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I.  EXECUTIVE SUMMARY

W&I Executive Summary… 

over the last three months the tavs team developed a long-term vision for w&i
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W&I Executive Summary… 

this vision is fully aligned with W&I’s strategic objectives and initiatives

	STRATEGIC OBJECTIVE
	TAVS alignment
	examples of HOW tavs vision ADDRESSEs

	•
Meet Taxpayer Demand for Better Traditional Assistance
	4
	•
Proactive education strategy

•
Self-assistance operating models

•
Comprehensive, up-to-date customer account data

•
Increased access to customer service employees (phone, walk-in)

	•
Achieve Early, Accurate Resolution of Taxpayer Accounts
	4
	•
Increased overall e-filing percentage 

•
Proactive measures to maximize payment options and increase compliance

•
Better use of third party data to identify non-filers and reduce compliance time

	•
Implement Compliance Measures Appropriate to W&I Taxpayer Characteristics
	4
	•
Risk-based models for case selection 

•
Decision analytics to select tailored treatment actions

•
Tailored compliance treatment streams with strict time frames 

•
Outcome-based improvement system to feed compliance planning

	•
Improve Electronic Filing and Communications Services
	4
	•
Partnerships with third parties to expedite e-filing process 

•
Channel management capabilities to enhance communications

	•
Increase Employee Skills; Increase Quality and Productivity
	4
	•
Improved decision support tools to ensure taxpayer rights

•
Generalist pool of examiners to build skills and program flexibility

	•
Improve Earned Income Tax Credit Compliance and Reduce Refund Overclaims 
	4
	•
Proactive education strategy

•
Routing of customer EITC inquiries to appropriate specialist

•
Analytical tools to better detect EITC non-compliance

•
Expanded self-evaluation reporting compliance to address EITC

	•
Achieve Timely, Consistent and Accurate Resolutions of Innocent Spouse Claims
	4
	•
Proactive education strategy

•
Routing of customer Innocent Spouse inquiries to specialist

•
Centralized compliance case selection and distribution of high-priority cases

	4
	In alignment
	2
	In partial alignment
	0
	Not in alignment


W&I Executive Summary… 

the vision for w&i is also well aligned with current technology priorities

	I/T priorities AND INITIATIVES
	TAVS alignment
	tavs examples

	•
Customer Relationship Management Core and Registration will enable early and accurate resolution of taxpayer accounts
	4
	•
Customer  tracking interactions and routing work to employees with the right skills

	•
Customer Communications Project (CCP) includes customer contact and other CRM capabilities
	4
	•
The TAVS enabling technology architecture includes communications channel management

	•
Enhancement of National Call Management System will increase service levels by reducing unanswered calls and busy signals
	4
	•
Increased outbound calling is core to the Filing and Payment compliance vision

	•
ETLA (Electronic Tax Law Assistance) will support questions via the Internet and routing to trained customer service representatives
	4
	•
Knowledge management tools and the web enable multiple operating models across the ODs

	•
Correspondence and Document on Demand Imaging (CADDI) will increase employee productivity and customer satisfaction
	4
	•
Imaging is included in the TAVS vision.  The type of correspondence to be imaged has not yet been analyzed

	•
ICP (Integrated Case Processing) will improve customer service efficiency and accounts management via migration to NT platform
	4
	•
Technologies that simplify access to employee data are core enablers of customer account management processes

	•
Risk Based Compliance Programs to identify trends and selection of the most appropriate treatment
	4
	•
Decision analytics is a core technology component of Filing, Payment and Reporting compliance

	•
Notice Redesign Efforts will increase customer satisfaction and promote early issue resolution and includes systems improvements
	4
	•
Clear and efficient customer communications  is reflected in process visions and communications channel management

	•
RGS NT is a tactical project to improve usage of an existing system
	NA
	•
RGS will likely be replaced by a new system

	4
	In alignment
	2
	In partial alignment
	0
	Not in alignment


W&I Executive Summary…  

the vision also recognizes the unique needs of w&i customers… 

CRITICAL W&I CUSTOMER NEEDS

	NEED
	definition
	w&i exampleS

	Access
	The IRS can be easily reached at convenient times through      multiple channels
	•
Education offerings and account management services Web available at all times

•
Communications through preferred customer channels

•
Improvements in telephone access and wait times

•
Flexibility to resolve payment issues through many options, including self-correction

•
Resolution in examination in one contact, with flexible scheduling

	Accuracy
	Services are error free
	•
Reliable education, advice, and published guidance 

•
"Plain language" customer interaction (e.g., notices)

•
Fast and comprehensive verification of tax liability computation

•
Customers and the IRS have a common understanding of compliance case facts

	Speed
	Interactions between customers and the IRS occur as quickly           as possible
	•
Quick responses to tax law questions (new tools and better employee training)

•
Expedited processing of refunds (e.g., direct deposit of refunds)
•
Accelerated compliance cycle times

	Timeliness
	Customers receive service when they need it; “on-time” expectations are met
	•
Timely acknowledgement of changes in life cycle and account status

•
Notification of acceptance of filing

•
Immediate determination of the need to be audited


W&I Executive Summary…  

… which will be met by the use of operating models appropriate for w&i

[image: image2.wmf]Direct Education

Indirect Education

IRS Delivered Guidance

Self Service

Tax Law Application

Individual Service

Tax Law Application

Team Based Service

Tax Law Application

Paper Submission

Electronic Submission

Self Assistance

Customer  Account Mgmt

Unassisted

Customer Account Mgmt

Team Based Assistance

Customer Account Mgmt

Individual Assistance

Customer Account Mgmt

Enforcement

Filing & Payment

Compliance

Assisted Correction

Filing & Payment

Compliance

Self Correction

Filing & Payment

Compliance

Team Based Assistance

Reporting Compliance

Individual Assistance

Reporting Compliance

Remote Assistance

Reporting Compliance

PRE-FILING

FILING

COMPLIANCE

•

Both the Direct and Indirect

Education models will be

used in the future

•

Self-Assistance and Self-

Correction is encouraged

for most W&I customers

•

Most W&I exams can be

conducted remotely

RATIONALE

Current state high usage

operating models

Core Services

Customer Communication

Dedicated Services

Customer Communications

Specialized Services

Customer Communications

Desired end state high

usage operating models

Remain lesser used

operating models

Higher-usage models will

improve access, accuracy,

speed, and timeliness

- Directly reaching customers

  through e-channels

- Indirect access to customers

  through partnerships

•

•

W&I customers will

increasingly utilize the

Internet for their needs


W&I Executive Summary…  

this vision will fundamentally change tax administration…
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W&I Executive Summary… 

…and all parties are expected to benefit from the vision 

Identified Benefits
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W&I Executive Summary…

while the results of the business rationale analysis have been helpful, the analysis should be kept in context

•
The benefits analysis material developed thus far should be recognized for what it is …

–
An input to Phase III to help identify likely "big ticket" opportunities, and potential quick-hits

–
A way to help:

..
Facilitate real OD engagement around the elements of the vision

..
Generate enthusiasm for the vision

•
… And what it is not
–
A bottoms-up analysis of benefits based on detailed design work and modeling

–
A firm commitment the Operating Divisions should be expected to "sign off" on

•
The power and value of the benefits analysis is its relativity, not its absoluteness, in that it points out likely high-priority efforts

•
The team recognizes that further analysis is needed to fully understand the impact of the TAVS vision
–
Estimate the top-line costs of implementation — systems and technology, people, etc.

–
Identify other factors that might influence implementation viability — dependency on other efforts, other emerging technologies, etc.

–
Determine level of attractiveness once the further analysis is completed

as planned all along, the tavs team — working with the bsps AND OTHER IRS PERSONNEL — will refine the benefits and estimate the top-line costs in phase iii

W&I Executive Summary… 

preliminary and initial analyses suggests the business rationale for the tavs vision for w&i is compelling
NOTE:  Explanations of the methodology and detailed assumptions used to drive this analysis are contained in the process sections of the vision document
W&I potential QUANTIFIED Benefits Summary
	Process
	benefit drivers
	potential efficiency benefits
	potential revenue benefits

	Pre-Filing
	•
Proactive, targeted educational initiatives and improved partnerships will:

–
Decrease filing errors

–
Decrease non-filers

–
Reduce unnecessary filers 
	•
Up to 100+ freed Filing FTEs

•
5% (340,000) reduction in Collection case receipts 


	•
Up to $200 - 250 million

	Filing
	•
Increase in e-filing to 80%

•
Shift to automated Customer Account Management (CAM) channels
	•
Up to 2,400 freed submissions processing FTEs

•
Up to 1,200 freed CAM FTEs

•
60% - 90% reduction in refund cycle time
	•
N/A

	Filing and Payment Compliance
	•
Pre-filing and filing activities lead to a reduction in case volume

•
Decision analytics and adherence to strict treatment timelines result in reduction of cycle times
	•
Case volume reduction from 6.9 million to 5.7 million modules

•
Increase in collectibility:

–
From 43% to 57% for phone treatment activities

–
From 25% to 55% for field treatment activities
	•
Up to $400 - $700 million

	Reporting Compliance
	•
Improved technology and integration 

•
Increased coverage through: 

–
Remote assistance

–
Redeployment of support staff funding
	•
Up to 900-950 days reduction in cycle times

•
Up to a 33% increase in coverage

•
Additional reach of over 2.5 million customers through self-evaluations
	•
Up to $3 billion in assessments, which is expected to yield up to $1.6 billion in revenue 

NOTE:  An additional $.5B is expected, due to increased collectibility from current level Exam assessments


this analysis will be further refined in phase iii

W&I Executive Summary … 

The Phase II work is concluding with all significant issues addressed … 

•
The TAVS vision for W&I aligns well with W&I's strategic and technology priorities

•
The current operating models will address the unique needs of W&I customers

•
Direct and indirect education, electronic submissions, and the self-assisted account management and compliance models will likely emerge as higher-use within W&I

•
The TAVS vision will greatly improve W&I's tax administration processes

•
Customers, employees, and the IRS will greatly benefit from these improvements

•
There is a compelling business rationale for pursuing the TAVS vision

… and w&i is well-positioned to move forward against the tavs vision

•
As we move forward with sequencing strategy we will maintain a focus on addressing:

–
How should the operating models be deployed?

–
In what sequence should the operating models be deployed?

–
What are the Cases for Action for the higher-priority initiatives?

II.  OVERVIEW

W&I Overview… Key Inputs… 

THE w&i VISION BUILDS ON EARLIER WORK AND REFLECTS THE INPUT OF KEY w&i STAKEHOLDERS…
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W&I Overview… Key Inputs… 

…as well as the strategic plan… 
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W&I Overview… Key Inputs… 

…and the critical needs of the customer base

CRITICAL W&I CUSTOMER NEEDS

	NEED
	definition
	w&i exampleS

	Access
	The IRS can be easily reached at convenient times through      multiple channels
	•
Education offerings and account management services Web available at all times

•
Communications through preferred customer channels

•
Improvements in telephone access and wait times

•
Flexibility to resolve payment issues through many options, including self-correction

•
Resolution in examination in one contact, with flexible scheduling

	Accuracy
	Services are error free
	•
Reliable education, advice, and published guidance 

•
"Plain language" customer interaction (e.g., notices)

•
Fast and comprehensive verification of tax liability computation

•
Customers and the IRS have a common understanding of compliance case facts

	Speed
	Interactions between customers and the IRS occur as quickly           as possible
	•
Quick responses to tax law questions (new tools and better employee training)

•
Expedited processing of refunds (e.g., direct deposit of refunds)
•
Accelerated compliance cycle times

	Timeliness
	Customers receive service when they need it; “on-time” expectations are met
	•
Timely acknowledgement of changes in life cycle and account status

•
Notification of acceptance of filing

•
Immediate determination of the need to be audited


 W&I Overview… Key Inputs… 

as a result the TAVS vision is well-aligned with the stated objectives from W&I's strategic plan

	STRATEGIC OBJECTIVE
	TAVS alignment
	examples of HOW tavs vision ADDRESSEs

	•
Meet Taxpayer Demand for Better Traditional Assistance
	4
	•
Proactive education strategy

•
Self-assistance operating models

•
Comprehensive, up-to-date customer account data

•
Increased access to customer service employees (phone, walk-in)

	•
Achieve Early, Accurate Resolution of Taxpayer Accounts
	4
	•
Increased overall e-filing percentage 

•
Proactive measures to maximize payment options and increase compliance

•
Better use of third party data to identify non-filers and reduce compliance time

	•
Implement Compliance Measures Appropriate to W&I Taxpayer Characteristics
	4
	•
Risk-based models for case selection 

•
Decision analytics to select tailored treatment actions

•
Tailored compliance treatment streams with strict time frames 

•
Outcome-based improvement system to feed compliance planning

	•
Improve Electronic Filing and Communications Services
	4
	•
Partnerships with third parties to expedite e-filing process 

•
Channel management capabilities to enhance communications

	•
Increase Employee Skills; Increase Quality and Productivity
	4
	•
Improved decision support tools to ensure taxpayer rights

•
Generalist pool of examiners to build skills and program flexibility

	•
Improve Earned Income Tax Credit Compliance and Reduce Refund Overclaims 
	4
	•
Proactive education strategy

•
Routing of customer EITC inquiries to appropriate specialist

•
Analytical tools to better detect EITC non-compliance

•
Expanded self-evaluation reporting compliance to address EITC

	•
Achieve Timely, Consistent and Accurate Resolutions of Innocent Spouse Claims
	4
	•
Proactive education strategy

•
Routing of customer Innocent Spouse inquiries to specialist

•
Centralized compliance case selection and distribution of high-priority cases

	4
	In alignment
	2
	In partial alignment
	0
	Not in alignment


W&I Overview… Key Inputs… 

securing buy-in and endorsement from W&I management for the tavs W&I vision was essential – we actively engaged the stakeholders throughout this process
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W&I Overview… Key Inputs…

the feedback from w&i leadership has been positive, especially regarding the applicability of operating models

•
W&I executives and personnel like the overall direction
–
Good, new ideas in many areas

–
Other areas are consistent with current ideas and strategies

–
Aligns well with W&I's strategic plan and I/T priorities

•
The concept of operating models, and how they can be used, has been well-accepted
	KEY QUESTION
	W&I APPLICATION

	Is the suite of Operating Models complete?
	•
No additional operating models were identified

•
Operating Models will be tailored to meet unique W&I needs

	What are the emerging priorities of the Operating Models?
	•
Some models have minimal applicability to W&I (e.g., team based reporting compliance, individual service tax law application, etc)

•
Direct and indirect education, electronic submissions, and the self-assisted account management and compliance models are considered the highest priority


•
Where there have been concerns or the need for greater clarity, everyone has worked together to get resolution on the issues

•
W&I personnel recognize that they and their staff will need to work in an integrated basis with the TAVS and Blueprint teams during Phase III

W&I Overview… Vision… 

the changes we have collectively envisioned will significantly enhance all aspects of tax administration
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 itself

•

Actively 

develop partnerships

 and electronic

connections with key participants in the tax

system, including practitioners and state

governments.  Use technology to 

link 

and

coordinate

 activities of the 

IRS and its

partners

Ensure fairness and increase overall compliance through systematically planned,

timely and effective interventions in cases in which there is significant risk of non-

compliance

•

Effectively use all available information to 

identify areas

 

of

 

non-compliance

and to 

develop plans for interventions

 ranging from notices, letters or

outbound phone calls to examinations and assignments to field collectors

•

Use 

analytically-based, systematically-managed techniques to select

cases

 that require

 

intervention

•

When intervention is called for, use 

analytically based techniques

 

to assist in

determining the

 

appropriate treatment

, including specific issues to be

addressed in examinations

•

Adhere to 

strict time frames

 

in initiating exam and collection cases

•

Provide for a range of models, from correspondence to team exams, and in

each case

 select

 

the most

 

efficient model

 

for ensuring the

 

accuracy of

returns with the least burden on the taxpayer

•

Provide compliance employees 

complete, accurate and up-to-date data

 about

taxpayer case histories and 

computer-based tools

 

to assist in

 

resolving

cases rapidly

 and in accord with all taxpayer rights when enforcement action is

required

•

Ensure that all 

IRS compliance processes

, including exam, collection and

appeals, are appropriately 

integrated to speed case resolution and reduce

burden on the taxpayer

•

At the time an Employer Identification number is issued, 

use

 

all available

information

 

to determine assistance

 required by the business

•

Use information and tools to 

manage compliance as an integrated process

Make it easier, more reliable and less burdensome

for taxpayers to file their returns, pay what they

owe, receive refunds and obtain assistance

•

Enable all significant 

filing and payment

transactions

 

to be made

 

electronically

, while

encouraging and making it attractive for

taxpayers to use these methods

•

Enable taxpayers and authorized

representatives to obtain 

immediate

 and

unified

 

 information

 about their tax accounts

electronically

•

Enable

 assistance

 

to taxpayers

 concerning

their returns or accounts to be 

promptly

accessible

 

and

 

highly accurate

 through

telephone, Internet or field assistance locations

•

Complete 

electronically initiated

 

filing,

payment and refund

 

transactions accurately

within hours or at most a few days

•

Accelerate

 availability

 

of third party

information reports

 and make them available

electronically for taxpayers in preparing the

following year’s tax return

Technology

Technology

•

Provide 

communication channels to connect taxpayers

 and their representatives to the 

right IRS resources

 at times, places and means 

convenient to the taxpayer

•

Unified access across channels will lead to 

efficient routing

•

Implement standardized methods of 

ensuring security

 of transmitted data and 

proper authorization

 of persons providing or accessing sensitive data

•

Provide for 

protection and recovery

 from threats and natural disasters at a level commensurate with risk

Filing and Account Services

Filing and Account Services

Tax Administration Life Cycle
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in each of the five major process areas the new vision and organization will bring benefits to customers and the IRS

Process Areas

1. Pre-Filing

2. Filing

3. Filing and Payment Compliance

4. Reporting Compliance

5. Customer Communications

each of these areas will be addressed in turn on the following pages
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for pre-filing, tailored education based upon customer lifecycles will equip customers to better understand and meet their tax responsibilities
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in addition, three key process changes have been identified for pre-filing, which have been translated into three major changes which impact care

MAJOR PROPOSED CHANGES

	key process change
	
	major changes

	1
Make tax law, tax law interpretations and explanations easily accessible through the Internet
	
	1.1  A sophisticated knowledge management tool will disseminate useful educational information to customers and employees

	2
Use information and experience gained from interactions with taxpayers to identify important issues and recommend improvements to published guidance, tax law explanations and the tax law itself
	
	2.1
A proactive education strategy using customer segmentation, taxpayer information, and formal feedback mechanisms will meet emerging customer needs

	3
Actively develop partnerships and electronic connections with key participants in the tax system, including practitioners and state governments.  Use technology to link and coordinate activities of the IRS and its partners
	
	3.1
Coordinated partnership management will allow the IRS to better meet increased customer education needs
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The filing vision calls for enhanced customer experience through streamlined submission processing, integrated communication channels and improved customer service

	filing vision

	•
Tightly integrated channels of communication available at the taxpayer's convenience

•
Streamlined and e-enabled submission processing

•
Enhanced customer account management with a unified multi-year, multi-account approach


	from
	
	to
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W&I Customer Account Management will provide customers and employees with a comprehensive account view that facilitates one-stop service
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enhanced and expanded e-services will produce benefits for the customer by shifting focus to management of information rather than paper
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To deliver a consistent filing and customer account management experience, the IRS must focus on five Major Changes

	Major Changes
	
	description of Major Changes

	1.  Enable all significant filing and payment transactions to be made electronically, while encouraging and making it attractive for taxpayers to use these methods
	
	•
Enhance and expand e-filing for customers (e.g., Taxpayers, Authorized representatives, Electronic Return Originators [EROs])

•
Provide secure access to electronic channels (e.g., E-Mail, Web Service)

	2.  Enable taxpayers and authorized representatives to obtain immediate and unified information about their tax accounts electronically
	
	•
Unify information sources and develop holistic view of the customer

•
Provide best available information to facilitate tax preparation and record keeping to help customers meet their tax obligations

	3.  Enable assistance to taxpayers concerning their returns or accounts to be promptly accessible and highly accurate through telephone, Internet or field assistance locations
	
	•
Leverage various communication channels to provide prompt and accurate assistance

•
Integrate information sources such that all communication provide consistent customer information

•
Leverage third parties to provide assistance

•
Develop account management services and service offerings tailored to the needs of different types of customers

•
Develop tailored services for third parties

•
Identify services that can be provided to taxpayers through third parties

	4.  Complete electronically initiated filing, payment and refund transactions accurately within a few days at most
	
	•
Enhance validation at the point of filing

•
Individual return tracking throughout process

	5.  Accelerate availability of third party information reports and make them available electronically for taxpayers in preparing the following year’s tax return
	
	•  Cultivate relationships with large third party, state, and federal groups

•
Increase electronic filing of information returns

•  Offer incentives to encourage early filing of information returns
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w&i's filing and payment compliance VISION REDUCES COMPLIANCE CYCLE TIME BY APPLYING TAILORED TREATMENT STREAMS AND ADHERING TO STRICT TIME FRAMES

	filing and payment compliance vision

	•
Reduce case volume entering compliance (performed by Pre-Filing and Filing processes)

•
Shorten the filing compliance lifecycle to ensure resolution before next filing date

•
Shorten payment compliance lifecycle to six months


	from
	
	to

	•
A linear Filing & Payment Compliance process applied sequentially
	
	•
Selection of tailored treatment activities better suited to each taxpayer's situation

	•
Unclear definition of time frames between performance of compliance activities
	
	•
Adherence to strict treatment time frames if there is inadequate taxpayer response to prior treatment activities

	•
Limited use of compliance tools due to concerns around RRA98
	
	•
Confident employees, performing enforcement activities when necessary, supported by enhanced decision support tools

	•
"Stove-piped" management across compliance activities
	
	•
Integrated compliance planning process across ODs
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three distinct operating models embedded within a core set of processes enable the vision and ensure customers receive appropriate treatment

                   Filing and Payment Compliance PROCESS
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THE implementATION OF four major changes ALLOWS W&I TO maximize the benefits associated with the filing and payment compliance vision

          integrated Filing & Payment Compliance Vision
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* Note 1:  Performed by Pre-Filing & Filing processes

  Note 2:  White areas represent activities external to Filing and Payment Compliance
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the w&i reporting compliance vision will achieve its objectives with an issue-based focus, pre-filing education, and technology tools
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the envisioned reporting compliance process consists of enhanced compliance planning, selection, examination and closing processes

	description of process
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1.
Compliance planning will identify target issues and assign risk scores used to determine return compliance (including a self-evaluation compliance strategy) 

2.
All W&I returns will be scored and prioritized via an N-dimensional risk based selection engine

3.
A treatment decision engine and a workflow management engine will determine the appropriate evaluation approach and match prioritized cases/issues with appropriate resources

4.
Compliance evaluation is accomplished through utilization of the Remote and Individual operating models tailored to W&I customer segments

5.
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6.
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the vision features nine major changes that will be tailored to meet the challenges of the w&i operating division and its customers

	irs-wide reporting compliance major changes
	
	W&I tailoring needs

	1
Effectively use all available information to identify areas of non-compliance and to develop plans for interventions ranging from notices, letters or outbound phone calls to examinations and assignments to field collectors
	
	•
Implementation of issue management throughout the compliance cycle.  A major effort should be made to develop compliance plans based on issues as this will drive the focus on issues downstream.

•
Within Compliance Planning, formulate and orchestrate a self-evaluation complimentary compliance strategy

	2
Use analytically-based, systematically-managed techniques to select cases that require intervention
	
	•
Compliance planning must be prepared to update the risk model on an annual basis.  Improved automated selection processes should enable reallocation of numerous selection resources to other functions.  

	3
When intervention is called for, use analytically based techniques to assist in determining the appropriate treatment, including specific issues to be addressed in examinations
	
	

	4
Adhere to strict time frames initiating exam and collection cases
	
	•
Implement Remote Assistance model to reduce cycle time from customer filing to end of exam

•
Coordinate with Collection to reduce overall cycletime and improve timeliness of collections activities

	5
Provide for a range of models, from correspondence to team exams, and in each case select the most efficient model for ensuring the accuracy of returns with the least burden on the taxpayer
	
	•
Implement the Remote Assistance model in a service center environment and Individual Assistance in field environment 

•
Self-evaluation compliance strategy, while housed in Compliance Planning, to be supported by the Remote Assistance model.

	6
Provide compliance employees complete, accurate and up-to-date data about taxpayer case histories and computer-based tools to assist in resolving cases rapidly and in accord with all taxpayer rights when enforcement action is required
	
	•
Support tools for examiners will include access to knowledge management tools, collection calculation tools, and improved report generation systems

•
Support efforts to improve timeliness of third party data used in document matching

•
Prioritize need for specific data to enabled phased matching approach, if taxpayer burden magnifies
•
Imaging of correspondence will support remote model operations

	7
Ensure that all IRS compliance processes, including exam, collection and appeals, are appropriately integrated to speed case resolution and reduce burden on the taxpayer
	
	•
Training for  tax examiners on use of collectibility tools (including web-based tools available to taxpayer)  and collection processes 

•
Designate W&I-dedicated personnel in counsel and appeals familiar with W&I issues and plans who are empowered to integrate their work with the work of examination personnel 

	8
At the time an Employer Identification number is issued, use all available information to determine assistance required by the business
	
	•
Not applicable for W&I

	9
Use information and tools to manage compliance as an integrated process
	
	•
Priority should be placed on developing selection and workflow management systems


W&I Overview… Process Visions… Customer Communications… 

Comprehensive communications management will enrich the customer experience, improve internal operations and enhance public perception of the irs

Comprehensive Communications Management
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Meeting Irs Customer Communication Objectives will require W&I to develop new communication capabilities

	CUSTOMER COMMUNICATIONS OBJECTIVES
	
	REQUIREMENTS for W&I

	CUSTOMER focus
	•
Deliver seamless routing of inbound contacts, from any channel to the appropriate service provider, to increase first contact resolution
	
	•
Data and skills-based routing of communications to specialists capable of addressing complex W&I issues (e.g., penalty abatements and EITC cases)

•
Dynamic web navigation and online content relevant to W&I customers

•
Imaging and electronic routing of correspondence 

	
	•
Provide a range of communication channel options to service inbound communications, with the ability to seamlessly shift between channels
	
	•
Multiple communication channels provided for a given need

–
Service provided via letter, Web, e-mail, phone and fax

–
Additional services such as Web kiosks in Field Assistance centers

•
Integrated online and existing channels – (e.g., W&I customers attempting online processing of amended returns can request live help from CSRs via a voice enabled browser)

	
	•
Utilize the customers’ channel of choice for outbound communications
	
	•
Outbound communications delivered via the customers’ channel of choice

•
Selection of channel and format are influenced by aligning message delivery requirements and channel delivery capabilities

	
	•
Maintain IRS “brand” identity including consistent look and feel across channels
	
	•
Response time, service level, tone of communication, terminology, imagery are consistent to the extent appropriate for the medium

•
Brand will be maintained across inbound and proactive outbound communications

	IRS focus
	•
Support convergence of customer channel preferences and IRS preferred channels
	
	•
Institute a range of service offerings and service level incentives to steer W&I customer contacts to channels that are most economical and effective such as e-services and internet

•
Support for increased speed of response will assist in the convergence of outbound channels

	
	•
Refine the communications management process to unify service across all channels and processes
	
	•
Organizational entity to manage channels across all IRS functions

•
Internal services to support consistency in content presentation and service levels

•
Feedback mechanisms to optimize efficiency of customer communications
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the vision for customer communications USES INTEGRATED COMMUNICATIONS CHANNELS TO ACCELERATE AND IMPROVE SERVICE
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A set of distinct technologies supports the achievement of the customer communications vision 

•
Incorporating contact routing capabilities allows the IRS to efficiently handle taxpayer communications

–
Contact routing capabilities balance communication loads across e-enabled systems, call centers and CSRs in order to optimize resources

–
Routing communication to the resources with the most suitable skills and issue expertise to provide the highest level of customer service to taxpayers

•
Developing and maintaining e-enabled communication capabilities supports the customer communication operating models

–
E-enabled capabilities allow customize communication – for example, the IRS is able to communicate with taxpayers using their preferred channel or tailor certain messages through certain channels

–
They also allow the IRS to migrate communication traffic from less efficient channels to more efficient channels (e.g., encouraging callers to use the web)

•
In addition to the above findings, the team also found that the Specialized Services model requires limited enabling technology support

–
A contact management system supports the outreach effort… 

· … while integration of the knowledge management system would be required to leverage existing content needed to support specialized services projects 
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The net results are dramatic and sustainable improvements for the IRS and its W&I CUSTOMERS 

	FRom
	
	TO

	•
Customers cannot navigate between multiple channels

•
Multiple phone numbers to reach specific specialist

•
Minimal routing based on skills requirements only

•
Manual handling of paper correspondence; manual routing to appropriate areas
	
	•
Seamless routing of inbound contacts from any channel

· Able to utilize and navigate between multiple channels

· Dynamic routing based on data and skills requirements

· Enterprise-wide routing of correspondence images to appropriate employee

	•
Limited number of channels

•
Unmet demand for services 

•
One-size-fits-all approach to delivery
	
	•
Multi-channel access and delivery options

· Services tailored to the unique needs of customer segments, specialized events or customer channel preference

· Increased capacity across multiple channels

· Greater flexibility in the delivery of specialized services

	•
Little coordination of customer contacts

•
Limited approach to communications due to cost of communication channels
	
	•
Coordination of customer contacts between communication specialists

•
Emphasize efficient and effective channels for outbound communications

	•
IRS “brand” identity not consistently managed between operating divisions

•
Lack of consistency in look and feel of communications
	
	•
Maintain IRS “brand” identity across channels

· Operations aligned behind message and image

· Perceptions and priorities of market segments understood

· Message and image developed for targeted audiences

	•
Communication management decentralized and focused by channel
	
	•
Coordinated communication management process

· Development of ongoing communication plans

· Internal communications systems to leverage in-house expertise and resources


Source: TAVS Analysis
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operating models are the vehicles for deploying the tavs vision across all processes

•
"Operating Models" and their enabling technology/information represent the complete full range of capabilities needed to enable the TAVS vision

–
Operating Model components
∙∙
Processes  — the set of activities that result in a service

∙∙
Interfaces  — the receipt or transfer of information into or out of the Operating Model

∙∙
Rules  — the types of guidelines governing a set of actions, e.g., alternative process activities, account selection, account validation, etc.

–
Operating Model enablers
∙∙
Enabling Technology  — the applications and tools that enable the Operating Model

∙∙
Information  — data used by or produced from the Operating Model

•
Customer needs and transaction complexity drove the emergence of different operating models within and across Pre-filing, Filing, Filing and Payment Compliance, and Reporting Compliance
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within the tax administration operating models new capabilities will be developed

TAX ADMINISTRATION OPERATING MODELS
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W&I customerS WILL BE SERVED BY THESE OPERATING MODELS in VARYING DEGREES 

PRE-FILING OPERATING MODELS

	OPERATING MODEL
	DESCRIPTION
	usage
	rationale

	Direct Education
	•
Educational content creation and delivery activities only using IRS resources
	4
	•
Provides the capability to reach specific customers and practitioners with tailored messages

•
W&I exercises more control over critical educational messages

	Indirect Education
	•
Educational content creation and delivery activities involving both IRS and third party resources
	4
	•
Partner resources allow more customers to be reached

•
Existing relationships among customers, practitioners, and partners are fully leveraged

	IRS Delivered Guidance
	•
Content creation and delivery activities for officially published guidance, primarily involving Counsel and Treasury resources with input from all stakeholders
	3
	•
Few W&I customers are directly impacted by Treasury-issued guidance for a given filing period – most W&I customers obtain receive “unofficial” guidance, from Publications, etc

•
All guidance must be developed in close coordination with IRS Chief Counsel and Treasury

	Self Service Application
	•
Customer/practitioner does not interact directly with an IRS employee for tax law application products
	0
	•
No application products currently exist for W&I customers

•
Products for W&I customers may be developed in the future (e.g., tip agreements for individuals)

	Individual Service Application
	•
Customer/practitioner interacts directly with an IRS employee for tax law application products
	0
	•
No application products currently exist for W&I customers

•
Products for W&I customers may be developed in the future (e.g., tip agreements for individuals)

	Team Based Service Application
	•
Customer/practitioner interacts with multiple IRS resources and potentially third parties for tax law application products
	0
	•
No application products currently exist for W&I customers

•
This operating model is directed toward highly complex tax law application products where deep expertise is required (rarely applicable for W&I customers)


	4
	Heavy Use
	3
	Moderate to Heavy Use
	2
	ModerateUse
	1
	Use Only Under Special Circumstances
	0
	No Use
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W&I customerS WILL BE SERVED BY THESE OPERATING MODELS (continued)… 

FILING OPERATING MODELS

	OPERATING MODEL
	DESCRIPTION
	Usage
	rationale

	Submissions - Electronic Processing
	Electronic management of all process steps including receipt, acknowledgement, capture, validate, handle, reconcile, and settle. Includes access to and update of customer account information
	4


	•
Increased speed and accuracy of return processing

•
Decreased cost of return filing

•
Quicker processing of payments and refunds

•
Increased electronic storage of critical communications

•
Reduced customer and third party burden by providing relevant information faster

•
Mandated by RRA '98

	Submissions -Paper Processing
	Receipt and capture of paper return
	1
	•
Provide option for customers who wish to continue to submit paper returns

•
Maintain continuity and allow for smooth transition to future e-filing environment

	Customer Account Management - Self Assistance
	Customer needs are satisfied without any personal interaction with IRS Customer Service Representatives (CSRs).  The customer is empowered to obtain their own information and make IRS allowed changes to their account
	4


	•
Expanded channel options and increased convenience for customers

•
Increased service capacity by getting taxpayers involved in the account management process

•
Reduced low-skill activities for IRS employees by enabling customers to handle simple account issues

	Customer Account Management - Individual Assistance (non-dedicated resources)
	Customer needs are satisfied by interaction with an assigned individual in IRS Customer Account Services with the necessary skills.  This individual is not dedicated to a specific customer but rather services all customers within their specific OD. Numerous individuals may be involved if transfers are necessary
	4
	•
Personalized service for customers through interaction with appropriately-skilled IRS employees

•
Increased employee satisfaction by allowing them to work on challenging account management issues

•
Increased options for customers who are not comfortable with self-assistance or technology

•
Skills and knowledge-based routing of customer inquiries increases speed and accuracy of issue resolution


	4
	Heavy Use
	3
	Moderate to Heavy Use
	2
	ModerateUse
	1
	Use Only Under Special Circumstances
	0
	No Use
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W&I customerS WILL BE SERVED BY THESE OPERATING MODELS (continued)… 

Filing Operating Models (Continued)

	OPERATING MODEL
	DESCRIPTION
	usage
	rationale

	Team Assistance (dedicated resources)
	Customer inquiries are satisfied by interaction with a dedicated team of IRS CSRs.  The team may be composed of one or more co-located or geographically dispersed individuals who are dedicated or aligned and may be from different ODs
	1
	•
Customized services for W&I customers with complex customer account issues

•
Dedicated IRS personnel allows for ongoing relationship with customer

	Unassisted
(IRS only)
	Actions are initiated and performed internally and customers receive notice of any action taken.  The customer receives a service but is not involved in the process
	4
	•
Hassle-free, high-value added service for customers helps build strong relationships

•
Reduced customer burden by correcting simple errors without taxpayer involvement

•
Creates positive image for the IRS as proactive customer-friendly organization


	4
	Heavy Use
	3
	Moderate to Heavy Use
	2
	ModerateUse
	1
	Use Only Under Special Circumstances
	0
	No Use
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W&I CUSTOMERS WILL BE SERVED BY THESE OPERATING MODELS (continued)… 

FILING & PAYMENT COMPLIANCE OPERATING MODELS

	OPERATING MODEL
	DESCRIPTION
	usage
	rationale

	Self Correction
	•
Taxpayers resolve filing & payment compliance issues with limited direct interaction with IRS employees

•
Automated systems support the entire range of customer interactions

•
Treatments encourage customers to own resolution of issues
	4
	•
W&I customers tend to have simple tax issues and seek to limit interaction with the IRS

•
Improved taxpayer education and self-service web capabilities will enable customers to resolve issues independently

	Assisted Correction
	•
Customers and the IRS interact to encourage mutually agreeable resolution

•
Systems facilitate effective communication between IRS employees and customers
	3


	•
Customers with more complex tax issues or a limited understanding of tax responsibilities will continue to seek direct assistance of IRS staff



	Enforcement
	•
IRS drives the process using decision support tools to ensure taxpayer rights are observed

•
Cases are ultimately resolved through either taxpayer initiated correction or through lien, levy or seizure when applicable
	1


	•
Most relevant for customers who cannot resolve through Self Correction or Assisted Correction




	4
	Heavy Use
	3
	Moderate to Heavy Use
	2
	ModerateUse
	1
	Use Only Under Special Circumstances
	0
	No Use
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W&I customerS WILL BE SERVED BY THESE OPERATING MODELS (continued)… 

REPORTING COMPLIANCE OPERATING MODELS

	operating model
	description
	usage
	rationale

	Remote Assistance
	•
A highly automated model handling simple, standard cases through correspondence and  third party information reporting and matching methods

•
Very little direct interaction with customer required
	4

	•
95% of  current case volume meets the identified work specifications for the remote model:

– Issue can be identified via automatic processing of returns

– Issue can be resolved via phone or mail correspondence

– Issue can be resolved quickly (i.e. 2-3 correspondences)

– Issue resolution is prone to automation

•
Case volume includes AUR/ Document Matching cases, Correspondence Exams, and less complex Field Exams

	Individual Assistance
	•
Customer interacts one on one with an assigned examiner

•
Examinations are issue-based and range in complexity from simple to complex
	1

	•
5% of current volume meets the identified work specifications for individual assistance:

– Issues are generally more complex and would require multiple correspondences (>3) to resolve 

– Customer requests face-to-face examination or takes correspondence to a walk-in center for assistance

– Issues may require specialized expertise that does not exist in the service center

	Team Assistance
	•
A small IRS group works jointly on cases with variety of issues varying in complexity

•
Teams leverages examiners with specialty skills across multiple cases
	0

	•
Single issue cases do not require team approach

•
Low applicability to W&I cases


	4
	Heavy Use
	3
	Moderate to Heavy Use
	2
	ModerateUse
	1
	Use Only Under Special Circumstances
	0
	No Use
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THE Core, dedicated, and specialized services operating models will allow W&I to fully meet its customer communication needs

W&I Customer Communication Operating Models

	operating model
	description
	usage
	rationale

	Core Services
	•
Used by W&I customers for full-range of inquiries and issue resolution

•
Provides full range of channel options to customers

•
Routes inquiries to IRS service providers

•
Integrates the IT system and communications system

•
Supports all internal IRS communications

•
Captures customer feedback and usage information

•
Supports outbound communications
	4
	•
Multiple channel options promote customer convenience and reduce customer burden

•
W&I has relatively manageable accounts 

•
Strategic use of technology enables the IRS to leverage a limited number of tax technical experts across a large population of customers while still delivering a high level of customized service

•
Helps build electronic database of customer account information necessary for accurate and expeditious customer service

•
Drives continued process improvement, aids workload planning and supports integrated communications management through ongoing feedback and data capture

•
Strategic management of outbound communications essential for communicating effectively with large population of anonymous customers

	Dedicated Services
	•
May be used by small segment W&I customers with complex needs (e.g. EITC customers)

•
Dedicated team of expert services designated set of accounts

•
Captures customer feedback and usage data
	1
	•
W&I customers with complex issues may require the dedicated assistance of seasoned experts

•
Relatively small population of large customers reduces the strain on the IRS and enables it to dedicate resources

•
Personalized, informed communication will reduce confusion and increase compliance

	Specialized Services
	•
Used by W&I for special outreach and education efforts to key customer segments

•
Develop a centralized repository of outreach materials

•
Establish helpful guidelines and processes

•
Capture feedback
	4
	•
W&I has customer sub-segments that are hard to reach or in need of special attention

•
Reduces burden on W&I by providing a centralized repository of templates and content for the development of seminars or other outreach programs

•
Improves quality of outreach programs through establishing guidelines and processes

•
Drives continued improvement and facilitates integrated communications management by capturing feedback

	4
	Heavy Use
	3
	Moderate to Heavy Use
	2
	ModerateUse
	1
	Use Only Under Special Circumstances
	0
	No Use
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seven of the operating models are future primary operating models
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the direct tax education operating model will provide opportunities to efficiently and effectively customize and deliver tailored education messages 
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providing tax education through the indirect operating model will enable W&I to reach more taxpayers through the resources and expertise of partners
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Application of the self-assist operating model for W&I customer account transactions will benefit the customer and the IRS 

[image: image18.wmf]Self-Assist Operating Model

Self-Assist Operating Model

W&I Customers

W&I Customers

Internet

Automated

Phone

W&I

Unified

Unified

Customer

Customer

Account

Account

Info

Info

Automated Customer 

Account Services

Self Assist Channels

Third Parties

POA

APPLICATION

APPLICATION

•

Used by W&I customers and third parties to address

simple customer account issues

•

Automated online access to appropriate customer and

third party data

•

Automated capability to check payment/refund status or

request transcripts

•

Access to online tax law knowledge repository and

 FAQs

(e.g., EITC eligibility)

•

Ability to make simple modifications to customer account

(e.g., address changes) without need for interaction with

IRS employees

•

Used by W&I customers and third parties to address

simple customer account issues

•

Automated online access to appropriate customer and

third party data

•

Automated capability to check payment/refund status or

request transcripts

•

Access to online tax law knowledge repository and

 FAQs

(e.g., EITC eligibility)

•

Ability to make simple modifications to customer account

(e.g., address changes) without need for interaction with

IRS employees

BENEFITS

BENEFITS

•

Expanded channel options

•

Increased convenience for customers

•

Increased service capacity for IRS by getting taxpayers

involved in the account management process

•

Reduced low-skill activities for IRS employees by enabling

customers to handle simple account issues

•

Fast, 24x7 service

•

Expanded channel options

•

Increased convenience for customers

•

Increased service capacity for IRS by getting taxpayers

involved in the account management process

•

Reduced low-skill activities for IRS employees by enabling

customers to handle simple account issues

•

Fast, 24x7 service

Electronic Process.

ppt


W&I Overview… Operating Models… 

The electronic processing operating model for submissions processing will continue to be emphasized within w&I 
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Core services will be the primary communications operating model for W&I customer communications going forward

Core Services Operating Model
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while all filing and payment compliance operating models will be critical to w&I, self-correction will become the primary vehicle for case resolution
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in reporting compliance the remote assistance model will be SUPPORTED BY a flexible service center-based evaluation process
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the tavs enabling technologies framework has been applied to enterprise and operating needs to categorize technology requirements 

TAVS TECHNOLOGY-ENABLED BUSINESS ARCHITECTURE
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this common set of terms, defined below, ensures consistency across operating models and operating divisions 

	ARCHITECTURe COMPONENT
	COMPONENT DEfinitions 

	Communication Channel Management
	•
Routes incoming and outgoing communication information to appropriate system or process as well as capturing, logging, and forwarding information to appropriate business process (e.g., receipt of correspondence, transmission of notices) 

	Account Management
	•
Provides a central repository of customer tax administration information and service requests by integrating IRS, taxpayer, third party intermediary and other authorized user data – Includes account registration, entity relationship maintenance, transaction linkages, account adjustments, and global maintenance 

	Case Management
	•
Provides automatic routing, tracking, managing, and controlling of case related work items such as compliance cases, user queries, case analysis or feedback items – Includes workflow to manage cases following pre-defined rules or user actions 

	Data Analysis & Decision Support 
	•
Combines processes and commercially available tools to view data, perform "what if" analyses and either recommend or initiate action; for example, risk-based modeling to prioritize compliance efforts 

•
This includes using statistical analysis and forecasting, trend analysis, pattern recognition, online analytical processing, and data mining tools to support customer data research  

	Knowledge Management 
	•
Provides processes, technology and tools used to create, gather, organize, share and retrieve IRS knowledge (excludes actual taxpayer records, includes tax laws, regulations, internal procedures, guidance, etc.)  

	Internal Management Linkages
	•
Supports common interfaces with IRS Internal Management / Administrative capabilities for tax administration processes (e.g., custodial account, asset management, financial management, program management including performance measures, and HR skills databases including training data) 

	Security / Privacy
	•
Includes technologies, tools, and policies to access tax account and other IRS data that ensure the appropriate level of security, privacy, and authentication is consistent with the level of risk defined by business needs   

	Data 
	•
Maintains tax administration databases and data warehouses – Includes the management and control of data in terms of managing data from multiple sources/formats, providing for replication and synchronization, and collecting / integrating disparate data, for example re-aggregation of data using periodic sweeps of the data warehouses 
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self-correction operating model�
�
Definition�
	Customers resolve compliance issues without direct contact with IRS staff 


•	Automated systems support entire range of customer interactions


•	Treatments include notices and automated voice response systems�
�
Features�
•	Internet is primary channel for correspondence management and tracking


•	Information requests processed via web site


•	Automated notice generation and distribution system


•	Interactive voice response systems


•	Web-enabled filing and payment management system�
�
Application to W&I�
•	The relatively low complexity of most W&I cases make these taxpayers more likely to resolve cases via the Self-Correction model


•	Most W&I customer segments have a desire to limit interaction with the IRS and are likely to be attracted to automated tools, systems and processes


•	Improved web applications, clearly written notices and automated voice response systems should serve the information needs of the majority of W&I customers who seek little or no direct IRS assistance�
�
Rationale & Benefits�
•	Self-service applications enable reallocation of staff to more value-added activities


•	Potentially, the least expensive operating model�
�
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major CHANGES�
�
Use decision analytics to select tailored actions and prioritize workflow management


Sequence treatments and adhere to treatment time frames to compress cycle time


Enhanced information tools that ensure observance of taxpayer rights


Deliver an integrated management process to promote cross-functional compliance goals�
�
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operating Model definitions�
�
•	Self Correction


–	Taxpayers resolve filing and payment compliance issues with limited direct interaction with IRS employees


–	Automated systems support the entire range of customer interactions


–	Treatments encourage customers to own resolution of issues


•	Assisted Correction


–	Customers and the IRS interact to encourage mutually agreeable resolution


–	Systems facilitate effective communication between IRS employees and customers


•	Enforcement


–	IRS drives the process using decision support tools to ensure taxpayer rights are observed


–	Cases are ultimately resolved through taxpayer initiated correction or through lien, levy or seizure when applicable�
�
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VISION OBJECTIVES

		 Make taxes easier for its customer base

		Clarify Publications and Correspondence

		Accelerate Resolution of Taxpayer Accounts



		 Improve Employee Skill and Satisfaction



FROM

		Focus on post-filing enforcement and revenue maximization

		Case as driver for compliance planning and work

		Focus on small set of programs

		Manual workflow management and distribution

		Paper-based submissions and compliance processes

		Examiners focused on specific programs

		Separation of exam and collection



TO

		Focus on pre-education and voluntary compliance and level of disclosure

		Issue as driver for compliance planning and work

		Coverage of issues related to multiple programs

		Automated workflow management system

		Electronic filing and increased use of electronic tools in compliance evaluation

		Generalist examiners

		Integrated reporting and payment compliance
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FLEXIBLE RESOURCE ALLOCATION

		DESCRIPTION

		Cross-trained generalist examiners supported by knowledge management and case management tools

		Capable of switching between exam types easily

		KEY BENEFITS

		Allows processing of multiple evaluation types easily

		Enables optimal resource allocation across service center



MULTIPLE EXAM PROGRAMS

GENERALIST EXAMINERS

VISION STATEMENT

“A single comprehensive evaluation process at the service center level will support a variety of exam programs concurrently.  This comprehensive process will be supported by a flexible resource model that optimizes both resource allocation and workflow management.”

FLEXIBLE EVALUATION TYPES

		DESCRIPTION

		Multiple coordinated issue-based evaluations

		A range of issues and types that are suited for fast, automated resolution  - from “soft-touch” self-evaluations to in-depth issue exams (e.g., EITC, AUR)

		KEY BENEFITS

		Enables a single fast comprehensive evaluation process

		Allows easy movement from one exam type to another



WORKFLOW MANAGEMENT

		DESCRIPTION

		Resource Decision Engine dynamically prioritizes cases across the service center and directs to the appropriate available resource

		KEY BENEFITS

		Directly links strategic plan to execution activities

		Dynamically manages case inventory - insuring highest priority cases across programs are worked first










