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GSTwala

A productised, WhatsApp-coordinated GST + e-invoicing + e-way bill concierge for the
14 million Indian MSMEs whose CAs have become unreachable, expensive, or both.

Category Set 2 - India Services

Customer Indian MSMEs with turnover m40 lakh — m 5 crore who need GST compliance but cannot
afford or do not have access to reliable CA support

Monetisation m999/mo Starter - m1,999/mo Pro - m4,999/mo Premium (add-on services priced separately)
Build effort Med
Plan version v1.0 — 2026-05

Executive Summary

GSTwala is a productised compliance-and-filing concierge service for Indian MSMEs between m 40 lakh and
m5 crore in turnover — the segment too large to use Zoho Books DIY but too small to command serious
attention from a chartered accountant. The compliance burden on this segment has grown materially in the
last five years (GST returns, e-invoicing for m5 crore+, e-way bills, TDS, professional tax, periodic ROC
filings) while the per-client economics for CAs serving this segment have eroded. The result: tens of
thousands of MSMEs facing penalties, missed input-tax-credit claims, and chronic anxiety about compliance.

The product is a hybrid software-plus-services offering. The software layer is a clean web and WhatsApp
interface for the business owner: upload your invoices, receipts, and bank statements; see a real-time
dashboard of compliance status; receive reminders before deadlines. The services layer is a back-office
team in Bengaluru/Pune (semi-qualified accountants and CA articles) who do the actual GST return
preparation and filing, e-invoice generation for clients above the threshold, and quarterly reconciliations.
Pricing is flat-fee per month (m999-4,999) rather than the variable, opaque CA fees that the segment hates.

Year-1 target: 1,800 active subscribers generating m4.3 crore in revenue against m2.6 crore in costs. The
wedge is operational: by centralising the back-office in 1-2 cities, productising the workflow, and using
WhatsApp + clean software for client communication, the per-client cost is ~m350-700/month (vs.
~m 3,000-8,000/month for a CA serving a similar client one-off). Margin and predictability flow naturally from
this structural advantage.
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The Problem

GST compliance was supposed to simplify Indian indirect taxation; in practice, for a small business, it has
multiplied the compliance touchpoints. A typical sub-m5cr MSME now files: GSTR-1 monthly (or quarterly),
GSTR-3B monthly, an annual return, GSTR-9 reconciliation, GSTR-2B matching for input-tax credits, and
increasingly e-invoicing for any B2B transactions above the threshold. Each of these has format
requirements, deadlines, late-fee structures, and interaction effects with the next return.

The traditional answer is a chartered accountant. But the CA economics for serving sub-m5cr clients have
eroded: a CA earns m1,500-4,000 per month per such client doing GST returns + bookkeeping, against
rising overhead and the opportunity cost of serving larger clients at m 15,000-40,000/month. The result: CAs
in the segment increasingly outsource the actual work to unsupervised juniors, miss deadlines, return calls
late, and provide no real advisory value. The MSME owner experiences this as 'my CA never picks up the
phone' — and quietly accumulates late fees, missed input-credit claims, and creeping anxiety.

The DIY alternative (Zoho Books, Tally) requires the MSME owner to understand the chart of accounts,
journal entries, GST classification rules, and filing portal navigation. For the typical small-business owner this
is a 50-100 hour learning curve that they cannot afford. They are stuck between an expensive, unreliable CA
and an unusable DIY tool.

The Solution

GSTwala restructures the compliance relationship. The business owner interacts only with: (1) a clean web
app or WhatsApp interface for sending in invoices, bills, and bank statements (photo or PDF upload, no data
entry); (2) a real-time dashboard showing current compliance status (next filing due in N days, last filing
accepted, current tax liability estimate, input-credit position); (3) a named relationship manager who
responds within 4 working hours on WhatsApp and within 1 hour for urgent matters.

Behind this interface, GSTwala operates a centralised back-office in Bengaluru and Pune staffed by
semi-qualified accountants, CA articles, and a small senior-CA layer for oversight. The back-office processes
the client's uploads using Al-assisted OCR and classification (an invoice photo becomes a GST-classified
entry in under 30 seconds), prepares the monthly returns, reconciles GSTR-2B input credits against vendor
filings, prepares the e-invoice or e-way bill when the workflow triggers it, and files everything via the GSTN
APIs. Senior CAs review and sign-off on returns before filing.

Three structural differences from the traditional CA relationship define the wedge. First, pricing transparency:
m999-4,999/mo flat fee with clearly listed inclusions, no 'plus filing fees' or 'plus consultation charges'
surprises. Second, response-time SLAs: 4-hour WhatsApp response, 1-hour for urgent. Third, dashboard
visibility: the owner can see what is filed, what is pending, what the tax liability is — without asking. The
owner regains control of their compliance picture.
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Market Opportunity

India has approximately 63 million registered MSMEs (Udyam-registered), of which ~22 million are
GST-registered and actively transacting. Of these, the addressable segment for GSTwala (turnover m 40 lakh
— m5 crore, regular B2B transactions, requires monthly filing) is approximately 4 million MSMEs. Current
paid-tool/service penetration: ~25% use a CA (with the dissatisfaction patterns described), ~10% use DIY
tools (Zoho, Tally), ~65% manage compliance ad-hoc with delays, late fees, and missed credits.

At a blended ARPU of m16,000/year (across the three tiers, weighted toward Starter), the SAM is
approximately m 6,400 crore growing at ~12% annually as more MSMEs cross the GST threshold. Capturing
0.5% of this in year 3 is m32 crore in revenue.

Adjacent expansion: a similarly structured income-tax filing service for the small-proprietorship segment, an
ROC compliance service for private limited companies, a TDS-management service. Each adjacency can be
cross-sold at low CAC to existing GSTwala customers (40-60% attach rate likely once relationship is
established).

Target Customer

Primary persona: a 44-year-old owner of a fabrication shop in Pune with turnover m 1.8 crore. Currently uses
a local CA who charges m4,500/month for ‘everything GST' but actually missed two months of returns last
year (m 18,000 in late fees), doesn't reconcile input credits, and rarely responds to messages. Will switch to
m 1,999/mo Pro tier without negotiation; the late-fee savings alone pay for the year.

Secondary persona: a 38-year-old founder of a 6-person digital marketing agency in Indore with turnover
m 65 lakh. Currently does GST returns himself using a Tally setup he barely understands; spends 8-10 hours
per month on compliance with chronic uncertainty about whether he's doing it right. Will pay m999/mo Starter
tier to get the time back and the peace of mind.

Tertiary persona: a 51-year-old owner of a small distribution business with turnover m4.2 crore (just under
the e-invoicing threshold). Now needs to start e-invoicing within months. Will pay m4,999/mo Premium tier
for the full-service handling including e-invoice generation, e-way bills, and the more complex Form 9 annual
reconciliation.

Confidential business plan — for evaluation only



GSTwala — Business Plan Page 4 of 5
Product

Client-facing interfaces: web app for the more office-resident clients (dashboard, file uploads, document
archive, filing history); WhatsApp interface for the WhatsApp-native clients (forward an invoice photo, get an
acknowledgement, get a monthly summary). Both interfaces hit the same backend.

Document upload: the business owner photographs or PDF-uploads invoices (issued and received), bank
statements, expense bills. Al-assisted OCR + GST classification handles ~85% of documents without human
intervention; the remaining 15% are flagged for back-office review. Estimated processing time: 30 seconds
per document, 4 hours total monthly for a typical Starter-tier client.

Back-office workflow: each client is assigned to a process queue with a named primary preparer and a
senior-CA reviewer. Standard cadence: input-data assembly week 1-2 of the month, return preparation week
3, senior review week 4, filing 2 days before due date. Out-of-cadence work (e-invoices, e-way bills, urgent
gueries) handled by a hot-queue team.

Dashboard: real-time view of compliance status (next return due, last return status, current period tax
position, input-credit reconciliation status), document archive, filing history, communication history with the
relationship manager.

Advisory layer (Pro and Premium): quarterly review video call with a senior CA covering tax optimisation
opportunities, input-credit anomalies, structural recommendations. Annual planning session for tax-year-end
positioning.

Technical Architecture

Frontend: Next.js 14 web app for desktop-native clients; WhatsApp Business API integration for the
WhatsApp-native segment.

Backend: Python FastAPI on Hetzner cloud (m6,000/month box supports first 5,000 clients). Postgres on
Neon for OLTP; ClickHouse for analytics.

AlI/OCR: Tesseract OCR + a fine-tuned LayoutLM model for invoice extraction (~m0.12/document);
GPT-40-mini  for ambiguous classification cases (~m0.30/document). Estimated all-in Al cost:
m 15/client/month.

GSTN integration: direct API integration with GSTN portal for return filing (requires GST suvidha provider
partnership — ClearTax, IRIS, Cygnet are the main GSPs; partnership terms ~m 8-15/return).

Communication: WhatsApp Business API via Meta (template messages for reminders, daily summaries),
Exotel for voice calls when WhatsApp is insufficient.

Document storage: S3-compatible storage (Cloudflare R2) with India-residency, 7-year retention per
income-tax record-keeping requirements.
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Business Model & Unit Economics

Three tiers. Starter (m999/month, billed quarterly or annually for discount): monthly GSTR-1 and GSTR-3B
filing, GSTR-2B reconciliation, basic dashboard, WhatsApp support with 4-hour SLA. Pro (m 1,999/month):
everything in Starter plus quarterly advisory call with senior CA, e-way bill generation, TDS filing, document
archive with 7-year retention. Premium (m4,999/month): everything in Pro plus e-invoicing for B2B above
threshold, monthly advisory call, annual GSTR-9 reconciliation, ROC quarterly filings, named senior-CA
review.

Add-on services (priced separately): GST registration setup (m3,500 one-time), audit assistance
(m 15,000-50,000 per audit), special-case advisory (m2,500/hour), bookkeeping deep-cleanup for new clients
with messy books (m 8,000-25,000 one-time).

Conversion economics: 18% of free trial users convert to paid within 30 days (high because trial includes
one free month of actual filing, which clearly demonstrates value). Distribution: 55% Starter, 35% Pro, 10%
Premium. Monthly churn target under 2.5% (very low — switching out of a tax-compliance relationship is
unattractive for the client).

Gross margin: Starter 48%, Pro 52%, Premium 58%. Blended ~52%. Back-office labour is
~m 450/Starter/month, m650/Pro/month, m1,400/Premium/month at sustainable salaries (back-office staff:
m 35,000-65,000/month + Al productivity multiplier).

Unit Economics (Year-1 base case)

Year-1 active subscribers (target) 1,800

Blended ARPU m 16,500/year (~m 1,375/month)

Year-1 revenue m 4.3 crore

Gross margin 52% blended

Customer acquisition cost (CAC) m720

Payback period 1.6 months

Year-1 all-in costs ~m 2.6 crore (back office + ops + marketing)
Year-1 net contribution ~m 1.6 crore

Go-to-Market

Channel 1 — Direct outreach to CA-orphaned MSMEs (35%): targeted outreach via industry associations
(FICCI MSME, Laghu Udyog Bharati, regional industry chambers) for member discounts; lead-gen via ‘is
your CA responsive?' content.

Channel 2 — SEO + content marketing (30%): 200 articles in months 1-9 targeting commercial-intent
queries ('GST filing service for small business India', 'late GST filing penalty refund’, 'GST without CA").
Strong topical authority compounds.

Channel 3 — CA partnership programme (20%): partner with mid-tier CAs who serve larger clients and want
to refer out their sub-m5cr clients (lower-margin work for the CA, higher-margin for us). Revenue share of
20% lifetime per referral.

Channel 4 — Paid acquisition (15%): Google Search Ads on commercial-intent compliance queries (m 25-60
CPC in India), Meta Ads to MSME owner lookalikes.

Roadmap (first 12 months)
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¢ Month 1-3: MVP — web + WhatsApp interface, Starter tier (GSTR-1 + GSTR-3B + GSTR-2B
reconciliation), 8 back-office staff in Bengaluru office, on-board first 100 clients.

e Month 4-5: Pro tier launch with advisory + e-way bills + TDS, scale to 20 back-office staff, 400 active
subscribers.

e Month 6-8: Premium tier launch with e-invoicing + Form 9 + ROC, scale to 38 back-office staff, 900 active
subscribers, m2.1 crore annualised revenue.

¢ Month 9-10: Add-on services (registration, audit assistance, deep-cleanup) launched, CA partnership
programme operational, 1,300 active subscribers.

¢ Month 11-12: 1,800 active subscribers, m4.3 crore annualised revenue, expansion office in Pune for
additional back-office capacity.

Key Risks

e GSTN API or filing-portal disruption — GST infrastructure has been unstable historically with periodic
downtime; mitigated by submission queueing with automatic retry, advance preparation (filings ready 5
days before deadline rather than 1), and direct GSP partnership for priority access during peak filing
days.

e Back-office quality control: a filing error attributed to GSTwala that costs a client penalty money is a
reputational disaster; mitigated by two-layer review (preparer + senior CA), professional indemnity
insurance (~m4 lakh/year for the firm), and rigorous quality-audit sampling.

¢ Regulatory changes: GST rules change frequently (rate revisions, e-invoicing threshold changes, new
compliance forms); mitigated by dedicated regulatory-update workflow with 1 senior staff member
responsible for continuous monitoring and SOP updates.

¢ CA backlash: organised CA bodies (ICAl) have historically been protective of their domain and have
lobbied against productised tax-compliance services; mitigated by careful positioning (we serve
CA-orphaned segment, not in conflict with serving CAs) and by CA partnership programme that converts
potential opponents into partners.

e Cash-flow seasonality: GST filing deadlines cluster monthly (20th of each month) producing operational
peaks; mitigated by flexible staffing model (40% of back office is part-time/contract that scales up around
filing weeks) and by encouraging quarterly-filing client mix where the regime allows.
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