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Abstract

InstaFiling is a technology-enabled compliance services company that helps MSMEs and start-ups all over India with their GST returns, income tax, TDS and TCS, financial statements, and advice.  The industry is quickly going digital thanks to GST and ROC portals, e-invoicing, and cloud accounting. However, it is hard to carry out these changes because of changing rules, overlapping deadlines, and clients who are not ready for digital.  InstaFiling's main choice is how to combine process standardization, workload smoothing, and AI-assisted reconciliation to improve first-pass accuracy, cut down on rework hours, boost on-time filings, and protect margins in a market where prices are important.  Students will use an exhibit-driven data pack to find out how well things are going right now, figure out where the problems are in getting and reconciling client data, and compare three strategies: automation and standardization, smoothing out workloads and upskilling, and dividing clients into groups and giving them more power.  The analysis ends with a ninety-day pilot that includes a scorecard and a Client Compliance Reliability Score to help prioritize work and make sure that service levels are consistent.  The case helps students learn how to combine process redesign, analytics, and human-in-the-loop controls, measure trade-offs when things are uncertain, and make suggestions that take into account effectiveness, cost, and adoption risk in a professional services setting that serves a wide range of MSME clients.
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CASE INTRODUCTION
India's compliance services are quickly going digital thanks to GST, e-invoicing, and ROC portals. However, not all MSMEs and start-ups are using them.  Digital roadmaps are only useful when the right skills and support are given to clients who are ready for them (Buteau, 2021; Shukla & Singh Saluja, 2025).  For companies like InstaFiling, the main execution risk is the quality of the data at intake—not just its accuracy, but also its completeness, timeliness, and accessibility. These "fitness-for-use" defects lead directly to rework, delays, and mistakes in judgment (Wang & Strong, 1996; Tran Thanh Thuy et al., 2025).  Process scholarship advocates for the standardization of business processes to mitigate variance, elucidate handoffs, and facilitate automation, especially in contexts where deadline clusters exacerbate operational stress (Goel et al., 2023).  Recent research in AIS and finance supports a "machine-suggest, human-verify" model for reconciliation. AI sorts bank transactions and flags GST-2B mismatches, while human reviewers look at low-confidence items and edge cases to learn and manage risk (Abbas et al., 2025; Kotios et al., 2022).  Because arrivals peak around statutory deadlines, queueing principles imply that smoothing work, protecting review buffers, and advancing locks materially improve service times and first-pass accuracy; timely, simplified nudges further raise on-time compliance behaviour’s (Green, 2011; De Neve et al., 2019).  The case proposes a ninety-day pilot that integrates minimum-viable intake gates, triage, workload pacing, and assisted reconciliation, supported by a Client Compliance Reliability Score and a concise scorecard.  The end result is a practical, evidence-based way to improve accuracy, reduce rework, increase on-time filings, and protect margins in a price-sensitive MSME environment with changing demand.
Indian Compliance Services
The compliance services industry in India is at the crossroads of rapid formalization and faster digitization.  GST, e-invoicing, and ROC portals have made reporting more standardized and cut down on paperwork. However, not all MSMEs and start-ups have adopted them or are able to use them, which means that readiness and data hygiene vary widely (Buteau, 2021).  Competitive intensity includes national platforms, mid-tier firms, and regional practices that compete on price, speed, and perceived accuracy. In this setting, process discipline, not just "tools alone," is becoming more important for getting different results (Goel, Bandara, & Gable, 2023).  The last mile of data quality—completeness, timeliness, and accessibility—is what really holds things up. It leads to rework, exception queues, and filing delays during clustered statutory deadlines (Wang & Strong, 1996).
 Reconciliation is still the hardest part. When you're under time pressure, you often have to use your judgment to match GST 2B with purchase books and sort bank transactions.  New evidence backs up a model where AI suggests classifications, points out outliers, and explains confidence, while professionals check low-confidence and edge cases (Kotios et al., 2022).  Because arrivals spike near due dates, queueing-aware workload smoothing—early document locks, staggered cadences, protected review windows—reduces deadline compression; meanwhile, behaviourally informed, action-oriented nudges to clients measurably raise on-time compliance at low cost (De Neve, Imbert, Spinnewijn, Tsankova, & Luts, 2019).
The industry's frontier includes minimum-viable intake gates, standardized workflows, assisted reconciliation, and client enablement.  Providers that put these parts into action with clear metrics and governance get more accurate first-pass results, fewer hours spent on rework, and reliable on-time filing. They also protect their margins in a price-sensitive MSME market that is always changing its rules.
Problems in the industry
The last mile of data quality and timely availability are the main problems in the sector.  A lot of MSMEs have trouble getting their paperwork ready on time, which means they miss invoices, can't match up purchase data, and have unclear bank entries.  When you reconcile books, bank statements, and GST 2B, you often have to do manual classification, handle exceptions, and interpret edge cases, all of which are easy to mess up when you're under pressure.  Frequent changes to policies and the portal make it harder to do work again.  When businesses use spreadsheets, accounting software, and government portals all at once without a single workflow, tool fragmentation continues.  Thin margins make it hard to invest in automation and training.  Finally, communication problems between professionals and clients can make it harder to resolve complicated issues like advances, adjustments, or disclosures related to directors. This can turn small ambiguities into delays in filing.
About InstaFiling
InstaFiling wants to be a helpful and open partner for early-stage startups and small and medium-sized businesses (MSMEs) that are growing.  The service mix includes filing GST and income tax returns, TDS and TCS, financial statements, and targeted advice.  Operations depend on Tally-based bookkeeping, portal workflows, and shared trackers.  The team stresses the importance of quick turnaround, clear updates, and a problem-solving attitude.  Growth has come from referrals and keeping clients, thanks to predictable pricing and a willingness to help clients make the switch to digital.  The company keeps track of filings per month, on-time rates, rework hours, client response times, and common error categories.  The culture values learning, so they have started short clinics on Excel, reconciliation techniques, and how to use the portal to raise everyone's skills and lower the amount of variation.
Problems faced by InstaFiling
Three things are most important during peak months.  First, client data often comes in late or incomplete, which shortens the processing time and requires multiple follow-ups.  Second, tasks like classifying banks and matching GST 2B take too much time for analysts and lead to mistakes that could have been avoided if they were done quickly.  Third, when there are gaps in communication about edge cases, it takes longer to make decisions, especially when the paperwork is unclear or when clients don't know how to handle accounting issues.  Capacity planning is hard because submission patterns are hard to predict, and thin engagement margins make it hard to spend money on tools and training.  These realities manifest as increased rework hours, diminished first-pass accuracy, and punctuality rates that are acutely influenced by client responsiveness and analyst workload.
Key strategies
A practical strategy portfolio deals with sources of variability and error where they start.  Use a short checklist to standardize intake, and don't start processing until all the required fields and documents are there. Automated reminders before the deadline will help with this.  Add a simple triage system that sends clean, complete cases to a fast lane and incomplete cases to a coached lane.  Pilot AI helped with reconciliation by sorting bank lines and flagging 2B mismatches, but there was always human verification and a quality audit based on a sample.  Early document locks, staggered cadences that match client clusters, and clear internal cut-offs to protect review time all help keep the workload smooth.  Every month, hold micro-clinics to teach the team three ways to classify a bank, two ways to reconcile a 2B, and templates for talking about common edge cases.  Use a Client Compliance Reliability Score that takes into account data completeness, responsiveness, and historical error rate to group clients. Then, make sure SLAs and onboarding match the score and provide guided portal support when needed.  Use a small scorecard to keep track of the on-time rate, first-pass accuracy, rework hours per client, and missingness rate. Review it every week and learn from the past.
Innovation
Three teachable devices have new ideas and ways to learn built into them.  The Client Compliance Reliability Score is a clear way to set priorities, customize SLAs, and explain coaching or pricing without making clients feel bad.  The Missingness Funnel turns data gaps into a measurable pipeline, showing how small improvements in completeness lead to less rework and more on-time filing.  Queueing-aware filing cadence uses simple capacity and variability thinking to put review buffers where they will help the most, keeping steps that require a lot of judgment from being rushed.  All of these ideas push students to see process design, analytics, and change management as parts of a whole instead of as separate tools that can fix problems.
CONCLUSION
Discipline at the source, machine help with human oversight, and planned work pacing are all parts of the path to lasting improvement.  InstaFiling can improve first-pass accuracy, shorten turnaround time, and increase on-time filings while keeping costs in check by standardizing intake, piloting assisted reconciliation, smoothing load, and allowing clients to choose based on measured reliability.  A 90-day pilot with clear goals and a scorecard builds momentum and proof for a wider rollout.  Continued coaching, open communication, and regular after-action reviews that turn every deadline cycle into a learning loop are all important for lasting change.
CASE QUESTIONS
1. Where does the current process lose the most time and accuracy? and how would you prove it with the data pack?
2. What is the minimum viable intake gate that meaningfully reduces missingness without creating client friction?
3. How would you quantify the benefit of AI assisted reconciliation and set up human in the loop checks to manage risk?
4. How should the Client Compliance Reliability Score be computed and used to align SLAs, on boarding, and pricing?
5. Which sequencing of initiatives would you attempt in ninety days? and which risks could derail adoption?
6. What communication templates would you deploy to handle the most frequent edge cases?


TEACHING NOTES
Programme fit
MBA Strategy, Operations Management, Service Operations, Business Analytics, Accounting Information Systems, MSME Entrepreneurship, and Executive Education in Digital Transformation
Objectives
Diagnose bottlenecks under regulatory and deadline pressure
Quantify payoffs from standardisation and assisted reconciliation
Design a phased plan balancing client value, cost, and adoption risk
Build a defensible scorecard and governance cadence for continuous improvement
Pre class preparation
Students read the case, compute baseline on time rate, first pass accuracy, rework hours per client, and missingness, sketch a simple process map, and draft a one page memo proposing a ninety day plan
In class follow the given steps:
· hook and context recap
· data orientation and baselining
· team work on option trade-offs with quick numbers
· plenary debate on sequencing, risks, and safeguards
· instructor debrief and synthesis into a hybrid plan
· takeaways and assignment briefing
Analysis path
Map current workflow and locate queues and rework loops
Use the Missingness Funnel to quantify upstream fixes
Estimate effect sizes for intake gating and assisted reconciliation
Design the Client Compliance Reliability Score and simulate prioritisation changes
Construct a scorecard and a weekly review ritual
Quant tasks
Compute breakeven for assisted reconciliation after licence and training
Run sensitivity checks on adoption rates and on time improvements
Model how a ten percent reduction in missingness propagates to rework hours and filing punctuality
Outcome related tasks
Stakeholder mapping across clients, analysts, reviewers, managers
Risk register covering client pushback, model drift, governance
Change plan with micro-clinics, playbooks, champions, and communication
Discussion guide
Start with the single biggest driver of rework
Debate fairness and practicality of reliability-based tearing
Close with a minimum viable pilot that can launch in ninety days
Assessment rubric
Logic and structure forty
Evidence and calculations forty
Clarity and persuasion twenty
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