages them, how quickly

problems get resolved.
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When your team discovers discrepancies during testing and needs answers fast, support
response time matters. Pre-peak season testing means you're getting help when vendor
bandwidth isn't stretched across hundreds of firms discovering issues simultaneously. The
firms that finish strong don't wait for problems to accumulate. They create a system for
surfacing issues immediately.

4-5 HOURS

Week 1 takes about 4 to 5 hours of focused time. Not consecutive hours,

just scattered across the week as data imports run, team members

complete training, and initial testing reveals what needs adjustment.
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Second Week: Parallel Run Validation

This is where you prove accuracy. Same returns processed through both old and new

systems, outputs compared line by line. Not theoretical validation, but concrete proof

your calculations match.

Pull 15-20 representative returns: simple W-2 returns, complex
Schedule C filings, multi-state situations, returns with
carryforwards. Process each one through both systems.

SIDE-BY-SIDE RETURN Compare every line, not just final tax liability. Does the
COMPARISON standard deduction match? Do state calculations align? Are

PROTOCOL.

-l

credits applied identically?

Most firms find that the vast majority of calculations match
exactly. The small percentage that don't match typically fall into
three categories: data mapping issues (information landed in
the wrong field), calculation differences (legitimate system
variations that need documentation), or user errors (preparer
assumptions about how the new system works).

Parallel testing commonly surfaces one or two discrepancies
across a sample set of returns. When these appear, they
typically indicate issues such as custom calculations requiring
workflow adjustments. The fix usually involves documenting
the issue, adjusting the process, and retesting to confirm
accuracy. The time invested is modest compared to
discovering the same problem mid-busy season when it would
cause client questions and rework.

@ Document every discrepancy, even small ones. Categorize
@ them: Is this a data problem we can fix? A system difference we
need to understand? A training gap we need to address? Track

ISSUE LOGGING resolution status so nothing falls through. The goal isn't

AND RESOLUTION perfection. It's knowing exactly where your systems differ and
. why.
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Have team members test actual workflows: opening returns,

v making adjustments, generating reports, e-filing test returns if
possible. Collect usability feedback. Are common tasks faster
USER ACCEPTANCE or slower? What's intuitive versus confusing? Where do people
TESTING. get stuck? This isn't about whether the new system is better. It's

about confirming your team can operate effectively when
volume hits.

4-5 HOURS

Week 2 requires another 4-5 scattered hours. By the end, you have

concrete proof: calculations validated, team trained, issues documented

and resolved. You're not assuming the migration worked. You've proven it.
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PHASE 4

Cutover Readiness
Checklist

You've run your parallel operations. Your
validation tests passed. Now you need to
confirm you're actually ready to make the

.....
........

switch permanent.

This isn't about perfection. It's about
verifying the criteria that matter for live
operations.

e Sync any changes made during your parallel period. New
=/ clients added, returns filed, notes updated. Verify the most
EINAL DATA recent data exists in your new system. Lock down old system

access for everyone except the migration lead so you're not

SYNCHRONIZATION. creating conflicts during cutover.

Test response times under realistic load. Can multiple team

@ members access returns simultaneously without lag? Do
reports generate quickly? Are your integration connections
SYSTEM stable, with QuickBooks data syncing properly, document
management operating smoothly, and portal access
PERFORMANCE functioning as expected? These aren't theoretical checks. Log
VALIDATION. in, process returns, generate the reports you use daily, and

confirm everything performs acceptably.
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TEAM CERTIFICATION
CONFIRMATION.

~

Every team member who'll touch returns during busy season
should be trained and comfortable. Not experts, just
comfortable. Can they complete their typical workflows without
constant questions? Do key team members know how to
troubleshoot basic issues? Have you identified your internal
champions who can help others when questions arise?
Document your support resources: vendor contact information,
internal decision-makers, where to find answers fast.

Determine what clients need to know. Portal access changes?
New signature requirements? Most migrations don't require

CLIENT client communication, but if yours does, prepare clear, simple
. Timeline matters: when does the switch happen
COMMUNICATION nESeaE '
what changes for them, who they contact with questions.
PREPARATION.
—~— Define your criteria: What must be true to proceed? Typical
| thresholds include 95% or higher validation match rate, all
team members trained, critical integrations functioning, and
GO OR NO-GO backup systems tested. Assign decision authority and clarify
DECISION who has the final say to proceed or pause. Be honest about
readiness. Delaying two weeks to fix legitimate issues beats
FRAMEWORK. discovering them mid-busy season.
(

2-3 HOURS
E This readiness phase takes 2-3 hours total. You're confirming what you

already tested, not discovering new problems. Strategic firms don't skip this
verification. They enter the busy season knowing their systems work

because they've proven it through methodical testing.
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Rollback Safety Plan:
Your Contingency Protocol

Having a rollback plan isn't pessimism. It's
strategic caution. You've tested thoroughly,
but if something critical breaks during
cutover, you need a clear path back to
stability.

When to activate rollback.

Define your trigger conditions before you need them. Data integrity issues
that affect multiple clients, critical functionality failures that block core
workflows, or team readiness concerns that prevent normal operations. Set
your decision timeline: how quickly do you need to make the call? Most firms
use a 48-72 hour window after cutover to identity deal-breaker issues.

Rollback execution steps.

Verify your data backups before you start. Confirm you can actually restore if
needed. Document your communication sequence: notify the team
immediately, then clients only if necessary. Your rollback timeline should be
clear: how long to revert systems and resume normal operations? Most firms
can roll back in 4-6 hours if they've maintained clean backups.

Post-rollback assessment.

It you do roll back, treat it as data collection, not failure. What went wrong
and why? What needs to change before your next attempt? Do you need
additional vendor support, more team training, or different validation
protocols? Adjust your timeline realistically based on what you learned.

The firms that finish strong aren't the ones that
never face obstacles. They're the ones who plan

for contingencies and make calm decisions when
issues surface.
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Conclusion:

Strategic Advantage Through Pre-Peak Season Testing

Strategic firms don't wait for the rush. They migrate before peak season, validate accuracy
through parallel operations, and enter their busy season fully confident in their systems
and data. The choice is straightforward: prove your systems now when you have time to
adjust, or discover gaps when filing deadlines are stacking up. The firms that finish strong
choose testing.






