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Going live with an outsourced bookkeeper is the 
riskiest moment of the whole arrangement, and most 
firms treat it as a start date. This guide Datamatics 
Business Solutions turns it into a pre-launch checklist: 
what to settle on privacy and compliance, how to 
provision access, what to put in the contract, how to 
make your process transferable, and how to prove it 
with a pilot before you commit every client. 

Rush the setup and you hand a 
third-party access to data your 
firm is legally responsible for. 
Get it right and the arrangement 
gives your team back its hours 
without putting a client, or your 
licence, at risk. 

TL; DR 
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The Go-Live No One Checked
A CPA firm signs an outsourced bookkeeping provider in the spring. 
The team is buried, the provider looks capable, so the firm emails over a 
spreadsheet of client logins to save time, skips any privacy assessment 
because the work is "just bookkeeping," and hands the provider all 
forty clients at once. 

Six weeks later the cracks show. A client asks why their records were 
sent to a team outside the province. A reconciliation from week two 
turns out to be wrong across a dozen accounts. And nobody at the firm 
can say for certain who at the provider can see which client's Social 
Insurance Number. 

A proper go-live checklist is that look. It does its work before the first 
transaction is coded, while you can still fix the setup or hold the launch. 

None of that was bad luck. Every one of those 
failures was a setup choice the firm made in 
the two weeks before go-live, while it still  
had time to look. 

Chapter 1 



Why Go-Live Is the Challenging Part?
Signing the provider is a decision you can revisit. Going live is the 
moment it becomes real, when someone outside your firm starts 
touching client financial data and working inside systems that 
carry your name and your professional obligations. Get the setup 
wrong and you don't find out gradually. You find out when a client's 
data is exposed or a reconciliation turns out to have been wrong 
for three months. 

The security stakes are worth staring at. 

Your firm won't see numbers that large, but the direction is 
the point. And a bad start costs you even without a breach. A 
reconciliation that was wrong from week two shows up as rework 
you can't bill, and as a client who quietly loses confidence in the 
numbers. Worse is the client who leaves because the first close 
was late or messy, before the arrangement ever earned back what 
it cost to set up. 

There's a second reason this matters now. Firms across Canada are 
trying to move up the value chain, from compliance processing 
toward advisory work clients will pay a premium for. Outsourcing 
the bookkeeping is meant to free your people for exactly that. 
A sloppy go-live does the opposite, because your team ends up 
firefighting the provider's early errors instead of advising anyone. 

Every item in this checklist moves a 
problem from after go-live, where it's 
expensive and public, to before go-live, 
where it's cheap and private. 

Chapter 2
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A recent report put the average 
Canadian breach at a record CA$7.11 
million. And one finding lands 
squarely on outsourcing: supply-chain 
compromise is now the single biggest 
cost driver in Canada, adding about 
CA$367,899 to the average breach.1

Sources:  1. https://www.ibm.com/reports/data-breach



For a Canadian firm, the privacy layer is where a go-live holds up or falls apart, so it comes first. Four things need to be true before anyone 
outside your firm touches client data. 

Know Who Stays
Responsible for the Data 1. 

Under PIPEDA, the federal private-
sector privacy law, sending personal 
information to a provider to process on 
your behalf is treated as a use of that 
information, not a disclosure, so you 
generally don't need fresh consent as 
long as the data is used for the purpose 
it was collected for. That's the part firms 
find reassuring. 

The part they miss is the accountability 
principle: your firm stays responsible 
for personal information transferred 
to a third party, and you're expected to 
secure comparable protection through 
contract and other means, wherever 

that provider sits. Being open with 
clients that you use a provider is part of 
the same principle. 

Outsourcing never moves your 
accountability. Your provincial CPA 
body's rules of professional conduct 
still hold you responsible for work done 
on your behalf and for keeping client 
information confidential. And if your 
firm conducts activities that make it a 
reporting entity under Canada's anti-
money-laundering rules (the PCMLTFA, 
overseen by FINTRAC), those duties 
stay with you too. 
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Privacy First
Chapter 3 



2. 3. 
Quebec's Law 25 raised the bar well above the federal baseline. 
Section 17 requires a privacy impact assessment before you 
communicate personal information outside Quebec, and that's 
triggered even by a transfer to another Canadian province, or to any 
vendor whose servers or parent company sit outside Quebec. 

The assessment has to confirm the information will get protection 
equivalent to Quebec's, and it must be backed by a written 
agreement setting out the safeguards. If any of your clients are in 
Quebec and your provider is elsewhere, this applies to you, and it 
needs doing before go-live, not after. 

Quebec Clients?  
The Rules are Stricter

A verbal assurance doesn't satisfy the accountability principle, 
and it won't help you if something goes wrong. Confirm the 
contract commits the provider to specific protections, and 
ask for evidence. Encryption in transit and at rest, multi-factor 
authentication, access logging, and a documented incident-
response process should all be named in the agreement, not 
assumed. 

The Social Insurance Number question. Canada has no single 
statute like the US Section 7216 governing tax data sent to an 
outside preparer. Your controls come instead from PIPEDA, 
provincial laws such as Law 25 and the Alberta and BC privacy 
acts, and your CPA body's confidentiality rules. One practical 
rule follows from all of them: the SIN is among the most sensitive 
fields you hold, so minimize it, and avoid sending it to a provider, 
especially an offshore one, unless there's a clear reason and 
adequate protection in place. 

Get the Provider's 
Safeguards in Writing

What's a PIA? 
A Privacy Impact Assessment, the documented 
evaluation Law 25 requires before personal 
information is communicated outside Quebec, 
confirming it will receive protection equivalent 
to the province's own standard. 
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Since November 1, 2018, PIPEDA has 
required you to report any breach posing a 
"real risk of significant harm" to the Office 
of the Privacy Commissioner and to notify 
the affected individuals, and to keep a 
record of every breach for 24 months. 
The obligation to report rests with the 
organization in control of the data, which 
means a breach at your provider is still 
your breach to report. 

In Quebec, Law 25 adds its own duty 
to notify the Commission d'accès à 
l'information and affected individuals of 
a confidentiality incident that presents 
a risk of serious injury, and to keep a 
register of incidents. Before go-live, make 
sure your incident-response plan treats 
the provider's systems as part of your 
reporting surface. 

Know Your Breach-
Reporting Clock Before go-live, your compliance checklist should confirm: 

A written contract requires the 
provider to maintain safeguards, 
wherever it operates (PIPEDA 
accountability principle) 

A Law 25 privacy impact 
assessment is complete if any 
client data leaves Quebec  

A current SOC 2 Type II report, or 
CSAE 3416 or ISO equivalent, is on 
file and its exceptions reviewed 

Social Insurance Numbers are 
minimized or masked, especially 
for an offshore provider  

Your incident-response plan 
reflects the PIPEDA real-risk-of-
significant-harm rule, plus Law 
25's CAI duty where relevant  

You can explain your provider 
and your controls to any client 
who asks 

Pro tip: Do the Law 25 assessment even if only one client is in Quebec. 
Firms tend to discover a Quebec connection they forgot about, a 
client who moved, a business with a Montreal branch, halfway through 
the first close. It's far cheaper to run the assessment once, up front, 
than to unwind a transfer that should never have happened. 

4. 
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With the privacy layer settled, the next risk is how the provider 
actually gets into your systems. Most breaches trace back to access 
that was too broad, badly secured, or never switched off. A few 
decisions before go-live prevent all three, and they matter more here 
because you're adding a link to your supply chain. 

CA$367,899, that is the average amount supply-chain compromise 
adds to a breach, now the single biggest cost driver in Canada.  

Give the provider their own named credentials, never a shared login 
passed around by email. Set permissions to the minimum the work 
requires, so a bookkeeper posting transactions can't export a full 
client database or change firm-level settings. Turn on multi-factor 
authentication everywhere the provider connects. Move documents 
through a secure portal, not email attachments.

Two adjacent questions are worth settling now: where the data 
physically sits, and what machines the provider uses. Ask whether 
client data is stored in Canada or replicated abroad, because for 
Quebec clients the answer feeds directly into your Law 25 assessment. 
Ask whether staff work on locked-down, company-managed devices 
rather than personal laptops that can keep client files.

Chapter 4

Lock Down Access



8

Before go-live, confirm:

(Tick each box as you go. Don't launch until the list is clear.)

Named individual  
logins for every person  
on the provider's team,  
no shared accounts  

Permissions set  
to least privilege  
for each role  

Multi-factor authentication 
on accounting software, 
remote access, and email 

A secure portal for 
document exchange,  
with email attachments 
ruled out  

Clarity on where data is 
stored, and whether staff 
use managed devices  

A written deprovisioning 
process owned  
by your firm 

One piece gets forgotten until it's a problem: how access gets removed. 
People roll off the provider's team, and the engagement itself may end. 
A deprovisioning step owned by someone at your firm keeps a former 
contractor's login from sitting active for months. 



Nail the scope in a statement of 
work that lists what the provider 
handles and what stays with your 
team. Reconciliations, AP, AR, 
payroll journals, GST/HST working 
papers, month-end close, put it 
in writing with the boundaries 
drawn. Attach turnaround times 
you can hold them to, like a 
monthly close by a set business 
day. Those service levels are what 
let you promise your own clients a 
reliable close. 
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Chapter 5

Settle Scope and Ownership
A clean handoff needs everyone working from the same definition of the job. Ambiguity here shows up later as missed work, surprise invoices, 
and arguments about who was supposed to do what. 

Draw the Scope Nail Down Ownership 
and Escalation

Settle the Money 
Mechanics

Confirm in the contract that the 
working papers and client data 
remain yours, and that you get them 
back in a usable format (native 
QuickBooks or Excel, not locked 
PDFs) if the relationship ends. Then 
decide who the provider contacts 
when something's unclear, and 
how fast you'll answer, because a 
provider guessing at an ambiguous 
transaction is how errors enter the 
books. A signed confidentiality 
agreement and a data-handling 
clause round out the paperwork. 

Fixed monthly fee or per transaction, what counts as in 
scope, and how out-of-scope requests get priced and 
approved before the provider starts them. Confirm 
coverage too, so a vacation on the provider's side 
doesn't stall your close.

Pro tip: Ask the provider one  
question they rarely volunteer: do they 
subcontract any of the work themselves? 
If your books pass to a fourth party you 
never vetted, your PIPEDA accountability, 
and any Law 25 assessment, has to follow 
the data that far. Get the answer 
in writing before you go live. 
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An outsourced team can only be as consistent as the instructions 
you give it. Work that lives in one senior bookkeeper's head transfers 
badly, and the gaps show up in the first close. 

Before go-live, write down how the work actually gets done: a 
documented month-end close checklist, a standardized chart of 
accounts with coding rules, naming conventions for files and vendors, 
and a short guide to each client's quirks. This is the difference 
between a provider that needs hand-holding for six months and one 
that's useful by the second close. 

So, name a reviewer at your firm to check the first months of output 
against your standards. It catches drift early and builds the trust 
that lets you loosen the review later. 

Sources:  1. https://www.ibm.com/reports/data-breach

Outsourcing the doing does not 
outsource the responsibility, and under 
your CPA body's rules it never can. The 
firm signs off on what reaches the client.1 

Pro tip: Plan a real knowledge-transfer 
session before the first live close, not a 
five-minute call. Walk the provider through 
the systems, the templates, and two or 
three real clients end to end. Keep it all in 
one shared process folder, not scattered 
emails, so the instructions stay current. 

Chapter 6

Hand Over the Process
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Chapter 7

Prepare People, Then Pilot
Two groups feel a go-live that nobody prepared them for: your internal team and your clients. 

Staff often read outsourcing 
as a threat to their jobs. Left 
unaddressed, that becomes quiet 
resistance and slow handoffs. Tell 
your team what's moving, what 
isn't, and how their roles change, 
ideally toward review and advisory 
work rather than data entry. 
People support a transition they 
understand. 

Prepare  
Your Team

Prepare 
Your Clients

Transparency is both good practice 
and, under PIPEDA's openness 
principle, an expectation. Clients 
increasingly ask where their data goes 
and who handles it, and if any are in 
Quebec, be ready for the data-location 
question, because it feeds your Law 
25 assessment. A short, confident 
explanation of your provider, your 
controls, and the fact that your firm 
still reviews and owns the work turns a 
worry into a non-issue. 
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Resist moving everything at once. Pick a 
handful of representative clients, or run 
the provider's work in parallel with your 
own for the first cycle. Move the most 
standardized, lowest-risk work first (coding, 
reconciliations) and hold back judgment-
heavy tasks until the provider has earned it. 
Define success in measurable terms before 
you start. 

Keep a rollback plan for the first cycle or 
two, so you can pull the work back in-house 
without a client ever noticing. Firms that 
get this right rarely flip a single switch. 
They ramp, measure, and widen the scope 
once the numbers hold, then build the 
whole thing into a documented system with 
named owners for the privacy assessment, 
the access setup, the review, and  
the escalation. 

Privacy enforcement 
is tightening. 
Quebec's Law 25 

is fully in force with real 
penalties, other provinces 
are modernizing their laws, 
and federal PIPEDA reform 
has been on the table. Expect 
more scrutiny of cross-
border data and vendor 
oversight.

Supply-chain 
risk is now the 
top breach-

cost driver in Canada 
(IBM, 2026). Regulators 
and clients expect you 
to prove you vetted the 
provider before handing 
over data.

Clients 
increasingly 
ask where 

their data lives.  
A confident answer 
about controls and 
ownership is becoming 
table stakes. 

Where this is heading?
Run a Pilot  

Pro tip: Firms that treat go-live as a system rather than a scramble absorb 
all three shifts without much drama. The ones still improvising find out, one 
incident at a time, what they should have settled before anyone logged in. 

1st 2nd 3rd
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Chapter 8

Getting the First Close Right
Go back to the firm from the opening, the one that emailed its logins 
and went live on forty clients at once. Nothing about what followed 
required hindsight. A privacy assessment would have flagged the 
Quebec transfer. Named logins and least-privilege access would 
have answered who could see which Social Insurance Number. A pilot 
would have caught the week-two reconciliation before it reached a 
dozen accounts. 

If bookkeeping capacity is the constraint holding your firm back, 
and the compliance setup is where the handoff keeps going wrong, 
that's often where an outsourcing partner earns its keep.  

Datamatics Business Solutions helps Canadian firms make this 
move with the privacy and security controls already built in.  
Write to us at marketing@datamaticsbpm.com   

Work the privacy items first, because they carry legal weight. Provision 
access tightly. Write the scope and the process down. Prepare your 
people and your clients. Then prove the whole thing with a pilot. None 
of these steps is difficult on its own. The firms that get burned are the 
ones that treated go-live as a start date rather than a checklist. 

A good go-live checklist moves the 
friction to the front, where it's cheap to 
deal with, rather than letting it collect 
at the back, where it isn't. 

mailto:marketing%40datamaticsbpm.com?subject=


About Datamatics Business Solutions:

© Datamatics Business Solutions Limited. All Rights Reserved.

USA: +1-571-297-6166
EMEA: +44-20-3005-2151
APAC: +91-22-6671-2001

Website: www.datamaticscpa.com

Follow us on 

Reach out to us for more details

Datamatics Business Solutions is a global Business Process Management (BPM) 
company enabling organizations to scale operations with greater efficiency, visibility, 
and control. Established in 1982 as part of the Datamatics Group, the organization 
brings over four decades of operational expertise across global markets. 

The company delivers solutions across B2B Data, Demand Generation, Marketing 
Services, Market Research & Business Intelligence, CPA Outsourcing, and Finance & 
Accounting (F&A) Outsourcing. Combining domain expertise, process excellence, 
technology-led delivery, and AI-enabled operational capabilities, Datamatics 
Business Solutions helps businesses improve operational performance, support 
decision-making, and drive measurable business outcomes.  

With presence across the US, UK, and other global markets, Datamatics Business 
Solutions partners with enterprises, accounting firms, and growing businesses to 
build scalable, compliant, and future-ready operations. 

http://www.datamaticscpa.com
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https://www.twitter.com/Datamaticsbpm
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