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Bullding a Dedicated Operations
Team for a Compliance-Driven

Saas Company

Challenge Presented

A venture-backed B2B SaaS company in the compliance
automation space had built a technically sophisticated
plattorm for managing delinquent account resolution
across all 50 U.S. states and Canada but could not build
a back-office team to run it. The workflows the platform
supported were complex, compliance-dependent, and
difficult to train against, making internal staff turnover a
recurring operational liability. The company needed a
dedicated partner to design, staff, and sustain an
offshore operations team capable of executing with the
precision its compliance-driven processes demanded.

Client Background

Our client in the compliance automation space developed
a software platform managing one of the most process-
intensive and deadline-sensitive workflows In its industry.
The platform administers the full lifecycle of delinquent
account resolution from initial missed payment through
notices, legal documentation, and auction coordination,
across all 50 U.S. states and Canada, with direct
Integrations into its customers’ management systems.

Despite the technical sophistication of the platform, the
company faced a persistent operational challenge: the
internal back-office team responsible for executing the
workflows the software supported was difficult to staff and
difficult to retain. Each new hire required intensive training
on a complex, compliance-dependent set of processes.
Each departure erased that investment and reset the
onboarding cycle.

In early 2026, the company engaged Intelassist to design
and staff a dedicated offshore operations team capable of
scaling reliably, maintaining consistent training standards,
and executing compliance-sensitive workflows with the
precision the business required.

Our Approach

Intelassist's approach is shaped by the operational
maturity each client brings to the engagement. Where no
documented infrastructure exists, Intelassist builds it.
Where a client has established standards and frameworks
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already In place, Intelassist integrates around them. This
engagement required the latter, and the entire team design
reflected it.

l. Building Around What Already Existed

The clients VP of Operations had developed a KPI
framework prior to engaging Intelassist. The processes,
standards, and performance expectations were defined.
What the organization lacked was a dedicated team
capable of executing against that framework consistently,
and an accountability structure that did not require her
direct involvement to sustain. Intelassist adopted her
framework as the foundation of the engagement, staffing
and training the team against her requirements and
embedding operations within the tools and workflows her
organization already used.

Il. Capturing What Lived in People’s Heads

Operational knowledge resided in individual team
members rather than documented systems: conveyed
through email exchanges, informal guidance, and
accumulated experience rather than structured process
guides. Intelassist embedded a dedicated SOP writer to
shadow the existing team, review process recordings, and
codity 13 workflows into structured, one-page reference
documents.

This documentation layer served two functions: it
established a consistent onboarding path for incoming
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personnel, and it protected the client from the same
Knowledge-loss risk that had made internal staffing difficult
to sustain.

lll. Real-Time Integration, Not Periodic Reporting

The dedicated team operates on U.S. Eastern hours,
maintaining direct overlap with the client’s staff throughout
the working day. Performance issues are identified and
addressed In real time rather than surfaced at forma
review intervals. Zendesk, the client’s existing ticketing anac
communications platform, serves as the team’s primary
operating environment; Intelassist configured its
performance tracking, SLA monitoring, and escalation
workflows within that system rather than introducing
parallel tooling. As the engagement expands In scope, an
Operations Execution Manager will assume responsibility
for daily oversight and escalation routing, providing the
client with a single, Intelassist-owned point of operational
accountability.

Challenges & Solutions
Challenge: Staff Turnover Disrupting Operations

Prior attempts to build and maintain an internal operations
team had been undermined by persistent staff turnover.
The complexity of the compliance workflows required
weeks of training investment per hire. Each departure
eliminated that investment and placed the knowledge-
transter burden back on senior staff, reducing their
capacity to focus on operational improvement and product
development.

Intelassist structured the team around documented
process infrastructure rather than individual expertise.
Standard operating procedures, terminology references,
and escalation protocols were formalized prior to
deployment, enabling onboarding to follow a repeatable
path independent of any single team member. Staff
departures no longer reset the knowledge base. The client
gained a team engineered for continuity and designed to
scale without accumulating fragility.

Challenge: Operational Load on Senior Leadership

As the company's customer base expanded, senior
operational leadership assumed an increasing share of
day-to-day oversight responsiblilities. Issue escalation, KP|
enforcement, and team coordination were routed through
two senior leaders, limiting their capacity to focus on
strategic  priorities. The organization required an
operational layer capable of functioning with minimal
senior-level intervention.

Intelassist assumed operational accountability across 13

documented processes, with the KPI framework providing
objective, ongoing visibility into team performance. The
addition of an Operations Execution Manager formalizes
this ownership structure, establishing a single Intelassist-
managed point of contact for daily operations. This
structure relieves senior client leadership of routine
oversight responsibilities without requiring the client to
invest in additional internal management capacity. Within
months of the engagement’s launch, the client’s leadership
initiated discussions to expand the relationship from staff
augmentation to a full-service operations partnership.

Challenge: Compliance Processes with Zero Margin for
Error

The workflows assigned to the Intelassist team carry direct
compliance conseqgquences. Missed processing deadlines,
incomplete  documentation, and unresolved postal
exceptions can create legal exposure for the client's end
customers. The client required assurance that offshore
personnel would apply the same standard of precision to
compliance-critical tasks as internal staff with a verification
structure to support it.

Eight of the 19 KPIs governing the engagement are
designated zero-tolerance compliance checkpoints—
items for which no deviation is acceptable. These are
monitored on a daily basis, with automated Zendesk
trigger alerts flagging exceptions at the point of
occurrence. Process documentation specifies the precise
execution standard for each compliance-critical workflow,
and an internal review layer is built into the team’s
operating procedures to intercept errors before
deliverables are released to the client.

Partnership Outcomes

The engagement has produced the operational stability
the client sought. Attendance rates have held at or near
100 percent, directly addressing the turnover challenge
that had driven the organization to seek a dedicateo
staffing partner. Incoming team members reachec
meaningful operational autonomy within  weeks  of
deployment, a contrast to the cycle of attrition ano
retraining that had characterized prior internal staffing
efforts. The operational infrastructure developed alongside
the team (i.e., documented SOPs, a tiered KPI framework,
a custom performance tracking application, and a
structured escalation system) has become the foundation
for an expanding partnership. Within months of the
engagement’s launch, the client's leadership formally
initiated the transition from staff augmentation to a full-
service operations model, with Intelassist assuming greater
accountability for outcomes across the full scope of the
team’s processes.
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