
2025     Harshita Gireesh & Dr.Hanish Kukreja        42 

© International Academic Research Journal of Economics and  Finance                                     ISSN:2227-1287 
Volume 8, Issue No:1, December 2025 
DOI: https://doi.org/10.5281/zenodo.17810387 

 

Beyond Deadlines at ClearTax: Fixing Service and Operational Gaps 

HARSHITA GIREESH 
Student, Faculty of Management Studies, 

 CMS Business School,  
JAIN (Deemed-to-be University) Bangalore, India 

Dr. Hanish Kukreja 
Professor, Faculty of Management Studies,  

CMS Business School,  
JAIN (Deemed-to-be University) Bangalore, India.  

 
Abstract 

Digital tax platforms reduce filing friction but introduce fragility during peak seasons. At ClearTax, an internship 

highlighted how technical downtimes, pre-payment requirements before submission, and understaffing during 

surge seasons increase client dissatisfaction and rework. The managerial challenge involves building 

resilience through scalable infrastructure, transparent client communications, and a comprehensive control 

stack that stabilizes turnaround times while protecting trust. Grounded in guidance from CBDT, GSTN, and 

ICAI, the case proposes a staged redesign incorporating partial-payment milestones, queue management, 

seasonal staffing, and AI-assisted triage. These strategies aim to preserve confidentiality while improving 

throughput and client experience. The study recognizes implementation constraints and emphasizes the need 

for triangulation with local contexts to validate findings and assess fidelity. 
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INTRODUCTION 

ClearTax scaled successfully due 

to a user-friendly interface and deep 

government portal integration, but peak 

Income Tax Return (ITR) filing cycles 

showcased critical vulnerabilities. Intern 

logs document friction caused by payment-

before-submission mandates during portal 

outages, compressed turnaround times 

forcing tradeoffs between speed and 

quality, and intern teams overwhelmed by 

abusive client escalations without sufficient 

tooling. The managerial task is to shift from 

reactive firefighting to predictable, 

segmented delivery. This involves staging 

payments, implementing queue 

management, and proactively managing 

client expectations via status indicators and 

service level agreements (SLAs). The 

redesign aligns client experience with 

operational discipline, emphasizing 

contemporaneous documentation, access-

controlled evidence repositories, and 

maker-checker reviews to minimize rework. 

Limitations and assumptions, particularly 

concerning data quality and external 

validation, are acknowledged. 

 

About the Industry 

India’s tax-tech sector operates 

amid rapid digitalization of tax filings—

incorporating Annual Information 

Statement (AIS), Form 26AS, GST e-

invoicing—and frequent policy updates. 

Providers reconcile data across multiple 

systems under tight deadlines while 

managing portal changes and concurrent 

user surges. Professional advice from 

bodies like ICAI emphasizes secure data 

handling, documented controls, and role-

based access. Market reports demonstrate 

fast growth accompanied by customer-

acquisition cost challenges and the need 

for resilient cloud infrastructures and 

responsive customer operations. Platforms 

must swiftly translate evolving regulations 

into tested process flows and client-facing 

communications to maintain trust and 

interface usability. The ecosystem is 

marked by ongoing demand for scalable 

automation balanced with stringent 

confidentiality and data integrity 

requirements. 
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Problems Faced by the Industry 

The sector battles policy churn, 

portal outages, and surge-driven workflow 

pressures that amplify rework and client 

dissatisfaction. Manual reconciliation tasks 

and episodic client education result in 

frequent mismatches between government 

AIS/26AS data and taxpayer declarations, 

complicating compliance inventories. 

Key reviews include: 

 CBDT (2023) emphasizing 

documented reconciliation routines 

and control systems. 

 GSTN (2024) recommending 

automation coupled with clear 

communication during outages. 

 ICAI (2023) articulating the 

importance of contemporaneous 

evidence capture and layered 

approvals. 

 Entrackr (2024) identifying platform 

scaling and customer management 

challenges. 

 Harshita (2025) demonstrating the 

value of client segmentation and 

workflow redesign within ClearTax 

operations. 

These collectively underscore that 

process standardization, technological 

augmentation, and proactive customer 

communication are indispensable in 

evolving tax compliance landscapes. 

About the Company 

ClearTax offers extensive ITR, 

GST, and investment advisory services 

nationally. Internship observations 

revealed intense seasonal workloads 

surging at July and October deadlines 

alongside spiking client queries during 

portal performance issues. Operational 

bottlenecks arose from payment-before-

submission protocols, understaffing during 

peak, and strict TATs compressing error 

margins. Intern teams faced elevated 

stress managing escalated queries without 

dedicated toolsets. Management’s focus 

turned to building controlled surge 

capacity, milestone-based payment plans, 

and client status communication systems. 

Systematic implementation of maker-

checker controls and secure evidence 

repositories protected data confidentiality 

while enhancing compliance turnarounds. 

These adaptations aimed to retain client 

trust amidst increasing regulatory 

complexity and demand fluctuations. 

Problems Faced by the Company with 

Reviews 

ClearTax’s specific operational 

challenges included client dissatisfaction 

from pre-payment friction during 

government portal outages, insufficient 

surge staffing extending queues, and strict 

turnaround time pressures risking quality 

compromise. Handling abusive client 

escalations without proper tooling further 

stressed frontline resources. 

Supporting studies: 

 CBDT (2023) calls for staged 

payments to balance risk and service. 

 GSTN (2024) advocates AI-

supported queue segmentation and 

triage for workflow optimization. 

 ICAI (2023) details maker-checker 

frameworks reducing rework and 

enhancing auditability. 

 Deloitte India (2023) documents 

benefits of surge hiring combined with 

continuous training. 

 Harshita (2025) captures practical 

outcomes of queued operations and 

tiered client communications at 

ClearTax. 

Strategies transitioning from ad hoc 

firefighting to systematic, layered 

operational control correlate with enhanced 
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client satisfaction and regulatory 

compliance robustness. 

Academic Learning 

Students design resilient tax-tech 

operating models encompassing 

milestone-based payments, queue 

management powered by AI triage, maker-

checker controlled compliance workflows, 

and transparent client communication 

templates. They develop detailed SOPs, 

control matrices, and surge staffing plans 

aligned with CBDT, GSTN, and ICAI 

guidelines. Analytical dashboards track 

queue ageing, rework instances, and client 

feedback to inform continuous 

improvement cycles. Training modules 

emphasize balancing confidentiality with 

responsiveness and explainability to 

clients. This equips learners with practical 

methods to translate regulatory and 

technical guidelines into scalable 

compliance operations that preserve 

service quality under pressure. 

CONCLUSION 

Robust tax compliance in digital 

platforms requires infrastructure scalability, 

disciplined control frameworks, and 

transparent client communication. 

ClearTax’s case illustrates the 

transformation from unreliable peak-

season firefighting toward resilient, 

predictable service delivery through 

milestone payments, queue segmentation, 

AI-assisted workflows, and layered 

verification. Grounding reforms in 

regulatory standards and operational data 

enables outcome consistency while 

protecting confidentiality and trust. The 

internship offers a replicable model 

demonstrating how governance-driven 

automation combined with aligned client 

engagement sustains performance amid 

rapid growth and regulatory evolution. 

 

 

Case Questions 

1. Design a milestone-based payment 

and refund framework that mitigates 

client exposure during system 

outages and aligns incentives. 

2. Develop a queue management and 

AI-assisted triage schema defining 

ticket segmentation, SLAs, and 

escalation protocols. 

3. Draft a maker-checker evidence 

artifact protocol for ITR and GST 

filings reducing errors and rework. 

4. Outline client-centric communication 

strategies, including real-time status 

banners and FAQs, for enhancing 

transparency during portal 

disruptions. 
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