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Why is organization 
structure important?

Having dedicated resources to set forward 
strategy improves revenue outcomes
National compliance risk management
Consistency, trust in the tax system
 Same treatment for taxpayers across the country
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Typical models

 Tax Type (income tax, VAT, excise)

 Taxpayer Type (large, medium, small)

 Function-based (registration, filing, correct reporting, 
appeals, service)

Hybrid (generally function-based with specialization on certain 
taxpayer types)

Within each of these models, there may be 
semi-autonomous regional operations
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Good practice

 Function-based with specialization for large 
taxpayers is a starting point
Separation of Headquarters (HQ) and regional 

operations
 HQ sets the strategic direction and allocates 

resources and productivity expectations
 Regions/districts implement the plan and carry out 

the activities
Reporting structure independence for sensitive 

activities
Span of control must be reasonable
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Typical Function-Based 
Organization with LTO
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Notes:
*The Revenue Analysis unit contributes data and analytical input to government revenue forecasting and estimating processes for 
which the Ministry of Finance (MOF) generally has primary responsibility.
**Typically, the MOF has primary responsibility for development of tax policy; HQ provides input to the policy development process.



Typical Regional Structure
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Who does what?
HQ
• Planning
• Manage compliance and risks
• Manage performance
• Develop national programs, policies 

and procedures
• Ensure good governance
• Manage reforms
• Maintain central control over field 

operations
• Provide support services – legal, IT, 

internal audit
• Analyze tax revenues
• Manage relationships with 

stakeholders – government/external

Regions/Districts
• Program delivery of:

• taxpayer services
• Processing returns and payments
• enforcement actions (audits, filing 

compliance, payment enforcement) 
In line with national plans developed in 
consultation with HQ
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Managing Risks across the 
Organization
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Multiplier effect on 
compliance…

Registration

Registration 
and Filing

Registration, 
Filing and 
Correct 
Reporting

Registration, 
Filing, Correct 
Reporting and 
Payment

Managing risks across the continuum of registration, filing, correct 
reporting and payment provides better results.
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For more information….

Draft technical notes 
• The Role and Functions of Tax Administration 

Headquarters

• Managing Risks to Revenue
• Part I: (Re)Designing an Organization Structure
• Part II: Managing Cross-Cutting Compliance Revenue 

Risks
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