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Participants’

Perspectives



Participants at the Capgemini 2009 Tax Forum, held
in Les Fontaines, France in June, described their
individual perspectives of current taxation and how
they saw the tax agencies’ business processes
being organized in the 21st century. While each
delegate faced challenges specific to their own
situation (countries), there were a
number of similar trends and
common major challenges that all
needed to face.

These included:
�the need to improve compliance
– closing the tax gap or
preventing it from growing during
the economic downturn 
�the need to deal with complex
ICT systems – the legacy
problem 
�the need for organizational and
even cultural change.

Event summary
We will need to do more with less. This was the common
expectation amongst Forum participants who felt that this
demand would call for extreme efficiency measures to be
implemented in most countries. They acknowledged that
they expected to face large cuts in their budgets as a result

of the economic crisis and
corresponding reduction in
the public purse.

They felt that this would
lead to an appeal for tax
agencies to be lenient
towards businesses and to be
extremely cost-efficient in
carrying out their tasks. All
participants stated that
improving business process
efficiency was a top priority

on CEO and CIO agendas for the coming years. For
example, Karl-Olav Wroldsen (Norway) commented: “In
times of budget cuts, the IT-department and its activities
are looked upon as costs”. 

Participants’ Perspectives



For Lena Tollertz-Thörn from Sweden it was clear that tax

organizations were encountering pressure on two levels:

one on improving efficiency and one on budget cuts. 

Frank Baelus from Belgium added that there was a need to

look more closely at the human aspect of IT. He felt that

the technology angle from which IT was typically viewed

was too one-sided. This limited the effectiveness of the

development and use of ICT systems. 

Participants agreed that managers should deploy a holistic

view of their organization and change their view on

process development and the use of IT. This was

regarded as a disruptive strategic insight that

demanded a change in mindset to accompany it.

The Forum participants shared a common difficulty

in aligning their business demand function with the

supply side from their (in-house) IT-provider or

commercial partners in business. Problems were

identified in the areas of:

�formulating requirements

�differing expectations for IT-systems

�implementation effectiveness. 

A number of managers still felt, they could implement IT

services off-the-shelf without it affecting their business

processes. Other participants faced difficulties in coming

up with an effective outsourcing strategy, although they

felt the need to focus more on their core-tasks and had

reached the conclusion that IT-development and

maintenance was not one of them.



Taking the Debate Forward
In the shoes of...

What does the typical taxpayer want?
What is the Minister of Finance’s primary
objective?

Participants broke into two groups to
discuss today’s tax regime from these two
distinct perspectives. 

Their objective was to gain a better
understanding of the likely (potential)
demands and possible expectations of both
political stakeholders and taxpayers. 



Reducing the Administrative Burden

How can today’s tax agencies meet these dual
needs of the citizen and political stakeholder?

Participants agreed that customer centricity and the reduction of
the administration burden would be key. Attempts to change the
system, however, had to be effectively followed through. Ignacio
Garcia from Spain’s Agencia Tributaria described how a corporate
tax reform had been intended to create a single model for
simplified corporate taxes. The only problem was that it
contained 57 pages with 260 boxes. As a result of this reform, it
became mandatory for companies to file tax returns
electronically, leading to high initial costs for entrepreneurs. 

From this example alone, it was clear that simplification for the
Tax Administration didn’t automatically equal simplification for
the taxpayer. Indeed, every change in legislation, even if intended
to simplify rules, regulations and tariffs, would lead to initial
costs for taxpayers. Large scale changes that required significant
investments by taxpayers should not be implemented in times of
crisis.

Change also has an impact on service levels and this was another
aspect of reducing the administrative burden. Participants agreed
that tax agencies should transform from ‘error-finding’ auditing
institutions into high-service rendering pro-active co-facilitators
of the civil society. Most ‘customers’ expected to receive service
from the government rather than punishment. The younger
generation would, in fact, expect to deal with a modern self-
service concept. The tax agencies should provide them with all
the means to apply by themselves: any time, any place.

From the Minister’s point of view it became
clear that the primary concern of
government representatives lay in reducing
the economic impact of the current crisis. There
was consensus amongst participants that the immediate
responsibility for tax agencies was not to tip businesses over the
edge with rigid execution of tax laws that might create further
economic instability.

They needed instead to embrace an adaptive approach to
corporate taxpayers and small and medium sized entrepreneurs.
This was the time to innovate and reduce administrative
burdens. Tax agencies needed to create easy and cheap ways to
comply with tax laws, including:
�electronic messaging, filling in returns and bills in pdf-
format
�putting trust in the compliance strategy
�no costly procedures involving proof of expenses, but risk-
based auditing.

Tax agencies should reduce costs by maximizing operational
excellence that resulted in better revenue streams and swift tax
refunds for those entitled to them. 

The main conclusion of the discussion from a Finance Minister’s
perspective was that the crisis called for a revision of the
compliance strategy and execution by tax agencies. More than
ever, the economic downturn called for an easing of the burden
on those who were willing to comply and for severe measures to
be taken against non-compliance and tax-evasion.



And what of the taxpayer? Meet Joe
the Plumber, our typical taxpaying
citizen. He is described as self
employed and nervous about receiving
so many letters from the tax authorities.
He thinks that tax agencies cannot be trusted and that he gets
poor service from an administration that doesn’t understand his
situation. This manifests itself in him having to repeatedly deliver
the same information to different agencies, and the burden is just
increasing. Where is his money going? Why is there such a lack
of transparency? He now needs (and even has to pay for) an
agent to do his paperwork for tax filing, and even worse, his
agent gets poor service from the tax agency.

So what does Joe want from tax agencies? The conclusions were:

�he wants us to understand his business and support him
�he wants the complexity taken out of his tax affairs so that he
does not have to put great amounts of effort into complying
with his obligations
�he wants certainty
�he wants good service and he wants tax agencies to help him
so that instead of trying to find his errors, tax agencies are
helping him to get it right from the start.

Meeting Joe the Plumber’s needs would require a critical shift in
the mindset of tax agency employees in terms of their contact
with customers. Taxpayers needed to see their tax agency as both
proactive and helpful. Perhaps the Agency should go out and
meet the customers to better understand them.

This ‘any time, any place’ vision for the future saw
the Forum participants agreeing that the tax agency
of tomorrow would be somewhat different from that
of today. 

For example if the service concept were to be put in place,
the Agency might become less visible. A highly automated
services-layer would supply taxpayers with most of the
means for complying with tax laws. Most of the agency
staff would be well-trained, highly skilled in
communications, taxpayer oriented service employees.
There would still be a need for a relatively small core team
of taxation specialists to specify process requirements and
business rules. 

Furthermore, participants envisioned the future tax
agency as one where excellent large-scale process
operation would lead to real-time settlement of 99% of the
annual tax settlements. Tax return filing would become
obsolete if business intelligence was put to the right use
and the current IT solutions such as sector-as-a-service
and software-as-a-service would provide the opportunities
to achieve this. Finally, tax collection and auditing would
be outsourced in the future tax agency.

Tomorrow’s Tax Agency



If this was the vision of a future tax agency, what
type of business manager would be at the helm?

Pierre Hessler – Capgemini board member and global
technology leader – described the impact of the economic
downturn on the behavior of corporate managers, giving
much food for thought about the role of the strategic
public sector manager.

He explained that there were
some remarkable differences
in the (often sudden) effect
on managers. In his view,
one group was continuing to
act as if nothing had
changed, accepting the
impact of the crisis and
taking the hit by
reorganizing or downsizing
their companies. Their belief
was that the crisis would end
some day and they hoped to
survive. 

For another group of managers fear prevailed. They were
frightened by the economic crisis and had seemed to lose a

great deal of their intellectual capacities. They were
beginning to make bad decisions or no decisions at all.
They seemed paralyzed, to be in a stage of angst – which
was worse than normal fear. 

Finally, there was a small group of managers who had
risen to the occasion. They were stimulated by the crisis

and had turned it into a
momentum – fed by an extra
stimulus on their energy and
capacities – to create change
and new opportunities. They
would not only lead their
companies to survive the
crisis but reach new horizons
in better shape and with
highly modified go-to-market
capabilities.

This picture prompted some
participants to say that they
could see an opportunity to

use the crisis as the momentum for long-awaited and very
much needed change in their own organizations,
especially the need for cultural and behavioral changes
within the tax agencies.

Food for Thought



Meeting
Future Needs



In terms of their aspirations as tax agency leaders,

participants discussed the IT solutions that would deal with

the legacy problems, the role

of the tax agency leadership

and how employees could

better embrace change. From

this discussion they drew up a

long list of needs relating to

the significant challenges tax

agencies would be facing in

the coming years in the

following five areas:

�Customers

�IT

�Data/Intelligence

�Tasks/Process

�People

Rising to the Challenge

Participants recognized that the challenges they faced were remarkably similar, but all were starting from

different places. Also, while many of the problems were not new, it was likely that many of the solutions would

require new ways of thinking about the real role of the tax agency.



Customers
Citizens and businesses demand a high level of service and a
personal approach in their contacts and interactions with
the tax authorities. As such, the tax agencies need to talk to
their clients, and maintain contact with corporate taxpayers
and the self employed, preferably via their agents. The contact
should be proactive instead of reactive, helping and
preventing repeated errors. There should also be on-site tax
agents for big corporations.

Amongst private taxpayers the aim should be to achieve 90%
real-time/on-line assessment. Unnecessary contact should be
removed with the target of achieving 95% no-touch
assessment. 

In the ongoing bid to remove the administrative burden
government agencies need to re-use information retrieved just
once from taxpayers [see Data/Intelligence, below]. The
Dutch Law on Authentic Data Registry was cited as a good
example of this.

Customer compliance is another objective for the tax
authorities with participants agreeing that they needed to
encourage compliance. To do so, they would have to ensure
that the risk of being caught is high for tax cheats and
evaders. 

New forms of inspection (horizontal inspection
and certification) could be launched. To realize
this, it would be necessary to ensure that the
information (from third parties) available to the
tax authorities was of a high quality and that the
most modern business intelligence was available.
Technology would play its part in this, being used
to provide Business Intelligence [see IT, below].

Finally, in order to attract the level of talent needed to deliver
these customer-focused aspirations, the tax inspectors’ work
has to be re-evaluated with high salaries paid for high level
jobs. There could be a smaller number of inspectors put to
better work.

IT
The complexity and legacy issues within the ICT landscape
were factors that increasingly cause problems for the tax
authorities when it came to executing large-scale processes. 
In order to be able to continue to guarantee an error-free
execution of these processes (operational excellence), a
solution has to be found for these issues very quickly. 

All participants agree that to address this challenge the next
generation tax agency would depend largely on IT and that
technology should be used to streamline the IT processes
both internally and with contractors. For example, in a bid to
reduce the administrative burden associated with Information
Obligations (IOs), Agencies could encourage the use of
electronic invoicing, e-forms, Web services, and new types of
information exchange formats such as XBRL (eXtensible
Business Reporting Language) [see Tasks/Processes, below]

There needs to be an acceleration of the legacy system face-
out, or to put it another way ‘get rid of 1963’. Technology
should also be used to make good use of the high level quality
of data retrieved
from third
parties and turn
it into valid
Business
Intelligence.



Data/Intelligence
Society expects and demands the quality of the information
administered by the tax authority should be very high (error-
free and updated). At any given time, members of society
should be able to access their information, and the
government must not ask for any information that it already
has. Information also has to be shared by various government
organizations. In other words, different government
organizations should not ask for the same information from
citizens and businesses.

Participants agree that this would require effort in terms of
ensuring data quality and an improvement in interoperability.

Tasks/Processes
Society as a whole and political bodies in particular demand
that a modern government organization is able to quickly
implement new regulations and changes in task descriptions.
A modern organization needs to have a high degree of
flexibility (agility). This would require a completely different
structuring of the processes and system landscape within
such an organization.

This demands a holistic view of the tax agencies’ processes
and a focus on core tasks. Put simply, agencies need to kill the
obsolete tasks. To achieve this the Leadership would be used
as a new tool to reduce complexity and control costs.

Another aspect of process change discussed by
the participants was that around legislation.
Many European national governments as well as
the European Commission had included
ambitious targets in their policy plans for
reducing the administrative burden imposed by
government. The European target was to reduce
the administrative burden by approximately 25%
by 2012. 

This reduction could be achieved only in part by
simplifying legislation and reducing the number
of so-called IOs. Additional reductions could be
achieved by implementing new legislation and
making it easier to comply with IOs via the use of
modern ICT [see IT, above].



People
What is going to happen in the coming 5-10 years as
highly experienced staff retire and create a shift in
competence?

Participants agree that they needed to formulate a response
to this outflow of knowledge and experience, which
would be enormous in the coming years. 

In view of the scarcity of highly-trained and experienced
personnel in the job market, it would not be enough to
make use of purely HRM focused solutions. ICT solutions
in the form of advanced decision-support systems and
knowledge banks might be able to make a contribution in
this regard. Centralizing high-skilled tasks was another
suggestion.

Breaking down barriers between people working in
different areas of government was another ‘people’
challenge that participants discussed. Within government
as a whole, cooperation within chains of government
services was increasingly being encouraged. This would
result in more effective enforcement within the security
chains and also reduce the burden imposed on citizens and
businesses by government.

“In each one of us lies a part
of the solution”



Summary



Within the broader discussion on the needs of their
customers and a vision of the future tax agency, the Forum
participants defined their aspirations in three areas:
�Customer service
�Compliance 
�Cost efficiency.

While there was no doubt that these remained the main
business drivers for today’s tax agency, there was also
agreement that a big shift was taking place towards greater
focus on the core tasks of collection and enforcement. This
had entailed an emphasis within the tax agency on
developing analysis and business intelligence skills and
systems.

What other themes would shape the future tax agency?
The discussion here centered around three subjects:
�The nature of service provision
�Paperless tax administration
�Reduction of complexity.

Two scenarios were presented as potential future routes to
providing tax services. In the first, there would be
investment in creating a large-scale, high quality service-
providing apparatus within the tax agency for the taxpayer.
In the second, the aim would be for the absence of a
service organization due to automated settlement – real-
time – error-free and taxation at the source. In an ideal

world, participants said they could envision a no-touch tax
agency serving the customer on demand (web-based).

A totally paperless tax agency was also proposed as
another aspect of the future vision. It would have as few
interactions as possible with taxpayers, and all remaining
interactions would be client-centered, understandable,
clear and precise. They would be carried out by employees
trained in business who would know what they were
talking about.

Finally, the third trend discussed
by participants focused on the
complexity of tax legislation and
how in the future it would be
taken away from the taxpayer’s
business with tax agencies
retrieving only raw data. The
taxpayer would not have to
compute complex fiscal rules –
the tax agency would do that. This would free up the
taxpayer to concentrate purely on bookkeeping as if there
were no taxation. 

In the future, taxpayers would be provided with certainty.
There would be no tax returns – only money transfers –
and ‘credit statements’ as a result of data quality and data
transparency within the whole of government. 

Themes and Trends



Conclusion



What would the Tax Leaders at the 4th International
Tax Forum take away from this highly participative
peer-group meeting? 

The theme most frequently
mentioned was change. Most
participants saw opportunity
in the current economic
situation and the old patterns
and problems for which old
or standard solutions
wouldn’t work. Add in the
‘angst’ caused by the crisis as
described by Pierre Hessler,
along with the foreseeable
budget cuts, and participants
believed that this all
combined to provide an ideal
platform for creating a real
change within their
organizations.

Crisis would be an
opportunity to deal with a
number of problems and
challenges within tax
agencies. Now was the time
for (public sector) leaders to
differentiate themselves from
managers. Leaders would
make the difference and
create sustainable change. 

The overriding theme?

We have to create
change.

Get Ready for Change
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