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Executive summary of the research
The impacts of Revenue’s digitalisation journey 2007-2017 on efficiency, effectiveness and insights for the
civil and wider public service are outlined in this paper.


Across the OECD, two-thirds of tax administrations had a decrease in their relative staff cost, while
two-thirds had an increase in their relative IT expenditure between 2014 and 2015. IT expenditure
is second only to salary, with an upward trajectory. Tax administrations face “double pressure” from
reduced budgets and technological change.



To explore correlation and causality, a compositional analysis was required due to the differing
objectives of ICT expenditure and the many drivers of key performance indicators.



Information and Communication Technology (ICT) is the 2nd largest expense (13 percent of
administration cost in 2017) after pay. Total ICT expenditure was €584 million 2007-2017, which
supported the annual average gross collection of €57 billion. Total ICT expenditure is primarily
external ICT resourcing (57 percent) and maintenance / licensing (29 percent). The ICT structural
costs of operating the systems (i.e. non-project) absorbed 69 percent of total ICT expenditure 20152017. Capital expenditure classification of ICT expenditure was 40 percent. Most external ICT
resourcing was used in projects classified as either critical or mandatory, rather than strategic
corporate projects, mirroring the composition of total ICT expenditure.
ICT project case studies highlighted that for three historical ICT projects benefit realisation reports
had not been completed, but these were prioritised and rapidly completed. There was also a
variation in the project objectives’ level of specificity and measurability in the documentation.
ICT projects with a focus on releasing staff capacity released 310 full time equivalents in 2011-2012,
primarily Clerical Officers (COs, 56 percent) and Executive Officer/ Staff Officer (EO/SO, 34 percent)
grades. This contributed to the delivery of Revenue’s targeted savings under the Employment
Control Frameworks and embedded the staff reductions realised via natural attrition, by
permanently removing, streamlining and/or automating business activities. This has resulted in a
total saving to date of €63 million 2012-2017, and an ongoing annual payroll saving of €12.7 million.
Staff benefit realisation occurs at a lag after ICT implementation and operationalisation, hence a
transitional period arises before staff can be redeployed. Projects objectives to release staff
capacity would benefit from being measurable and baselined to underpin delivery.

ii



Staff numbers reduced by 8.8 percent (11.3 percent like-for-like) in Revenue during 2007-2017, with
78 percent of the reduction in the CO grade. Revenue’s strategic focus on staff savings occurred
concurrently with the Employment Control Frameworks. This appears to have influenced the
prioritisation of ICT digitalisation projects targeting the permanent reduction of some labour
intensive activities, thus embedding the reduction in staff numbers realised from natural attrition.
Staff numbers increased by 6 percent (330 staff) during 2015-2017, primarily for existing activities
in compliance, but also for new activities arising from international tax commitments and Brexit
with the associated ICT. These activities are undertaken by different grades e.g. Local Property Tax
(LPT) work is primarily undertaken by COs; compliance work has an entry grade of EO; Brexit work
has been policy related to date at Administrative Officer/ Higher Executive Officer (AO/HEO) grade.
The grade mix reflects a change in strategic emphasis from ‘service to support compliance’ to
‘confronting non-compliance’; increasing complexity and specialist skill requirements in areas such
as the competent authority, transfer pricing, data analytics etc. The 2018 additional staff allocation
will be deployed primarily on audit and investigation activities.
The Revenue Workforce Outlook 2017-2022 seeks to recruit 500 staff per annum, which is expected
to include 300 COs and 150 EOs. Future retirements are a critical inflection point, bringing
operational challenge and opportunity because natural attrition is how reductions in staff numbers
have been delivered.



Performance indicators Ireland ranked 15th highest of 54 countries with net revenue collected as a
percentage of gross domestic product of 25.9 percent in 2014. Revenue ranked 11 th highest of 34
countries with ICT expenditure an estimated 14 percent of total operating budget in 2015.
Revenue’s collectable debt as a percentage of net revenue of 1.5 percent was among the lowest
reported in the OECD in 2015 and subsequently 1.3 percent in 2016 and 1.1 percent in 2017.
Revenue has more staff per labour market participator than Sweden, but less than the Netherlands.
Ireland ranked 1st in the EU and 4th globally for ease of doing business and had the 2nd lowest custom
burden in the EU and 6th globally. At the end of 2017, electronic returns have almost doubled since
2007 and the value of electronic payments has increased 2.5 times on volume that is 4 times greater
than 2007. Broadly 50 percent or more phone calls are answered within 30 seconds. There has
been success in migrating taxpayers to more cost effective online self-service channels.
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Key findings
This paper presents key findings on the impacts of ICT expenditure in the Office of the Revenue
Commissioners (Revenue) 2007-2017, which will be informative for digitalisation discussion in Revenue, the
Department of Public Expenditure and Reform and other entities across the civil and public service.
Refer to the section 9 for further details and guidance on the findings below.

Policy findings


Digitalisation embedded the reduction in staff numbers realised from natural attrition under the
Employment Control Frameworks, by permanently removing, streamlining and/or automating
business activities.



Enhance the alignment of workforce planning to a medium/long term strategic vision of Revenue’s
workforce, including staff numbers, grade composition, skill specialisation and digitalisation impact.

Process findings


Embed the Public Spending Code appraisal requirements for all categories of ICT projects, including
critical and mandatory, to further strengthen the ICT expenditure and financial approval process.



Continue to enhance the specificity of project objectives in the ICT project approval documentation,
to embody the characteristics of quantity, quality and timeliness while being measurable, verifiable
and free from bias.



Further strengthen the strategic focus and process of benefit realisation, to enhance the
effectiveness and efficiency benefits attained from ICT expenditure.

Insights on digitalisation


Some high level insights that other public entities may wish to consider as part of their strategic
discussions on digitalisation.
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1.

Rationale


Revenue has made substantial investments in Information and Communications Technology (ICT)
projects over the past decade to provide new and innovative services to customers and to integrate
new technologies and processes to streamline operations.



The Spending Review 2017, ‘Central Votes: Spending Trends and Key Drivers’, provided an overview of
Revenue’s ICT investment. It suggested ‘a future paper to focus on digitalisation and whether it has
ultimately resulted in improved service delivery and/or savings’ and that ‘a more detailed examination
of the experience in Revenue could provide general learnings that could be applied to other Votes…to
enable productivity growth and improved efficiency / effectiveness in service delivery’. The latter
would feed into policy deliberations as part of the ‘Our Public Service 2020’ commitment to the actions
under ‘Delivering for Our Public’, building on the Revenue case study in the Public Service ICT Strategy
(2015) which aspires to delivering better outcomes and efficiency through innovation and excellence
in ICT.



To review the implementation of relevant recommendations from the ‘Value for Money (VFM) and
Policy Review of Information Technology External Resources Expenditure in 2006’.

2. Objectives


To map the key ICT projects undertaken over the past decade (refer to Appendix 1).



To provide a high level overview of how the ICT governance is operated (refer to Appendix 2).



To analyse the trend and composition arising from digitalisation – the objectives (refer to sections 6.3
and 6.4); inputs (refer to sections 5, 6 and 7); activities (refer to sections 6.4); and outputs, outcomes
and impact (refer to sections 5 and 8).



To analyse the output and outcome/impact of the ICT projects, both at a high level (refer to section
5) and by reviewing a sample of representative projects (refer to section 6.3 and 6.4).



To identify wider policy issues relating to substantial ongoing ICT expenditure and insights for
consideration as part of ‘Our Public Service 2020’ (refer to section 9).
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3. Office of the Revenue Commissioners – an overview
Revenue’s mission is 'to serve the community by fairly and efficiently collecting taxes and duties and
implementing Customs1 controls'. Its vision is to be a ‘customer centric, compliance oriented tax and customs
administration… [that is]… fair, transparent and effective’.
In the Statement of Strategy 2017-2019 one of the key ongoing objectives is to ’collect the right amount of tax
and duty at the right time’. The continuous evolution to deliver Revenue’s mission in a changing social,
economic and technical environment is also highlighted. The delivery of the two key strategic priorities in the
Statement, ‘service to support compliance’ and ‘confront non-compliance’, is enabled by ‘the skills, capability
and professionalism of our [Revenue] staff’ and ‘the use of technology, legislation and data to enable our [staff]
to do their work within a strong and effective governance and accountability framework’. Together, Revenue
staff and ICT systems collected an annual average of gross tax collections and collections for other
Departments of €57 billion, 2007-2017.
Flowing from the strategy:


Workforce Outlook 2017-2021 highlights the very experienced and aging workforce, flagging a
particular risk in compliance. It ‘is intended to act as an action plan’ with an estimated annual
recruitment of ‘around an average of 500 staff per year for the 5 years to maintain current staffing
levels’ and flags the need for potential additional staff to ensure adequate resources. ‘Improvements
in processes and technology’ in the past were credited with decreasing headcount and enabling
compliance staffing levels to be maintained.



ICT Strategy 2017-2019 indicates that ‘ICT will continue to play a pivotal role in driving constant
improvements in the efficiency and effectiveness and quality of the organisation’. Revenue has a very

successful track record in implementing large-scale ICT projects and is an exemplar nationally and
internationally for the development and deployment of ICT solutions for tax-related activities2.


Revenue ICT experience contributes to the wider eGovernment agenda; for example the Public Service
ICT Strategy (2015)3 has a Revenue case study highlighting the increased use of electronic channels
and Our Public Service 20204 has a Revenue case study highlighting the business process improvement
from moving to fully online electronic tax clearance.
‘Information and Communications Technology (ICT) … drives efficiency and quality improvements
and facilitates improved performance5’.

1

Note that not all tax administrations internationally are responsible for Custom functions.
Department of Public Expenditure and Reform (2010), ‘ORP Report on the Office of the Revenue Commissioners’, page 46.
3 Department of Public Expenditure and Reform (2015), ‘Public Service ICT Strategy’, page 7.
4 Department of Public Expenditure and Reform (2017), ‘Our Public Service 2020’, page 23.
5 Revenue (2013), ‘Annual Report 2012’, page 8.
2
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4. International tax administration trends
Across the OECD6, ‘…two-thirds of tax administrations…saw a decrease in their relative staff cost while twothirds saw an increase in their relative IT expenditure7’ between 2014 and 2015.
This section outlines some of the current international trends and perspectives of tax administrations.
4.1

Across the OECD, tax administrations’ ICT expenditure is 2nd only to salary with upward trajectory

A recent OECD8 report found that IT expenditure is second only to salary cost in all tax administrations
surveyed, with reported levels of expenditure varying significantly between tax administrations.
‘…Two-thirds of tax administrations participating saw a decrease in their relative staff cost while two-thirds
saw an increase in their relative IT expenditure. This trend is likely to continue although staff costs may also
increase in some areas as more specialist IT and data analytic skills, highly valued in the wider market, are
sourced’.
4.2

Tax administrations face double pressure of reduced budgets and technological change

The OECD9 has highlighted that the double pressure created from reduced budgets and technological change
is a key management issue for most tax administrations. For some tax administrations, the challenge is
compounded, due to contract restrictions or government mandates, making it difficult to strategically downsize operations other than through the non-replacement of staff that leave of their own accord. Further, with
administrations needing to acquire new competencies or specialist capabilities different in nature to those
currently employed, there is some doubt as to whether some of the major practices used to date in managing
change will be as effective going forward.
Figure 1. Double pressure on tax administration workforce

Source: OECD (2017), ‘Tax Administration 2017’, page 125.

6

Organisation for Economic Co-operation and Development (OECD)
OECD (2017), ‘Tax Administration 2017: Comparative Information on OECD and Other Advanced and Emerging Economies’, OECD
Publishing, Paris http://dx.doi.org/10.1787/tax_admin-2017-en, page 123.
8 OECD (2017), ‘Tax Administration 2017: Comparative Information on OECD and Other Advanced and Emerging Economies’, page 123.
9 OECD (2017), ‘Tax Administration 2017: Comparative Information on OECD and Other Advanced and Emerging Economies’, page 125.
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5. High level comparison of ICT expenditure and key performance measures 20072017
To explore correlation and causality, further compositional analysis was required (refer to sections 6-8), due
to the differing objectives of ICT expenditure and the many drivers of key performance indicators.
A high level comparison of ICT expenditure and the key performance measures of gross collection; total staff
numbers; taxpayer compliance rates and customer service is shown in Figures 1-4 for 2007-2017.
Figure 1 indicates that gross tax collections decreased 2009-2013 due to the economic crisis, rather than any
Revenue ICT impact. Figure 2 shows that staff numbers in 2017 are below 2007, with reductions in 2009, 2011
and 2012 and increasing trend in 2015-2017. Figure 3 shows that taxpayer compliance was maintained and
rose steadily during 2007-2017, despite the economic crisis. Figure 4 highlights that customer phone service
reduced during 2012-2014, but interestingly remained stable in 2013 despite a 63 percent volume increase.
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10

Timely compliance is defined using risk criteria and calculated on a weighted basis of employers PAYE/PRSI, VAT, Corporation Tax,
Income Tax and RCT. Changes in large and medium case size mean that 2007 is not directly comparable with subsequent years.
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6. Revenue ICT expenditure 2007-2017
ICT expenditure is the 2nd largest Revenue expenditure. Total ICT expenditure of €584 million 2007-2017,
supported an annual average gross collection of €57 billion. Total ICT expenditure comprised external ICT
resourcing (57 percent), was concentrated in the day-to-day ICT structural costs of operating the systems
(69 percent) and was often classified as capital (40 percent). ICT project objectives vary, but those with a
measurable objective to release staff capacity occurred mainly under the Employment Control Frameworks.
This section provides a compositional analysis of ICT expenditure 2007-2017. Insights gained from a review of
sample ICT projects and ICT projects with an emphasis on releasing staff capacity are presented. To
contextualise, the key ICT projects 2007-2017 (Appendix 1) and the ICT governance (Appendix 2) are provided.

6.1

ICT expenditure compositional analysis

Mirroring international trends, ICT is the second largest expense after pay, with ICT €54 million and pay €294
million in 2017. During 2007-2017, total ICT expenditure was €584 million, excluding internal ICT staff which
cost approximately €14 million in 2017. ICT expenditure has been reasonably consistent during the period,
ranging from €41 million in 2011 to €68 million in 2008. The main components of ICT expenditure (Figure 5)
were external ICT resourcing (57 percent) and licensing and maintenance (29 percent) during the period. The
ICT structural costs of operating the systems (i.e. non-project costs) absorbed 69 percent of the ICT
expenditure 2015-201711. During 2014-2017, 40 percent of ICT expenditure was classified as capital. External
ICT resourcing is mainly used for core, critical and mandatory projects (85 percent), rather than strategic
projects (Figure 6), mirroring the overall ICT expenditure on strategic projects.
Figure 6. External ICT resourcing by ICT project
classification12 2013-2017 (indicative only13)
€ million

70
60
50
40
30
20
10
-

40
30
20

2017

2016

2015

2014

2013

2012

2011

2010

2009

2008

10
2007

€ million

Figure 5. ICT expenditure 2007-2017
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11

Government Accountability Office (2018), ‘Information Technology (GAO-18-298)’ – In 2016, IRS spent approx. 70 percent of their
ICT expenditure on operations and maintenance activities and 30 percent on development, modernisation and enhancement.
12 ICT project classifications were not reviewed (i) Core, which underpins ICT (ii) Critical, driven by Finance Act measures; e.g., Local
Property Tax (iii) Mandatory, driven by EU and OECD commitments (iv) Strategic corporate, Revenue driven projects; and (v) shared
service such as disaster recovery. PAYE Modernisation is classified as critical, but was previously classified as strategic corporate.
13 Indicative only as project costs are fully reflected in the year of project completion, not in the year that the expenditure was incurred.
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6.2

High volume of ICT projects but low volume of multiyear projects 2007-2017

Over the past decade the ICT expenditure of €584 million has enabled a large volume of ICT projects (refer to
Appendix 1). There have been five multiyear projects; Electronic Relevant Contract Tax (eRCT); Local Property
Tax (LPT); VAT Mini One Stop Shop (MOSS); Revenue Case Management and PAYE Modernisation (to be
operational from 1 January 2019).
An analysis of external ICT resourcing on projects completed during 2013-2017 (refer to Table 1) found that
90 percent of the ICT projects completed required ICT external resources of €2 million or less, with 70 percent
of the ICT projects completed requiring €1 million of less.
This reflects that Revenue ICT work programmes (e.g. PAYE Modernisation) are delivered using separate yet
interrelated projects which can facilitate phasing and de-risk the process, in line with project management
best practice.
Table 1: Analysis of external ICT resourcing on projects completed during 2013-201714.
External ICT Resourcing
€ million

Number
of
projects

>€20 million+
>€10 million - €15 million (Local Property Tax)
>€7.5 million - €10 million
>€5 million - €7.5 million
>€4 million - €5 million
>€2 million - €4 million
>€1 million - €2 million
€0 - €1 million
Total number

0
1
0
0
0
5
12
43
61

Category Analysis

Number of
Projects
%

Critical

2%

100%

8%
20%
70%

80%
58%
16%
31%

Mandatory

Strategic

8%
33%
25%

20%
33%
51%
44%

Source: Revenue (2018), Project Management Office.

6.3

ICT projects case studies

To provide insights on causality, the ICT projects below were selected, in consultation with the Advisory Group,
to consider in detail (refer to Appendix 4).
1 Local Property Tax (LPT)

5 myAccount

2 PAYE Modernisation (ongoing project)

6 Revenue Case Management (RCM)

3 VAT Mini One Stop Shop (MOSS)

7 Electronic Tax Clearance (eTC)

4 Electronic Relevant Contract (eRCT)

14

ICT external resourcing was €151 million 2013-2017. As compositional analysis was not readily available, this period was used.
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Key insights gained were:


For three historic ICT projects, Benefit Realisation Reports had not been completed, but these were
prioritised and rapidly completed15.



Variation in the project objectives’ level of specificity and measurability in the Project Initiation
Documentation (PIDs) was observed (refer to Appendix 4).



The importance of communication to manage Business Units’ expectations was flagged in one of the Post
Implementation Reviews, but the emphasis of these reviews tended to be on technical ICT matters.

6.4

ICT projects with a focus on releasing staff capacity

Revenue’s ICT eBusiness strategic focus appears to have commenced under the Statement of Strategy 20052007. The additional ICT projects in Table 2 were identified by Revenue as those where releasing staff capacity
was a key project objective. These projects were undertaken when the Department of Public Expenditure and
Reform’s (DPER) Employment Control Framework (ECF) was in place and contributed to meeting Revenue’s
targeted reduction in staff numbers. As these ICT projects permanently removed, streamlined and/or
automated activities, there has been total saving of €63 million for 2012-2017, with an ongoing annual staff
saving of €12.7 million.
Table 2: ICT projects with a focus on releasing staff capacity, 2011-2012.
ICT Project
Electronic Relevant Contract Tax (eRCT)
Vehicle Registration Tax (VRT) redesign
Electronic Stamping (eStamping)
Excise License
Online registration
Capital Acquisitions Tax (CAT) Modernisation

FTE staff
capacity
released
105
57
55
35
32
26
310

PO
AP
HEO/AO
EO/SO
CO

FTE staff
capacity
released
1
7
25
104
173

<1%
2%
8%
34%
56%

Total

310

100%

Staff grade
impacted

%

Source: Revenue (2018), HR – Resourcing

‘Electronic service channels continue to generate savings in frontline staff numbers16’

15
16

The author acknowledges with thanks the cooperation of the Business Project Management Unit and the relevant Business areas.
Revenue (2012), ‘Comprehensive Expenditure Review 2011’, page 34.

8

Where project objectives are measurable with a target, it appears to support benefit realisation17. The
examples below are drawn from the project initiation document benefits summary section for illustrative
purposes:


Online registration: Measurable objective of estimated savings of circa 25 full time equivalents (FTEs),
particularly in the districts; e.g. up to 6 staff could be saved in the South West Region.



CAT Modernisation: Measurable objective that customer service staffing would be reduced by 25 FTEs
as a result of streamlining the CAT tax administration and the effective use of technology.



eRCT: There was evidence of baselining ‘approximately 65% of the Revenue RCT staff are engaged in
customer service’ with six measures of RCT business volume identified with trend data from 20062010 with additional specificity in the Benefits Realisation Plan accompanying the PID.



VRT redesign: There was no measurable objective, but a stated intention to further reduce the number
of staff dealing with VRT registration work and queries by allowing the registration of used vehicles
and exempt vehicles online with minimal staff involvement.



eStamping: There was no measurable objective, but ‘changes to the eStamping TRs to improve
efficiency’ was stated.



Excise license – no measurable objective specified.

The eRCT staff capacity released (126 FTEs), post implementation and operationalisation, contributed to the
delivery of the 2 percent reduction target for Revenue under the Employment Control Frameworks18&19. To
inform wider discussions on how this was achieved, refer to Appendix 4.

17

While the current ICT project documentation and process has evolved, where there was clear measurable objectives in the Project
Initiation Documentation (PID) it appears to support benefit realisation.
18 Department of Public Expenditure and Reform (2014), ‘The Cost of the Public Service’ – Central Expenditure Evaluation Unit (now
IGEES), page 15. A moratorium was introduced as an emergency measure, it became more targeted in 2010 when a new Employment
Control Framework (ECF), setting multi-annual headcount ceilings for each area of the Public Service, was put in place. A subsequent
revised ECF covered the period 2012-2015.
19 Under the Employment Control Frameworks staff who retired or whose temporary contract expired could not be replaced.
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7. Revenue staff 2007-2017
Revenue staff numbers reduced by 8.8 percent (11.3 like-for-like) during 2007-2017, primarily the Clerical
Officer grade. The staff increase of 6 percent during 2015-2017 was primarily for compliance with an
increase in more senior grades emerging. The Workforce Outlook seeks to recruit 500 staff per annum, with
a minimum of 300 COs and 150 EOs. Future retirements will impact, but more at the EO than CO grade.
This section presents compositional analysis of Revenue staff numbers and grades20 2007-2017. Key messages
from the Workforce Outlook 2017-2021 are outlined. An analysis of the budgeted additional staff allocations
2013-2017 are outlined. Finally, a hypothetical scenario21 provides an indication of the impact of future
retirements on overall staff numbers and on CO/EO grades.

Revenue staff numbers, trends and characteristics

its related 160 staff. There were three distinct phases during

-

in 2009; an additional 8 percent reduction (458 staff) during
2010-2014; and an increase of 6 percent (360 staff) during
2015-2017.

4
3

1

Total (if 65 yrs age) - RHS
Deputy Sec
PO
HEO
EO (incl. SO)
CO

2019

2017

2015

2
2013

the period in staff numbers, a 7 percent reduction (476 staff)

5

2011

percent (582 FTEs). On a like for like basis, a 11.3 percent

6
2

1

Commisioners
A.Sec
AP
AO
SO (now EO)
Temp CO

Source: Civil Service HR Databank (April 2018)

Clerical Officers (COs) represented 78 percent of the total reduction 2007-2017. The Executive Officer (EO)
increase arose due to a civil service wide decision to amalgamate the Service Officer (SO) grade (Figure 7). In
terms of characteristics, Revenue staff have an average age of 45; with 48 percent aged 50 years or older and
with 30 percent having 30 years or more experience in the service at the end of 2017.
Revenue has maintained and embedded a reduction in staff numbers and the contribution, if any, of ICT
expenditure is explored in this paper (refer to section 6.3 and 6.4).

20 Grades are Commissioner; Assistant Secretary

(A.Sec); Principal Officer (PO); Assistant Principal (AP); Higher Executive Officer (HEO);
Administrative Officer (AO); Executive Officer (EO); Staff Officer (SO); Clerical Officer (CO); Temporary Clerical Officer (TCO); Services
Officer (SVO).
21 This hypothetical scenario’s purpose is simply to provide an indication of the scale of likely workforce change and its possible
timeframe. It uses assumptions that do not reflect the reality of the Workforce Outlook or the impact of internal promotions, open
competitions and working beyond 65 years.
22 Revenue Finance Unit is the source of these staff numbers.
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Total staff numbers ('000)

reduction due to the newly introduced Local Property Tax and

2017. During 2007-201722, staff numbers reduced by 8.8
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Figure 7: Total staff numbers by grade 2007-2017
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Revenue had a ceiling on staff numbers of 6,014 and an actual
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7.1

7.2

Budgeted additional staff resources rationale and grade 2013-2017

The 6 percent increase in staff numbers (330 staff) during 2015-2017, was primarily for existing business
activities (i.e. compliance) but also for new activities rising from Brexit and International Tax (Table 3). These
activities require staff resources at different grades; e.g. LPT work is primarily undertaken by COs; compliance
work has an entry grade of EO; Brexit work to date has been policy related at AO/HEO grade.
Table 3: Budgeted additional staff allocation by activity (not actual figures)
2013

2014

Compliance
Local Property Tax (LPT)

100

2015

2016

2017

2018

56

50

50

90

50

International Tax

20

10

Brexit

40

Total

100

-126

126

50

90

100

Source: Revenue (2018), Workforce Planning and Deployment Unit

There has been an annual concentration in the budgeted additional staff allocation at various grades over the
period; i.e. primarily COs (63 percent) in 2015; EOs (net 100 percent) in 2016; and HEO/AO (49 percent) in
2017 (Table 4). The trend in the grade mix reflects the change in strategic focus from ‘service to support
compliance’ to ‘confronting non-compliance’; and the increasing complexity and specialist skill requirements
in areas such as the competent authority, transfer pricing, data analytics etc. There is evidence of an increase
in more senior grades 2017-2018. The budgeted additional staff allocation in 2018 is primarily for audit and
investigation activities relating to PAYE employer compliance in advance of PAYE Modernisation.
Table 4: Budgeted additional staff allocation by grade (not actual figures)

2013
Target

2014
Target

2014
change
on
2013

Principal

116

118

2

118

0

118

0

120

2

125

5

AP

416

420

4

430

10

436

6

452

16

469

17

HEO/AO

1,037

1,030

-7

1,056

26

1,056

0

1,100

44

1,130

30

EO/SO

2,016

1,980

-36

2,000

20

2,050

50

2,060

10

2,110

50

CO

2,139

2,062

-77

2,142

80

2,136

-6

2,160

24

2,160

0

132

120

-12

110

-10

110

0

104

-6

102

-2

5,874

5,748

-126

5,874

126

5,924

50

6,014

90

6,114

100

Grade (FTE)

Services/Other
Total

2015
Target

2015
change
on
2014

2016
Target

2016
change
on
2015

2017
Target

2017
change
on
2016

2018
Target

2018
change
on
2017

Source: Revenue (2018), Workforce Planning

11

7.3

Revenue Workforce Outlook 2017-2021

The Revenue Workforce Outlook 2017-2021 is based on ‘maintaining current staffing levels’.
Revenue anticipates the need to recruit more than 2,000 staff over the period 2017-2021 to maintain existing
staff levels and capacity (approx. 500 net new recruits each year) based on projected retirements/departures.
An average of over 300 retirements per year for the next 5 years is expected (176 FTEs retired in 201723 and
an expected peak of 448 in 2021), with a particular concentration in compliance.
Of the 500 recruits for the next five years, the workforce plan is to recruit:


COs circa 300 per annum. The majority will work in PAYE and Customer Service. Each year an
estimated 200 COs need to complete the customer service six month training programme.



EOs circa 150 per annum. The majority will be assigned to compliance. Each year an estimated 100
EOs need to complete audit training. Note there is a lead-time of three or four years to develop a
Revenue auditor, depending on relevant experience.

The Workforce Outlook indicates that ICT is influencing the evolution of skills towards more specialism:
‘As electronic service delivery becomes the norm and available resources are moved to tackle noncompliance, the shape of the organisation and the required skill sets will continue to evolve24’
‘It is anticipated that with the continued development of online systems that there will be a shift in the
deployment of staff on processing to ICT, Data Analytics, Risk and eAudit25’.

next 6-10 years. The indications are that staff numbers
would be expected to reduce considerably due to
future retirements; i.e. decrease in staff numbers of

Total (if 65 yrs age) - RHS
Sec Gen
A.Sec
AP
AO
SO (now EO)
Temp CO

7
6
5
4
3
2
1
-

Total staff numbers ('000)

2031

2029

2027

-

2025

the next 5 years and retirement at aged 65 years in the

1

2023

change except for retirement at 40 years of service in

2021

timeframe of the workforce impact. It assumed no

2

2019

solely to provide an indication of the scale and possible

3

2017

opportunities. A hypothetical scenario was considered,

Figure 8: Scenario of future retirements

2015

and

2013

challenges

2011

provide

2009

retirements

2007

Future

Hypothetical scenario solely to illustrate the potential impact of future retirements

Staff numbers ('000)

7.4

Total (if 40yrs work) - RHS
Deputy Sec
PO
HEO
EO (incl. SO)
CO
SVO

Source: Civil Service HR Databank (April 2018)

23

Revenue (2018), HR Unit provided actual retirements in 2017.
Revenue (2017), ‘Revenue Workforce Outlook 2017-2021’, page 10
25
Revenue (2017), ‘Revenue Workforce Outlook 2017-2021’, page 24
24
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19/35 percent (Figure 8); COs decrease of 11/28 percent (Figure 9) and EOs decrease of 22/42 percent (Figure
10) in the next 5/10 years respectively.

Figure 9: …gradual CO retirements under the Figure 10: …but faster EO retirements under the
hypothetical scenario.
hypothetical scenario.
3

Hypothetical scenario of no change except retirement at 40 years of
service / aged 65.

Staff numbers ('000)

2

1

3

2

Temp COs

COs (40 yrs service)

COs (65 yrs age)

2027

2025

2023

2021

2019

2017

2015

2013

2011

2027

2025

2023

2021

2019

2017

2015

2013

2011

2009

2007
COs

2009

1

-

2007

Staff numbers ('000)

Hypothetical scenario of no change except retirement at 40 years of
service / aged 65.

EOs (+ merging SOs)

SOs (now merging with EOs)

EOs (40 yrs work)

EOs (65 yrs age)
Source: Civil Service HR Databank (April 2018)

Temporary Clerical Officers (TCOs) are engaged to assist in managing peak demands, but had not been
engaged during 2009-2012. At the end of 2017, TCOs represented 5 percent (up from 3 percent in 2007) of
the combined permanent and temporary clerical officers.
Revenue COs have been successful in promotions to EO, being 100 percent of appointments in 2013 and 2014
(13 and 127 positions respectively) and 65 percent of appointments during 2015-2017 (481 positions) 26. This
is an important trend to monitor in the context of the scale of retirements at EO/ HEO grades and the
Workforce Plan to recruit circa 300 COs per annum.

26

Data sourced from Revenue (2018), Workforce Planning Unit.
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8. Revenue performance indicators 2007-2017
Ireland ranked 15th highest of 54 countries with net revenue collected as a percent of gross domestic product
of 25.9 percent in 2014. Revenue ranked 11th highest of 34 countries with ICT expenditure an estimated 14
percent of total operating budget in 2015. Revenue’s collectable debt as a percentage of net revenue of 1.5
percent was among the lowest reported in the OECD in 2015, and subsequently 1.3 percent in 2016 and 1.1
percent in 2017. Revenue has more staff per labour market participator than Sweden, but less than the
Netherlands. Ireland ranked 1st in the EU and 4th globally for ease of doing business and had the 2nd lowest
custom burden in the EU and 6th globally. At the end of 2017, electronic returns have almost doubled since
2007 and the value of electronic payments has increased 2.5 times on volume that is 4 times greater than
2007. Broadly 50 percent or more phone calls are answered within 30 seconds. There has been success in
migrating taxpayers to more cost effective online self-service channels.
Performance indicators illustrate how well an organisation is meeting its objectives and achieving its desired
outcomes. Revenue performs well against all of the OECD benchmarks27 and is regarded as a body to

emulate by its peers28. Internationally comparable jurisdictions for Ireland29 are Austria; Denmark;
Netherlands and Portugal, whose tax administrations have Revenue and Custom functions; in addition to
Australia; Finland; New Zealand; Norway; Singapore, Sweden30 and the United Kingdom.

As with all

international comparisons caution should be exercised due to the varying context of cultures, structures,
systems etc. in jurisdictions.
8.1

Effectiveness – Collection31, Taxpayer compliance, Easiest to pay business taxes32 and lowest

customs burden33
Ireland ranked 15th highest of 54 countries with net revenue collected as a percent of gross domestic product34
of 25.9 percent in 2014. The average net revenue collected in the OECD is approximately 20 percent of GDP,
ranging from less than 10 percent to more than 30 percent in the case of Denmark, Sweden, Hungary, Slovenia,
Estonia, the Netherlands, Norway and Latvia. Ireland ranked 8th highest of 48 countries with net revenue
collected as a percent of total government revenue of 76.0 percent in 2014.

27

OECD (2017), ‘Tax Administration 2017: Comparative Information on OECD and Other Advanced and Emerging Economies’, OECD
Publishing, Paris http://dx.doi.org/10.1787/tax_admin-2017-en
28 Department of Public Expenditure and Reform (2010), ‘ORP Report on the Office of the Revenue Commissioners’ page 48.
29 The OECD (2011), ‘Tax Administration 2010’ flags that considerable care should be take when interpreting the OECD data and in
drawing any conclusions as to the relative efficiency and effectiveness of the individual tax administrations.
30 Accenture identified these international jurisdictions as the most appropriate comparator jurisdictions.
31 OECD (2017), ‘Tax Administration 2017: Comparative Information on OECD and Other Advanced and Emerging Economies’, page 35.
32 PWC/World Bank, ‘Paying Taxes 20xx’ for the relevant year.
33 World Economic Forum, ‘The Global Competitiveness Report’ - Burden of Customs Procedures (measure 6.13).
34 It is important to recognise that the tax ratios depend just as much on the denominator (GDP) as the numerator (tax revenue) and
are influenced by many factors outside the control of tax administrations.
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The effectiveness of tax administration as measured by the ease of compliance for taxpayers, facilitates high
taxpayer compliance levels (refer to section 5, figure 3), minimising the need for Revenue compliance staff
intervention to collect taxes, which reduces the cost of administration and thus supports a cost effective
collection of taxes. For ease of doing business, Ireland ranks high internationally, 1st in the EU and 4th (from
6th) globally during 2007-2017. Ireland has the 2nd lowest customs burden in the EU and the 6th lowest globally.

8.2

Efficiency – Cost per 100 units of revenue trend and collectable debt management

The aggregate administration costs to net revenue collected has Ireland’s cost per 100 units of revenue
reducing to 0.85 in 201335, following a period above 1 due to lower tax receipts during 2009-2011, compared
to 0.79 in 2007.
The collectable debt, which is available for collection, as a percentage of net revenue was 1.5 percent in 2015,
among the lowest reported in the OECD36 and subsequently 1.3 percent in 2016 and 1.05 percent in 2017. The
total level of debt outstanding at 31 March fell between 2010 and 2015 by almost 16 percent, but there has
been a marked increase in past two years 2016-2017, taking the overall level close to 2010 figures. At 31
March 2017, taxes under appeal represent the largest category of tax debt at €1,105 million or just over 48
percent of the total debt outstanding37.

8.3

Revenue’s ICT expenditure ranking

The OECD has reported that levels of IT expenditure vary enormously between tax administrations. For those
tax administrations able to provide IT-related cost, more than 50 percent reported an annual operating IT
budget exceeding 10 percent of the administration’s total operating budget in 2015.
Ireland ranked 11th highest of 34 respondents with an estimated ICT expenditure of 14 percent of total
operating budget in 2015 (11 percent in 2014)38. In 2017, ICT was 13 percent of the gross cost of
administration (refer to section 6.1).

35

Note that this measure is no longer produced by the OECD, most likely due to the comparability challenges among jurisdictions
highlighted in OECD (2015), ‘Tax Administration 2015’.
OECD (2017), ‘Tax Administration 2017: Comparative Information on OECD and Other Advanced and Emerging Economies’, Annex 1,
Table A.176 Total year-end collectable tax debt, 2011-15.
37 Controller and Auditor General (2016), ‘Report on the Accounts of the Public Service 2016’, page 302-3.
38 OECD (2017), ‘Tax Administration 2017’, Table A.25 – IT cost as % of total recurrent budget of the administration. As Austria and
Portugal have whole-of-government IT functions, caution is required when comparing with these jurisdictions.
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Revenue’s ratio of population / labour force to full time equivalent staff39

8.4

Revenue’s staffing ratios40 rank mid-tier. The Netherlands (1:488), Norway, New Zealand and Denmark have
more staff per labour force participator41 than Ireland (1:713), while Portugal, Sweden, Finland and Austria
(1:955), have a less staff. Note that tax administrations with larger staffing levels would likely benefit from
economies of scale.
8.5

Other relevant performance indicators 2007-2017

Key messages relevant to this paper are:


At the end of 2017, electronic returns have almost doubled since 2007 and the value of electronic
payments has increased 2.5 times on volume that is 4 times greater than 2007, highlighting the
mainstreaming of electronic activity during the period.



Overall volumes of transactions have increased with a shift from paper to online during 2007-2017.
The volume of paper correspondence dealt with more than halved to 1.5 million in 2017, from its 2008
volume. The volume of paper and online transactions42 increased by 22 percent during 2007-2017,
but the volume of those transactions online increased by 225 percent.



For myAccount, there were 0.4 million additional registrations and over 4.5 million additional
transactions during 2016-2017, highlighting the increasing level of activity via this channel.



The volume of call centre telephone calls answered 2.5 million in 2017, is largely in line with 2008,
once outsourced LPT calls are included. Broadly 50 percent or more of telephone calls were answered
within 30 seconds in 201743.



The volume of business44 decreased by approximately 8 percent during 2007-2012 and then increased
by over 50 percent (12 percent like-for-like excluding LPT) during 2012-2017.



The number of employers, self-assessed tax payers and companies has been reasonably stable
throughout the period. While the number of PAYE employments are increasing with the recovery, the
administrative burden primarily falls on employers, rather than Revenue.

39

Revenue (2012), ‘Comprehensive Expenditure Review 2011’, page 27.
Ratio of tax administration full time equivalent staff member to labour force or population. Source: Revenue (2018), using OECD
population and labour force 2014 data and tax administration 2014 staff full time equivalents.
41 The ranking is broadly the same for the population per FTE, with New Zealand and Denmark switching ranking positions.
42 Revenue (2018) – Transactions are PAYE reviews; Form 12; returns for income tax, corporation tax and VAT and Prem P35.
43 Revenue (2018), ‘Annual Report 2017’, Table 7, page 59. Note that call handling was centralised on a phased basis during 2016.
44 Revenue (2018), ‘Annual Report 2017’, Table 6, page 58 and similar in prior years. Volume of business for LPT 2017 provided by
Revenue.
40
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Quantitative measures that also capture the degree of efficiency may be worthy of consideration; e.g. the
number of phone calls answered per relevant staff member; the number of tax cases completed by
compliance staff member; and the average amount of taxes assessed per hour of compliance officer time45.

Establishing electronic channels as the norm and assisting customers to move online46

8.6

Revenue has a long-standing strategy ‘to promote electronic channels as the default way of doing
business47’. The focus is to ‘prioritise enhancements to [the] online and self-service facilities so that
taxpayers can understand their obligations and manage their interaction with [Revenue] cost effectively
and at a time that suits them48’.
The recent customer service strategy49 has ‘an emphasis on supporting voluntary compliance, increasing
efficiency and simplifying things50’ for taxpayers. An area of key focus in the strategy is that of moving
customers from traditional contact channels to more efficient online services. To support the rollout of
the strategy, Revenue launched a new single point of access to all online services for personal taxpayers
(myAccount), new services for tax clearance, secure payments and registration for job and pensions. In
addition, an appointment service in a number of offices and an enhanced phone service were introduced.
Following intensive promotion, Revenue reported:


a 12 percent shift of taxpayers to online transactions51 for the six months to June 2016 compared
to the same period in 2015;



a substantial lift in call handling performance with 91 percent of all personal taxpayer calls
(comprising 70 percent of all calls) answered within 3 minutes; and



88 percent of taxpayers calling to make an appointment were able to have their problems
resolved without the need for an in-person visit.

45

Canada Revenue Agency (2018), ‘Departmental Results Report 2016-2017 (formerly known as Departmental performance reports)’.
OECD (2017), ‘Tax Administration 2017: Comparative Information on OECD and Other Advanced and Emerging Economies’, page 90,
Box 6.7, unless otherwise footnoted.
47 Revenue (2012), ‘Annual Report 2012’, page 6.
48 Revenue (2018), ‘Annual Report 2017’, page 6.
49 Reference to Revenue (2015), ‘Our Customer Engagement Strategy 2015-2017: Engaging Customers to Support Compliance’.
50 Revenue (2016), ‘Revenue Annual Report 2015’, page 7.
51 Revenue (5th April 2018), these online transactions encompassed an update to a credit or non-PAYE income that could be done on
PAYE Anytime.
46
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9. Key findings
The key findings will be of particular relevance to Revenue and the Department of Public Expenditure and
Reform, though they may also inform wider discussions on digitalisation strategies across the civil and public
service, with the proviso that customisation of the findings for organisational scale and digital maturity is
important.
‘[Revenue’s] continued success in delivering on [its] mission and goals relies on…[its] effectiveness in
harnessing innovation in technology and business practices52’

9.1

Digitalisation embedded the reduction in staff numbers realised from natural attrition under the
Employment Control Frameworks, by permanently removing, streamlining and/or automating
business activities.
Revenue is digitally mature with a long-established digitalisation strategy, which supports the migration
of customers to more efficient online self-service channels.
Activities drive resource requirements. The activities’ volume and labour/capital intensity determines
the type and amount of resources required.
Revenue staff numbers reduced by 8.8 percent (11.3 percent like-for-like basis) during 2007-2017,
primarily the Clerical Officer grade (78 percent of the reduction). The recruitment embargo at the start
of the economic crisis resulted in a 7 percent reduction in staff numbers (476 staff) in 2009. The servicewide Employment Control Framework (ECF) targets ensured a strategic focus on reducing staff
numbers.
An increased number of ICT projects with an emphasis on realising staff capacity took place during the
crisis, particularly during 2011-2012. These ICT projects once implemented permanently removed,
streamlined and/or automated activities, which released staff capacity, facilitated redeployment,
contributed to the delivery of ECF 2014 targets and embedded the staff reductions from natural
attrition.
Revenue ‘mitigated the effects of [this] substantial staff reduction by building capacity, redeploying
resources, exploiting technology and rationalising [our] work processes53’.

52
53

Revenue (2018), ‘‘Annual Report 2017’, page 9.
Revenue (2014), ‘Annual Report 2013’, page 7.
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9.2

Enhance the alignment of workforce planning to a medium/long term strategic vision of Revenue’s
workforce; including staff numbers, grade composition, skill specialisation and digitalisation impact.
Future retirements in Revenue and across the service are an inflection point. As reductions in staff
numbers have been delivered via natural attrition, the response to each vacancy needs to deliver the
organisation’s vision of the future within sustainable expenditure parameters.
Staff and ICT are key enablers of Revenue’s strategy. Revenue’s current Workforce Outlook 2017-2021
is based on ‘maintaining current staffing levels’, reflecting no estimated additional staff capacity impact
from ICT projects. It also advocates ‘build(ing) on the existing workforce planning arrangements to
include medium to long term analysis54’.
Reductions in staff numbers 2007-2017 were primarily in the CO grade (78 percent of the reduction,
455 FTEs). During 2011-2012, for ICT projects with an emphasis on realising staff capacity, 56 percent
of the capacity was in the CO grade. Under the hypothetical scenario55, the future retirement challenge
for COs appears less pronounced than EO/HEO grades. The Workforce Outlook 2017-2021 seeks to
recruit circa 300 COs per annum. The majority of the COs are to work in PAYE and Customer Service.
Relevant customer service levels appear to be meeting their targets; e.g. broadly 50 percent or more
telephone calls are answered within 30 seconds. During 2015-2017, existing Revenue COs were 65
percent (481 positions) of the appointments to Revenue EO grade.
Progress of ‘Our Public Service 202056’ is ongoing to further embed strategic human resource
management (Action 12) and further mainstream strategic workforce planning (Action 13). For the Civil
Service, revised workforce planning guidelines and templates issued to Departments and relevant
Organisations on 1 June 2018. The completed templates will be used to inform an aggregated Civil
Service Plan.
Suggestions for further discussion:
 Discuss digitalisation’s impact on the future workforce number, skill specialisation and grade mix.
 Discuss strategic statements; e.g. ‘with continued development of online systems that there will be a
shift in the deployment of staff on processing to ICT, Data Analytics, Risk and eAudit57’.
 Discuss any past organisational strategic objectives which targeted similar challenges to those being
currently faced, so that the learnings from past experience can be leveraged; e.g. ‘staff redeployed
to achieve a 30 percent increase in the number of staff engaged on compliance work, by end-200758’.

54

Revenue (2017), ‘Revenue Workforces Outlook 2017-2021’, page 13.
Refer to section 7.4.
56 Department of Public Expenditure and Reform (2017), ‘Our Public Service 2020’, page 31 and 32.
57 Revenue (2017), ‘Revenue Workforce Outlook 2017-2021’, page 24.
58 Revenue (likely 2005), ‘Revenue Strategy 2005-2007’.
55
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9.3

Embed the Public Spending Code appraisal requirements for all categories of ICT projects, including
critical and mandatory, to further strengthen the ICT expenditure and financial approval process.
The Public Spending Code applies to all State funding: ‘all Government Departments and public bodies
and all bodies in receipt of public funding must comply, as appropriate, with the relevant requirements
of the Public Spending Code59’. It states that ‘at a minimum, it should be possible to quantify the types
of outcomes targeted60’.
Under the Public Spending Code the appraisal technique to be used depends on the scale of the project,
determined by the estimated cost; i.e. €20m or more – a Cost-Benefit Analysis; €5m to €20m – a MultiCriteria Analysis (MCA); €0.5m to €5m – a Single Appraisal and €0.5m or less – a Simple Assessment61.
A ‘Cost Benefit Analysis is the mandatory appraisal technique for projects62 costing more than €20m63’

with submission to the Vote section in the Department of Public Expenditure and Reform, in the first
instance.
The scale of the majority of Revenue ICT work programmes during 2013-2017 did not fall within the
higher Public Spending Code thresholds. In general, larger Revenue ICT work programmes tend to be
deliverable over a period longer than three months 64 but the rollout of the Local Property Tax had tight
challenging timelines.

Action:
Prepare for a future evaluation of the PAYE Modernisation work programme of interrelated ICT projects.
Given the scale of the PAYE Modernisation, the most significant reform of the PAYE system since its
introduction since the 1960s and its estimated total cost of €25-€30 million, consider undertaking a
preliminary review on the measurability of the objectives and the baseline data. It would be important
to undertake this preparation in advance of the upcoming Revenue restructure; the commencement of
a full evaluation and ideally before its launch on 1 January 2019.

59

Department of Public Expenditure and Reform (2012), ‘The Public Spending Code’, Introduction A-00, page 4.
Department of Public Expenditure and Reform (2012), ‘The Public Spending Code’, section B03.
61 Further explanation is provided in the Department of Public Expenditure and Reform (2012), ‘The Public Spending Code’.
62 Given the possible differing understandings of the term ‘project’, the PSC thresholds would apply at the work programme level to
Revenue ICT expenditure (not ICT project level) and encompass all the costs of interrelated projects associated with the work
programme.
63 Department of Public Expenditure and Reform (2012), ‘The Public Spending Code’, Introduction D-03.
64 Budget announcements in October often require rollout for the start of the new calendar year, 1st January.
60
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9.4

Continue to enhance the specificity of project objectives in the ICT project initiation document (PID),
to embody the characteristics of quantity, quality and timeliness while being measurable, verifiable
and free from bias.
A varying degree of specificity and measurability in the project objectives was observed in the PIDs,
which is a key document in the approval process and the basis of the benefit realisation process.
Revenue have indicated that benefit realisation resources have been focused on ‘Strategic Corporate’
ICT projects65. During 2013-201766 this represented approximately 15 percent of ICT external resourcing
and 7 percent of total ICT expenditure. While benefits are also identified for ‘critical’ and ‘mandatory’
ICT projects67, it appears to be deemed of lesser importance for these classifications. During 2013-2017,
‘critical’ and ‘mandatory’ classifications represented approximately 52 percent (44 percent and 8
percent respectively) of ICT external resourcing and 25 percent (21 percent and 4 percent respectively)
of total ICT expenditure.
Actions for consideration, arising from discussions of the evidence:
 Ensuring that project objectives relate to the desired project outcomes/impacts and embody the
characteristics of quantity, quality and timeliness while being measurable, verifiable and free from
bias68 in the PID.
 Requiring project objectives to be quantitative as well as qualitative, to support the rationale for
project approval; to underpin the benefit realisation process and be the basis of future evaluation.
Where possible, include the ‘as is’ baseline and target ‘to be’; data sources and calculation methods.
 Ensuring the involvement of the Business and the Business Project Management Unit (formerly
Benefits Realisation Unit) and the Manpower Advisory Service in setting the quantitative measures
is important to secure buy-in to the measures of success.
 Including ICT external resourcing analysis based on service characteristics (e.g. new projects;
maintenance; infrastructural and quality assurance69) in the PID.
 Including an estimated useful life for the ICT outputs in the PID to inform a return-on-investment
calculation; the timing, planning and funding requirements of future maintenance / upgrading; to
inform the capital classification of expenditure and to generate an evidence basis for any future
amortisation policy for Revenue’s capital assets.

65

Strategic Corporate ICT projects, refer to section 6.2.
Composition of external ICT resourcing by project classification was not readily available from the systems, hence 2013-2017 data is
used only to provide an indicative average estimate.
67 Critical and mandatory ICT projects, refer to section 6.2.
68 Crandall, William (2010), ‘Revenue Administration: Performance Measurement in Tax Administration’, International Monetary Fund
– Fiscal Affairs Department, page 3
69 Revenue (2007), ‘Value for Money (VFM) and Policy Review of Information Technology External Resources Expenditure in 2006’.
66
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9.5

Further strengthen the strategic focus and process of benefit realisation, to enhance the effectiveness
and efficiency benefits attained from ICT expenditure.
Revenue’s ICT governance structure (Appendix 1) recognises that close collaboration with the Business
is integral to realising the benefits of ICT projects. The Business Project Management Unit plays a key
role in supporting the Business, Project Management Office (PMO) and ICT, ensuring the ongoing focus
on benefit realisation and clear accountability.
Revenue ICT work programmes (e.g. PAYE Modernisation) are delivered using separate yet interrelated
projects which can facilitate phasing delivery and de-risking the process, in line with project
management best practice.
A key determinant of the success of ICT projects is the degree to which the benefits are realised.
Integrating a review of all Benefit Realisation Reports by the ITEX Board may further strengthen the
evaluation process and integrate the learnings to inform future decisions.
Actions for consideration, arising from discussions of the evidence:
 Completing benefit realisation reports on time, with cost analysis70 and benefit realisation analysis.
 Involving all the internal stakeholders71 in the benefits identification workshop, to ensure clarity of
roles and secure buy-in to the project benefits reflected in the initiating ICT project documentation.
 Reviewing of all benefit realisation reports by the ITEX Board, as well as the Business Management
Executive, to further strengthen the final evaluation of the cost/benefit process, to integrate the
learnings and to inform future decisions.
 Ensuring a handover process in the event of a change of Business Owner or Operational Owner.

70

Total cost analysis includes external ICT resourcing, specific project funding and total cost inclusive of estimated internal Business
and ICT staff costs; current and capital analysis; potentially analysis/categorisation of ICT external resourcing based on service
characteristics (e.g. new projects; maintenance; infrastructural and quality assurance (per VFM (2006)) etc.
71 The relevant internal stakeholders for the delivery of an ICT project are Business Project Management Unit (BPMU) and the
Manpower Advisory Service (MAS), together with the Project Management Office (PMO) and the relevant Business area.
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9.6

Some high level insights that other public entities may wish to consider as part of their strategic
discussions on digitalisation.
Over the past two decades, Revenue has been on a digitalisation journey and has a recognised digital
maturity. By sharing its ICT experience through various groups and publications, Revenue contributes
to the wider eGovernment agenda and the wider international agenda through the OECD Forum on Tax
Administration.
The author has drawn some high level insights which other public entities may wish to consider as part
of their strategic discussions on digitalisation. The proviso that customisation of the insights for
organisational scale and digital maturity is of particular importance.

Some high level practical insights:
 All bodies in receipt of public funding must comply with the relevant requirements Public Spending
Code, including the appraisal requirements for all categories of ICT projects.
 Recognition of the equal, interrelated and symbiotic roles of the ICT technical team (delivery of the
IT) and the Business (which realises the benefits). In particular the importance of collaboration at all
stages of the project from agreeing the objectives at the project inception to reviewing the final costs
and benefits of all Benefits Realisation Reports by the approval board, to deliver the benefits of ICT
and embed the learnings.
 Articulating an ICT strategy, either separately or as part of the organisational strategy, to guide the
vision and incremental building of ICT infrastructure.
 Delivery of ICT work programmes incrementally via interrelated yet discrete projects. This can derisk project delivery and facilitate the phasing of delivery according to the availability of resources
and time.
 A formal governance structure, process and project documentation provides clarity on the decision
making process, clear accountability and standardises the project management process.
 Specificity of project objectives in the ICT approval documentation embodying the characteristics of
quantity, quality and timeliness while being measurable, verifiable and free from bias inform,
underpin and enhance the benefit realisation process.
 As not all ICT projects are solely focused on realising staff capacity, this aspect needs to be captured
appropriately in an ICT projects objectives to underpin delivery.
 There are indications that the number of contacts may increase with digitalisation. Therefore
planning how to channel these contacts is important to maintain high customer service in the most
efficient manner.
23

Appendix 1 Key Revenue ICT Projects 2007-2017
Table 5: Key Revenue ICT Projects 2007-2017
Key Projects
2007

PAYE Anytime
Export Control System Phase 1
Automated Entry Processing

2008

IT Assessing
Bank Reconciliation
System for Exchange of Excise Data (SEED)

2009

CT Assessing
eStamping
Export Control System Phase 2
EU VAT Refunds
Excise Movements & Control System Phase 1

2010

eRegistration
Capital Acquisitions Tax
Excise Movements & Control System Phase 2
Import Control System
Safety and Security System
Revenue Accounting
Electronic Relevant Contract Tax (eRCT)
Universal Social Charge Phase 1
PAYE Realtime risk
Arrears Case Analysis
Performance Management Reporting System
Tax & Duty Management System

2011

2012

2013

Excise Integration Phase 1
Universal Social Charge Phase 1
VAT Realtime risk
iXBRL (Inline Extensive Business Reporting Language)
Registration Number Format project
Local Property Tax Phase 1
Direct Debit Online
Charitable Donations Phase 1
Diesel Rebate Phase 1
Single European Payment Area (SEPA) Phase 1
Customs Risk Identification and Selection
Process (CRISP)

2014

2015

2016

2017

Key Projects
Local Property Tax Phase 2
Online Form 12
Home Renovation Incentive
Charitable Donations Phase 2
Diesel Rebate Phase 2
SEPA (Single European Payment Area) Phase 2
VAT Mini One Stop Shop Phase 1
Foreign Account Tax Compliance Act (FATCA)
eManifest Phase 1
MyAccount
eTax Clearance
myEnquiries
Automatic Exchange of Information, Directive on
Administrative Cooperation (AEOI DAC1)
eManifest Phase 2
VAT Mini One Stop Shop Phase 1
Revenue Case Management Phase 1
National Intelligence Management System Phase 1
RevPay
eVRT (electronic Vehicle Registration Tax)
Help To Buy Phase 1
Revenue Mobile App
DAC2
CRS
(Directive
on
Administrative
Cooperation , Common Reporting Standard)
DAC4 Notification
Union Customs Code Phase 1
Revenue Case Management Phase 2
National Intelligence Management System Phase 2
PAYE Online Services
ROS 2020
MyGovId
Help To Buy Phase 2
Excise Integration Phase 2
Revenue.ie (Website redesign)
Union Customs Code Phase 2
DAC4 Country by Country Reporting (CbCr)
Debt Management Phase 1

Source: Revenue (2018), Project Management Office. Note multiyear projects highlighted in blue text.
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Appendix 2 External ICT resourcing diversification - Value for Money (2006)
Among the findings of the Value for Money (VfM) 200672 was that ‘Revenue had become heavily dependent
on a single supplier of external resources on a current and ongoing basis’. There was a recommendation to
implement a multi-sourcing strategy to drive competition and increase the value for money. During 2015201773, there is evidence of implementation with at least 9 external ICT suppliers annually and the largest
suppliers representing ICT external expenditure are Accenture 42 percent of expenditure; Deloitte 25 percent;
Version 1, 18 percent and Fujitsu 7 percent respectively.

Appendix 3 Overview of Revenue ICT strategy, governance and documentation
A

Information and Technology Executive (ITEX)74

The ITEX is a sub-committee of the Management

Figure 11: Revenue ICT Governance structure

Board. Its role is to develop Revenue’s Information
and Communications Technology (ICT) strategy, to
recommend key ICT projects and to oversee their
implementation. ITEX delegates authority for
individual programmes to Project Boards, chaired by
business managers at Assistant Secretary level. The
Programme Management Office (PMO) supports
ITEX and Project Boards in their roles. The PMO
function is designed to support standardisation of
processes and practices.

Source: Revenue (2018), Project Management Office

The terms of reference for the ITEX are as follows:


Develop overall ICT strategy and policy;



Review/approve annual scope of ICT work and associated budgets and recommend to the Board;



Determine ICT programme and project priorities in the context of the Revenue Statement of Strategy,
the ICT Strategy, the eGovernment strategy and broader government and EU initiatives;



Recommend as appropriate the initiation of new ICT based programmes or projects, ICT resource
allocation and the appointment of project boards for ICT projects;



Monitor overall progress on ICT projects;

72

Revenue (2007), ‘Value for Money (VFM) and Policy Review of Information Technology External Resources Expenditure in 2006’
Minister for Finance written response to Parliamentary Question 17th April 2018 (Ref: 15205/18)
74 Revenue (2017), ‘Revenue – Corporate Governance’, page 10.
73
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Provide advice and assurance to senior management and support effective risk management oversight;



Review ICT projects post implementation to assess whether objectives are achieved;



Ensure effective processes for handover to business owners for long term benefits realisation; and



Monitor emerging technologies and business opportunities and evaluate their effectiveness for
addressing Revenue’s priorities.

B

Evolution of ICT Strategy

The key objective of the Revenue ICT strategy is to enable Revenue to achieve its strategic business goals
outlined in Revenue’s Statement of Strategy though the provision of secure, reliable and quality ICT
services. The ICT Strategy provides an overall technical direction and evolves over time mirroring changes in
business priorities. The focus in the last three ICT strategies has moved from the delivery of improved
customer self-service channels and improved data analytics to a stronger focus on data/cyber security and
building internal ICT capability. Given the critical dependency of the organisation on both the systems and the
data, data and cyber security, maintaining and modernising underlying technologies to futureproof Revenue’s
ICT systems will be an ongoing priority.
C

ICT project documentation

ICT project documentation summaries key aspects of the projects. The selected ICT projects drew on the
relevant Project Initiation Documents, Benefits Realisation Reports and, when undertaken, the Post
Implementation Reviews (refer to section 6.3, 6.4 and appendix 5).
Figure 12: Overview of Revenue ICT Project Documentation.

Source: Revenue (2018), Project Management Office
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Appendix 4 Staff capacity released by eRCT contributed to the delivery of the
Employment Control Framework (ECF) 2014 targeted staff savings

Electronic Relevant Contract Tax (eRCT) impacted the four regional Divisions within Revenue (South West,
Border Midlands, East South East and Dublin Region) achieving a saving of 105 full time equivalents (FTEs),
refer to section 6.4, Table 2.
This saving contributed to the 2 percent reduction of Revenue’s Employment Control Framework (ECF) for
2014 (126 FTEs) as follows:


50 percent of the eRCT staff capacity released (52.2 FTEs) remained within the four regions.



50 percent of the eRCT staff capacity released (52.2 FTEs) transferred to compliance work.



The balance to meet the ECF staff saving target (38.5 FTEs) was allocated on a pro rata basis across all
Divisions and Regions; excluding the Collector Generals, the development staff in ICT&L and the Revenue
Solicitors Division, as directed by the Board.



An additional posts 14 FTEs, sanctioned by D/PER, were allocated to the Border Midlands West Region
and Corporate Business and International Division.
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Appendix 5 Selected ICT projects (representative case studies)
Table 6(a):

Description

Objectives

Selected ICT Projects – Objectives and Cost
(1) Local Property Tax (LPT)

(2) PAYE Modernisation
(Launch January 2019)

(3) VAT mini one stop shop
(MOSS)

Priority 2 Critical [LPT 2012]
Priority 4 Strategic Corporate
[LPT 2015]
LPT to deliver new tax for
property owners to file and
make online payments.

Priority 2
Strategic Corporate

Priority 3
Mandatory

[LPT 2012]
 Provide additional Exchequer
tax receipts from new Local
Property Tax collected via an
online payment system.
 Develop an online register of
property/owner and payment
information.
 Ability to bulk issue returns to
all property owners.
 Provide a variety of payment
options for customers.
 Interface deduction at source
details to/from employers,
the D/SP and the D/AFM.
 Monitor compliance

PAYE reporting change to realtime basis (from yearly) fully
integrated into payroll
software. Business processes
for Revenue, employer and
employees will change.
Simplified system for nonpayroll system users.

VAT MOSS is a mandatory
simplification measure for EU
member states. It allows nonestablished taxable persons
supplying to EU customers to
account for the VAT due on
those sales via one selected tax
authority.

“To ensure that the right tax
deduction is made at the right
time from the right employees
and employers pay over the
correct tax deduction and
contribution for every
employee”

 Enable registration with
Ireland as a Member State of
Identification.
 Provide return and payment
processing as a Member
State of Identification.
 Provide return and payment
reception as a Member State
of Consumption.
 Provide compliance
processing as a Member
State of Identification.
 Provide compliance
processing as a Member
State of Consumption.
 Provide open communication
between Member States for
registration, exclusion,
rejection information.
 Provide performance
reporting.
€1.7m + €0.2m





Real time PAYE reporting
(inbuilt into the payroll
software).
Maximise the use of
employees’ entitlements
during the year.

[LPT 2015]
 Reduced effort in LPT support

Budget +
Revision

LPT 2012 = €10.4m +€0.6m
LPT 2015 = € 2.0m + €0.1m

€17-€20m external ICT only.
(€25-€30m total project cost)

LPT 2012 = €11.4m
LPT 2015 = € 1.9m

Actual spend to end of 2017 =
€9.2m

(external ICT
only)

Actual
(external ICT
only)

€1.8m
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Table 6(b):

Selected ICT Projects – Objectives and Cost (continued)
(4) Electronic Relevant
Contract Tax (eRCT)
Priority 3
Mandatory

(5) myAccount /
Revenue Identity
Management
Priority 4
Strategic Corporate

(6) Revenue Case
Management (RCM)

(7) Electronic Tax
Clearance (eTC)

Priority 4
Strategic Corporate

Priority 4
Strategic Corporate

RCM to build a flexible
real-time case working
system to improve the
overall quality of
intervention work
leading to increased
efficiency and
improvement in the
identification of risk.
Replaced ICM Case
Working Application
(2005).
 Provide intuitive userfriendly case
management and case
selection applications
to improve the quality
and efficiency of
Revenue business case
working and the yield
in cases selected for
intervention.
 Utilise Revenue’s rich
data set and integrate
with existing systems.

eTC to provide an upto-date tax clearance
status, particularly
important for Public
Sector service
provision tendering
selection requirement.

Description

eRCT fundamentally
reformed RCT processing
to enhance the
effectiveness and reduce
opportunities for fraud.

Objectives

 Reduce the cost of RCT
administration for
Revenue.
 Reduce the
administrative burden
on customers.
 Provide 24/7 online
access to RCT
functionality for
customers.
 Reduce the
opportunity for fraud.

myAccount aims to
deliver a single portal to
register, login and PIN
process to access all
online Revenue services,
(except ROS)
streamlining the existing
registration and
forgotten PIN processes
for those services to text
or email rather than
letter.
 To simplify access to
online services for
non-ROS customers;
 To reduce the cost and
timelines involved in
the PAYE Anytime
registration process;
and
 To increase the use of
online Revenue
services by the
individual taxpayer.

€3.2m + €0.2m

€0.7m + €0.1m

€2.1m + €0.3m

€0.67m + €0.11m

€3.3m

€0.8m

€2.45m

€0.77m

Budget +
Revision

 Replace the current
processes with a
more efficient tax
clearance and
verification process.
 Eliminate the use of
paper application
forms.
 Provide a near realtime view of the tax
payer’s status.
 Significantly reduce
the number of
posted
correspondence.

(external ICT
only)

Actual
(external ICT
only)

29

Table 7(a):
Benefits

Selected ICT Projects – Benefits reported75 (i) and (ii)
(1) Local Property Tax (LPT)

(2) PAYE Modernisation
(Launch 2019 – too early for benefit
realisation)

(i) Cost
saving /
Yield

LPT 2012

(ii) Time
saving

 [LPT 2015] Reduce staff
support in ICT – Broadly
achieved – target of 2
external resources met and
6 of the 8 FTE COs target
met.

75

 LPT yield- Exceeded target
of €250m. To end of 2017,
yield €264m and over €2m
arrears of LPT and
Household charge.
 Improved case profiling for
risk based intervention –
Achieved – To end of 2017,
yield interventions over
€0.3m.
 Enhanced reporting facility
(IBI Dashboard) for LPT –
Achieved.

 Increased yield and
reduction in noncompliance.
 Improved debt collection
and reduced under/over
payments.
 Reduced printing costs.

(3) VAT mini one stop shop
(MOSS)
 Increased revenue for the
years 2015 to 2018 with
Ireland, as a Member State
of Identification retaining a
percentage of the VAT
collected in relation to this
EU scheme - No target set –
Considerable yield of €553m
to date achieved:
 €121m in 2015;
 €219m in 2016;
 €213m in 2017; and
 Ireland is entitled to
retain 15 percent of
the VAT collected
under the EU scheme
for 2018, which is the
final year.

 Reduced manual effort from
the streamlining of PRSI
related activities.
 Employers – no P60s etc.

Benefits reported are reflected in blue text.
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Table 7(b):
Benefits

(i) Cost
saving /
Yield

(ii) Time
saving

Selected ICT Projects – Benefits reported (i) and (ii) (continued)
(4) Electronic Relevant
Contract Tax (eRCT)
 Eliminated cost of
data capture for
RCT35s – Fully
achieved target of
€38,400.
 Reduced cost of mail
merge/output and
postage – Exceeded
target of €161,000.
 Eliminated cost of C2
production – Fully
achieved target of
€74,000.
 Reduced cost of RCT
related printing –
Fully achieved target
of €13,000
 Reduced customer
time spent
completing RCT
related forms - Fully
achieved target of
€23.7m
 Reduced staff cost –
Fully achieved 104.81
FTEs.

(5) myAccount /
Revenue Identity
Management
 Reduction in printing,
stationery and
postage - Exceeded
target of €10k with
actual of €340k
 Replaces end-of-life
secure email - Fully
achieved.

 Reduce staff time in
manual matching of
failed registrations
with real-time
authentication - No
target or baseline;
staffing increased
due to increase in
myAccount
registrations.
 Facilitate migration
of customers to
online channels - No
target – 22% increase
in tax credit
certificates issued
following an online
transaction.

(6) Revenue Case
Management (RCM)76

(7) Electronic Tax
Clearance (eTC)

 Reduced ICT legacy
maintenance
overheads - No
target but during
2016 and 2017
savings of €733k.
 Increase in the
average yield for
cases selected by the
system – No target
but increase
achieved.

 Reduction in
printing, stationery
and posting - No
target; baseline of
€118k per annum;
partially met actual
€4k.

 Improve the quality
and efficiency of case
working and case
selection for staff.
 Time spent profiling
cases reduced – No
target; but
understood to be
savings of 13.7 FTE’s
annually.
 VAT summary screen
time saving – No
target; but an
estimated 3,000
hours of staff
capacity released.

 Reduced staff on
TC processing Baseline 29.5 FTEs;
Target transfer of
15-20 FTEs to
higher value work;
fully achieved with
a transfer of 18.5
FTEs.

76

Revenue has indicated that the benefits listed were derived from PMO consultations with the product owners, though a Project
Initiation Document was not completed at the time. The Revenue Case Management project went live on 1st July 2015 and the benefits
above were identified at a subsequent meeting in July 2016.

31

Table 7(c):
Benefits

Selected ICT Projects – Benefits reported (iii) (continued)
(1) Local Property Tax (LPT)

(2) PAYE Modernisation
(Launch 2019 – too early for benefit
realisation)

(iii)
Assurance/
Satisfaction

Table 7(d):

 [LPT2015] Stabilisation and
enhanced reporting facility
– Broadly fully achieved.

 More timely payment.
 Enhanced customer service
real-time data.
 Increased user take-up of
online services.

(3) VAT mini one stop shop
(MOSS)
 Businesses established
inside and outside of the EU
to be able to file MOSS
returns and payments
online, to one Member
State - Fully achieved.
 Customers may be attracted
to relocate to Ireland and
thereby increasing
economic activity due to a
positive experience of
dealing with Revenue as
their tax administrator for
VAT MOSS - Not measured.

Selected ICT Projects – Benefits reported (iii) (continued)

Benefits

(4) Electronic Relevant
Contract Tax (eRCT)

(iii)
Assurance/
Satisfaction

 Increased assurance
in the integrity of RCT
and improved
confidence in the
accuracy of
management
information on RCT High satisfaction in
staff survey achieved
 Increased customer
satisfaction with the
administration of RCT
- Survey not
conducted.

(5) myAccount /
Revenue Identity
Management
 Simpler and more
efficient identity
management for
customers - No
target – New all Pins
that can be issued by
text and email issue
immediately. Now:
 55 percent of all
Pins issued by text
or email;
 34 percent
increase in
MyAccount
registrations;
 15 percent
increase in tax
credits claimed
online;
 4 percent increase
in automatic
registration; and
 89 percent of
F12’s filed online.

(6) Revenue Case
Management (RCM)

(7) Electronic Tax
Clearance (eTC)

 Reduced time taken
to analyse case base
- Achieved replacing
a manual process.
 Cross Team
functionality allows
caseworkers in
different part of the
country to work
collaboratively team members
collaborative output
now recognised in
performance metrics.
 Increased assurance
in management,
analysis and project
management Achieved; e.g. 161
Custom ad hoc
reports run regularly
and reporting now
available on cases by
activity and status.
 Intuitive user-friendly
case management
for staff - Achieved
planned post go live
support reduced in
the week following
the release.

 ‘Real-time’ tax
clearance.
 Simpler and more
efficient system intangible
benefits not
measured.
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Quality assurance process

To ensure accuracy and methodological rigour, the author engaged in the
following quality assurance process.
 Internal/Departmental
 Line management
 Spending Review Sub-group and Steering group
 Other divisions/sections – Central Votes Section and the
Public Service Reform and Delivery Office.
 Peer review (IGEES network, seminars, conferences etc.)
 External
 Other Government Department
 Advisory group
 Quality Assurance Group (QAG)
 Peer review (IGEES network, seminars, conferences etc.)
 External expert(s)
 Other (relevant details) – Revenue Board
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