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Executive summary

The future is arriving quickly for corporate tax departments, whether they’re ready for it or not. The
acceleration of technology development — especially Al — along with evolving needs for resources
and skilled talent, as well as specific expectations from their organizations’ C-Suites are swiftly and
dramatically changing the landscape for tax departments.

More critically, clear differences are emerging between departments that are excelling in these areas
and those that are struggling to keep up with the rapidly changing tides.

Amid these swirling currents, tax department leaders have
a clear vision for where they want to steer their function. The operating model that
Indeed, process automation and Al integration are now the tax departments need to
top priorities for tax departments, survey respondents say,
edging out past top concerns such as compliance and embrace for the future

audits. And when we asked them to define the course that involves one that considers
they intend to follow into the future, leaders responded all facets of the d ep artment,

that they both understand and are clearly contemplating the .
direction in which they want to go. from planning, workflows,

- and talent to resourcing and
However, there are some areas in which many tax leaders

are faltering. Roughly half of survey respondents say they technology.

consider their tax department only somewhat or not very

successful, struggling with automation, resourcing, and visibility. And there are concerns about how
the department is seen by senior management — almost three-quarters of respondents feel their
departments are primarily viewed as cost centers.

Moving toward a fundamentally different operating model

The operating model that tax departments need to embrace for the future involves one that considers
all facets of the department, from planning, workflows, and talent to resourcing and technology.
Department leaders are aiming to make their teams more efficient, more timely and accurate in their
work, and more strategic and visible in their contributions to the organization.

However, progress towards reaching those goals is uneven. While some departments are making
strong initial strides, others have the same goals but are unclear about the right path for achieving
them. In this year’s iteration of our State of the Corporate Tax Department identifies clear distinctions
between the two groups, as well as actions the latter group can take to close the gaps.

Any discussion about future direction inevitably involves technology, and specifically, Al. While definitely
central to the technology conversation and most certainly on the minds of tax department leaders, Al
is far from the leading story according to many of the corporate tax professionals we surveyed. Indeed,
the path forward is complicated, and it’s more grounded in the fundamentals of the function and
operation of the tax department — as well as its positioning in the organization — rather than any single
silver bullet of technology.

Tax leaders say they know what they want their tax departments to become, and in some cases — but
not all — they also say they know how best to get there. This year’s report breaks down those needs,
plans, expectations, barriers, and solutions — along with the fundamental considerations that tax
departments must navigate each day to reach their desired goals.

As the report illustrates, corporate tax leaders need to start by answering four foundational questions
that will give their department and its tax professionals the best path forward, one in which their
success becomes as achievable and clear as their goals.
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Key findings

Tax departments are evolving towards a more strategic model — Tax leaders foresee that by
2030, their departments will be more integrated with the business as a strategic partner, not merely
a compliance function.

Despite the clear vision on where they want to take their departments, progress is often
slow — Most tax departments are still only in the planning or early stages of achieving their vision.

Tax leaders are split on current success — Roughly half of respondents say they consider their
department to be successful or exceptionally successful. And that means that half do not as they
struggle with issues such as automation, resourcing, and visibility within the organization.

Being seen as a cost center is still prevalent —Almost three-quarters (73%) of respondents
say their tax departments are primarily viewed as cost centers. Those that feel their departments
are seen as value creators are eight times more likely to consider their department exceptionally
successful.

Under resourcing remains a persistent problem — For the third consecutive year, more than
half of respondents say their departments are under resourced, forcing them to turn to creative
solutions other than increasing budgets and headcount.

Methodology

The Thomson Reuters Institute’s 2026 State of the Corporate Tax Department report is an in-
depth analysis of survey responses from senior decision-makers in corporate tax departments
around the world.

The findings were gathered through a 15-minute online global survey completed by 244
decision-makers in corporate tax departments. The surveys were conducted during July and
August 2026.

A large percentage (92%) of survey respondents were in leadership positions, including
chief tax officers, VPs of tax, senior directors, and managers. Respondents also included tax
technologists. Additionally, 34 CFOs were surveyed for the report.

More than half of respondents were fromm companies based in the United States. Excluding their
home country, 16% have tax obligations in between 4 and 15 other countries, 19% in 15 to 40
countries, and 13% in 40 or more. Notably, many respondents said that their global footprint was
so wide that they could not readily provide how many jurisdictions in which their organization
has tax obligations.

All figures in this report are drawn from the 2026 State of the Corporate Tax Department survey
unless otherwise stated. Where year-over-year comparisons appear, they are drawn from the
2025 and 2024 iterations of the same study. Quotations are taken verbatim from open-ended
survey responses and are reproduced without attribution.
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Success, achievements & the tax
department of the future

We asked tax leaders, beyond meeting compliance obligations, what would success for their corporate
tax department look like in an ideal world?

More than half described a department that provides proactive tax planning, and optimization of tax
and cash savings.

That means respondents are clearly envisioning their departments evolving into a more proactive,
strategic partner to their organizations.

FIGURE 1:
Beyond meeting compliance obligations, what would success for
your tax department look like in an ideal world?

Proactive Tax Planning & Tax/Cash
Savings Optimization

53%
Automation, Technology &

Al-Driven Efficiency

Risk Management & Audit/
Controversy Defense

Strategic Business Partnering &
Trusted Advisor

Accurate, Timely & Error-Free
Compliance Execution

Cross-Functional & External
Stakeholder Collaboration

Data Quality, Standardization &
Strong Governance

Talent, Team Development,
Capacity & Well-Being

Source: Thomson Reuters 2026

The responses describe a tax function that stops treating
timely and accurate filings as a ceiling. In fact, one respondent “In an ideal world, success

explgins that they wgnt their department to “k?e viewgd asa for the tax department
profit center and business partner by the business units and . .
senior leadership.” [is] measured by being a

source of speed and

Another describes both the ambition and the challenge: “In . . »
value in the business.

an ideal world, success for the tax department isn’t measured
by filings, it’s measured by tax being a source of speed and — Corporate tax leader
value in the business. However, the first and key step to this

would be to have all the returns automatized and the data fully

aligned, which is a clear challenge for the tax team.”
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Defining success & giving mixed grades

However, when turning the view from the ideal tax department of the future to the daily workflows

of today, the picture becomes mixed and respondents are evenly split. About half consider their
department to be exceptionally successful or successful, while the other half rank their department as
just somewhat or not very successful.

FIGURE 2:
Respondents are evenly split on ranking tax department success

Applying the previously mentioned definitions of
success, how successful has your tax department
been over the past 12 months, given the resources
and constraints it operates within?

M Exceptionally successful

Successful

4% <1%

I Somewhat successful
M Not very successful

Il Not at all successful

37%

Source: Thomson Reuters 2026

What they’re proud of & what they’re missing

When we asked those respondents who say their departments are successful or exceptionally
successful in which areas they are excelling, they rate themselves highly for tax planning and value,
compliance execution, and audit & risk management. Then, we asked those respondents who say
their departments are only somewhat successful or not very successful in which areas they are under-
delivering, they say they’re struggling with automation & technology and resourcing & capacity.

Interestingly, these answers show that the difference between the two groups is not about execution,
it’s about infrastructure. Less successful departments lack sufficient resources — whether skilled
personnel or advanced Al-driven tools — to provide adequate capacity for work. Unfortunately for these
department, this lack of resources begins a downward cycle that also reduces their ability to achieve
their goals of providing more proactive and strategic contributions to the organization.
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FIGURE 3:

Achievements & gaps: “A tale of two tax departments”

Share of successful departments naming each area as an achievement, and share of under-delivering departments naming it as

a gap over the past 12 months
In what specific ways, if any, has your tax

department excelled over the past 12 months?
[If exceeded or successful]

[l Achievement
27%
24%

24%

In which areas do you believe your tax depart-
ment is currently under-delivering, compared to
the ideal? [If somewhat, not very or not at all]

M Gap

Tax planning &
value

Compliance
execution

Audit & risk
management

Automation &

0,
technology 25%

Specific tax-type
execution

Resourcing &
capacity

Business
involvement

Sourcing
model

Team skills &
training

Data quality &
systems

Source: Thomson Reuters 2026
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4 key questions tax department
leaders need to be asking now

Success is about more than resources, capacity, and automation, of course. These factors are essential,
but they are largely the structural components for producing output.

Those respondents who consider their departments to be successful or exceptionally successful also
identify specific attributes more so than those that see their departments as less successful. The key
separating elements can be identified with four questions that tax leaders need to ask themselves in
evaluating their department.

Question 1: Is our tax department viewed as a value creator?

Identifying how the tax department is viewed within the organization is critical for understanding a
successful department. It’s a function of both the work that the department is conducting and how
effectively the value of that work is being communicated.

More than one-quarter of respondents (27%) say they believe their department is considered a value
creator, or at least more of a value creator than a cost center.

That means, however, that almost three-quarters of respondents (73%) say their department is still
seen as either a cost center, or at best, equal parts cost center and value creator.

The difference is strongly associated with whether a
department considers itself successful or not successful. Tax leaders who believe
Only about 5% of respondents who say their function is .
seen as mostly or primarily a cost center also consider their their departments are
department to be exceptionally successful. By comparison, seen primarily as value
tax leaders who say they believe their department is primarily creators are eight-times
seen as a value creator are eight-times more likely to feel that . .
their department is exceptionally successful. more likely to consider
their department as being

This is one of the starkest differences identified in this year’s .
exceptionally successful.

report, and it spotlights one of the most important attributes
that defines successful corporate tax departments.

Conducting quality, accurate, timely, even strategically valued work can be mere table stakes, because
measuring, reporting, and communicating the value of that work to the organization plays an equal, if
not greater role.

Effective measurement & communications with the C-Suite

One tax leader described the struggle to be seen as a value creator in the clearest terms: “[We are]
often brought into business decisions too late to meaningfully influence outcomes... so the function is
seen more as a cost center than a value driver.”

However, the roots of this perception begin taking hold much earlier in the process — and it’s driven by
how the tax department’s contributions are being measured and communicated.

Respondents express near-universal confidence in their ability to articulate to senior leadership
about the strategic value the tax department delivers. An overwhelming 83% say they are either very
confident or at least somewhat confident in doing so.
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Behind that confidence, however, there is often a disconnect in how that information is received up
the chain and particularly in the C-Suite. Corporate tax departments, by and large, are succeeding in
providing CFOs with metrics that go beyond compliance and that more directly measure of impact of
the tax function on the organization. These metrics include tax savings, tax credits, effective tax rates,

and support for M&A and restructuring initiatives.

FIGURE 4:

Which metrics does your department track and regularly report to

the CFO or senior leadership?

M Reported to CFO Tracked internally Il Not tracked
Most visible to CFO/senior leadership

Audit/dispute-res
outcomes

19%
21%
16%
17%

Tax authority
audits opened

Cash-tax savings
delivered

Tax credits
identified

ETR vs. peer
benchmark 12% 31%
M&A /restructuring _
support 18% 29% 9%

External spend %
of budget

On-time filing rate 46% 17%

Category: Compliance and risk Financial performance

Operational efficiency

Don’t know

Least visible to CFO/senior leadership

Tax penalties
incurred

2ux
37% 34%

Service and people

Tax provision
close time

Staff turnover/
retention

Advisor
satisfaction

Stakeholder
satisfaction

Cost per tax
return/filing

Response time
to queries

Time on
compliance work

Source: Thomson Reuters 2026

However, that does not necessarily match the view from the CFO’s desk. We surveyed a number of
CFOs and the feedback is not encouraging. Several CFOs reported that, from their perspective, they are
primarily receiving reports on audits, tax penalties, and on-time filing rates from their tax departments.

In other words, regardless of what’s being reported, CFOs are mostly paying attention to measures
about avoiding costs. Indeed, many tax departments may believe they are sending a value narrative, but

their CFOs are only seeing a risk avoidance report.

The difference may be a matter of perspective. But if all that lands with the CFO are audits, penalties
and filing rates, it can become all too easy for the tax department to be seen as function that primarily
manages downside, the very meaning of a cost center.
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FIGURE 5:
Which of the following metrics does your tax department regularly
report to you? (CFO respondents)

Audit or dispute resolution outcomes
(e.g. settlement rate, amounts at stake)

50%

Number of tax authority audits or
investigations opened

Value of tax penalties incurred in the year

On-time filing rate across all jurisdictions

Tax credits identified or successfully
claimed (e.g. R&D, investment credits)

Source: Thomson Reuters 2026

Value creators measure differently, not more

There are significant differences in the metrics reported between tax departments that are viewed as
value creators and those seen as cost centers — and it’s not necessarily that value creators measure
or report more metrics. Rather, it’s that those departments seen as value creators are supplying the
numbers that prove financial contribution rather than those, like audit metrics, that demonstrate
absence of failure.

FIGURE 6:
Metrics regularly reported to CFO and senior leadership

Metric category Cost center Value creator Gap

Financial &
tax-performance

375% 52.9% +15.4

Operational

efficiency & cost +5.7
Compliance & risk 44.4% 481% +3.7
Service & people -0.2

Source: Thomson Reuters 2026

The correlation does not necessarily mean causation, of course. It’s entirely possible that organizations
which understand the tax function’s contributions are already actively asking for and reviewing
business impact metrics. What’s clear, however, is that business value metrics and value creators
travel together and that by reporting and emphasizing specific, narrow sets of value metrics that prove
financial contribution, tax departments can better their chances of being seen as a value creator.
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The TR Institute’s View:

Being seen as a value creator is critical for corporate tax departments that want to reach their
goals of being seen by the C-Suite as a proactive strategic partner to the organization. If your
goal is to have your tax function be seen more as a value creator, rather than a cost center,
there are several steps you can take.

First, treat articulating value as the main strategy for building regular reports to the CFO and
the rest of the C-Suite that focus on the metrics and narratives that tell the department’s
value story.

Importantly, you should conduct an assessment of what metrics the department is currently
sending to management and whether those support the value story, or instead, just paint the
department as one that seeks mainly to avoid failure.

Once that assessment is completed, focus on placing financial-value metrics ahead of routine
compliance ones.

Question 2: Is our tax department adequately resourced?

For each of the past three iterations of this report, more than half of respondents have said their

tax department is under-resourced. Although the numbers improved slightly this year, they are still
stubbornly consistent with the trend of recent years, suggesting that this is a structural, not cyclical,
problem for many tax departments.

This is not merely a standalone issue impacting current work capacity; indeed, it also affects the

department’s ability to reach its goals for 2030 and beyond.

FIGURE 7:
More than half of respondents say their tax departments
are under-resourced

Thinking about your tax department, as things stand would you describe it as...?

Under resourced [l About right [l Over resourced Unsure

Source: Thomson Reuters 2026
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Why departments are under-resourced

When asked to identify the main reason for being under-resourced, the most common response was
that workload has grown faster than the department’s ability to recruit new talent to handle it. Budget
issues are also a common chokepoint with denial of budget increases being so prevalent that one-in-
five respondents from under-resourced departments say they did not even bother requesting a larger
budget because they did not expect it to be approved.

Hiring difficulties also play a role. Many respondents said that even when additional budget is approved,
the department often cannot find the right candidates, offer competitive salaries, or keep up with
high turnover.

FIGURE 8:
What are the main reasons your tax department is currently
under-resourced?

What are the main reasons your tax department is currently under-resourced?

Our workload has grown faster than we o,
can recruit 33%
We have requested additional budget and
been refused

We have decided there are more effective ways to
address under-resourcing than simply increasing
headcount, and are currently implementing them

We have budget approved but cannot find
candidates with the right skills

We have not requested additional budget
because we don't expect it to be approved

We have budget approved but cannot offer
salaries competitive enough to attract candidates

We are facing high turnover and struggling to
retain staff

Source: Thomson Reuters 2026

Strategies for addressing under-resourcing

Fortunately for those under-resourced departments, these difficulties have also stimulated creative
solutions. More than one-quarter of respondents have concluded there are more effective ways to
address under-resourcing than increasing headcount.

Alternative approaches include process and workflow improvements, training and upskilling of existing
staff, restructuring roles, and more use of shared services and centers of excellence within the
organization. Many of these measures can be implemented quickly, and without needing significant
additional budget.

By whatever means, maintaining or achieving adequate resourcing is one of the most common traits
among tax leaders who consider their department to be successful, making them three-times more
likely to view their department as being exceptionally successful than under-resourced departments.
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Interestingly, when it comes to obtaining more resources for the tax function, the CFOs whom we
surveyed emphasized that evidence, not aspiration, is key in their evaluation. The C-Suite needs to be
convinced that existing workloads cannot be handled without additional headcount or automation,
and they want to see an return on investment (ROI) in the form of added value, as well as anticipated
reductions in penalties and compliance errors.

Several CFOs say the factors they consider when evaluating whether to grant more resources include
the new strategic opportunities that additional resources would enable, benchmarking of peer or
competitor organizations, or support from other senior leaders in the organization. However, individual
tax leaders should exercise their own judgment on whether those factors are meaningful to their
C-Suite or not.

FIGURE 9:
What CFOs consider important in evaluating requests for
additional headcount

When evaluating a request from your tax department for additional headcount, how important would each of the
following be to your decision?

M Essential M Important

Clear quantification of the cost of
penalties and compliance errors 24% 50%
linked to current under-resourcing

Evidence that existing workload
cannot be absorbed without 38% 38%
additional resource

Benchmarking data showing how peer
organizations or sector competitors 12% 44%
resource their tax functions

A return on investment calculation
showing the value additional 26% 44%
headcount would generate

Evidence that technology or
automation cannot adequately 29% 50%
substitute for additional headcount

A specific articulation of the
strategic opportunities that 15% A%
additional capacity would unlock

Endorsement or support from

0, 0,
other senior leaders in the business 12% 35%

Source: Thomson Reuters 2026

© 2026 Thomson Reuters
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The TR Institute’s View:

If you’ve identified that being under-resourced is a major problem for your tax department, you
should consider the following strategies:

* Make the smart case for greater headcount — Explain to the CFO or other key members
of the C-Suite why this is the only feasible choice. Cite rising workloads that can neither
be absorbed by existing staff nor addressed through automation. Build a solid business
case by quantifying both the positive ROI of additional headcount and the negative
consequences to the business of failing to add headcount.

* Explore alternatives besides adding more headcount — The solution to under-
resourcing can sometimes simply be better use of existing headcount, especially if
procuring more budget and resources is unlikely. Consider, for example, whether you’re
leveraging Al and other advanced technologies to improve your department’s efficiency
and productivity, or whether certain tasks could be outsourced to ease some of the
workflow burden on your team.

* Find out what matters to the CFO — In pursuing either strategy, it’s important to ask
your CFO what factors they consider meaningful in evaluating requests for additional
headcount and other resources.

Question 3: How focused & effective is our technology strategy?

Increased use of automation technologies, including Al, is one of the top strategic priorities for tax
department leaders — and for good reason. Among the 38% reporting moderate or significant
progress, fully 91% of them say that automation and Al tools applied to-date are already saving time for
their team. And more than half of the same group (58%) say it has reduced errors.

Automation and Al can also be a key driver in transforming tax departments from being seen as a
cost center to becoming a value creator. Reduced time spent on manual, repetitive tasks can free up
significant capacity for tackling strategic initiatives that can provide tangible value for the organization.
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Process automation first, then Al

By far the highest priority is process automation, with more than half of respondents calling it their top
technology priority. About one-third say that either generative Al (GenAl), Al analytics, or agentic Al are
the most urgent need.

FIGURE 10:
Process automation is a clear top technology priority

Which of the following types of technology are currently the highest priority to implement or increase the use of
within your tax department?

M Rank 1 Rank 2 [l Rank3 M Rank4

Process automation (RPA) 16% 15% 10%

Generative Al 22% 1%

Al-powered analytics 25% 16%

Agentic Al 19% 27%

Source: Thomson Reuters 2026

Even though these process automation and Al tools are priorities, progress has been slow. Most tax
leaders (62%) note that their department has made only limited or no progress towards adopting those
technologies over the last 12 months.

FIGURE 11:
Progress on automation or Al adoption in last 12 months

How much progress has your tax department made with automation and/or Al adoption in the past 12 months?

Ml Significant progress Moderate progress M Limited progress [l No progress

29% 54% 8%

Source: Thomson Reuters 2026

All of this presents both a significant

opportunity and challenge for tax Although 91% of respondents who have
departments. Achieving these tech made significant or moderate progress say
priorities could be enormously helpful automation is helping their department

in addressing lack of headcount, as

well as in reaching the larger goals of save time, most departments have made
greater value creation and strategic limited or no progress on automation or

contributions to the organization. Al adoption in the last 12 months
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Looking ahead at automation and Al

Naturally, respondents overwhelmingly see automation transforming the speed and the manual effort
required to complete tasks. Meanwhile, Al and GenAl also are seen as transforming those activities that
involve professionals’ reasoning and judgment.

FIGURE 12:
Where do you see the single greatest transformative opportunity
for automation or Al in the next two years?

Automation Compliance & Return Prep 34%
Executing existing
tasks faster with less Data Extraction & Cleansing
manual effort
Research & Draftin
80% ’
(]
Capacity for Strategic Work
o LLl N GenAl specific General Automation
- A I = Al applying reasoning
- ™ orjudgment - research, Indirect Tax Aut ti
Ly drafting, anomaly detection ndirect Tax Automation
o) Specific Tax Area
22%
Risk/Anomaly Detection
Other
Framed by outcome or Tax Provision Automation
topic, not technology —
strategic capacity, vision, Al Skepticism
skepticism, etc.
28% End-to-End Transformation
Responses may include multiple themes; percentages do not sum to 100%. Source: Thomson Reuters 2026

All of these Al-driven opportunities, if taken, can better enhance a tax department’s abilities to provide
more strategic value to the organization while fulfilling its own compliance responsibilities with greater
efficiency.

Al and the need for boundaries

While Al may be transformative for many workflows, tax leaders are also stressing the need for clear
boundaries on how and where Al is used. Fully 84% of respondents say that Al usage should be off-
limits for some areas, even if controls and restrictions are in place. In particular, respondents cite the
need for professional accountability, and many draw a strict line that all final decision-making, sign-off
and accountability need to clearly remain in the hands of human-in-the-loop policies.

However, this opinion is not unanimous across tax leaders — one-in-six respondents believe there
should be no limits on which workflows can incorporate Al so long as proper guardrails are in place.
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FIGURE 13:
In what areas should Al use be off-limits

Complex technical analysis,
calculations & tax planning

28.6%

Final Decision-Making,

O,
Sign-Off & Accountability 28.0%

Confidential/sensitive
data & PII

Al usable everywhere
with guardrails

Audit, controversy & tax
authority interactions

Direct external/stakeholder
communication

General trust/
accuracy skepticism

Source: Thomson Reuters 2026

The TR Institute’s View:

For those tax function leaders trying to determine when and where Al-enabled tools and
solutions can best be used to greatest effect, there are several factors to consider. For
example, you should maintain a tight focus on process improvement and automation before
Al adoption in order to avoid layering Al on top of inefficient or flawed processes.

You also should consider how process automation and Al tools not only improve efficiency,
but also free up resources for conducting higher value, strategic work. Determining what
your team members do with their freed-up time is crucial for getting the most out of any Al
transformation.

Further, it’s critical to be able to make a clear business case — with quantifiable ROl — to
the C-Suite in order to enlist senior management buy-in for greater tech investments for
the department.

Indeed, making these key decisions early — at the stage of evaluating the directive and
effectiveness of Al strategies — will allow you to keep your eye on the ultimate goal of
providing more value to the organization.

© 2026 Thomson Reuters
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Question 4: What is our vision for 2030?

While addressing issues of resourcing, technology, and whether the department is seen as a value
creator can all help a tax department in the immediate timeframe, they also set the table for where
the tax department will be in the years ahead. Most importantly, will the department be prepared for
business, regulatory, and technology environments that will likely be significantly different from the
ones it is dealing with today?

We asked the tax leaders we surveyed to imagine their department in the year 2030 and describe the
ideal. Respondents expressed a goal — with unusual consistency — of a very specific operating model.

Many ways to create value

First and foremost, tax leaders foresee their department conducting more strategic advising and
business partnering within the organization. Respondents used phrases such as “adding value” and
“able to manage a wider workload” to describe how they see their department’s capabilities evolving.

Real-time visibility, proactive risk or opportunity identification, direct tax savings and cash-tax
optimization, and scenario modeling, forecasting, and predictive analytics represent meaningful
contributions to the business. In addition, these are exactly the kinds of contributions that are likely to
warm a CFO’s heart.

FIGURE 14:

What value can the team generate by 2030 that it can’t provide today?

Strategic advisory & business
partnering

34%
Faster, more efficient processing &
compliance turnaround

Real-time visibility & proactive risk/
opportunity identification

Al/automation adoption itself as
the value driver

Direct tax savings & cash
tax optimization

Scenario modeling, forecasting &
predictive analytics

Enhanced data analysis capability
Capacity reallocation to
higher-value work

Cost savings via reduced external
advisor reliance/automation

Team capability, culture &
deeper expertise

Nothing

Source: Thomson Reuters 2026
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How near is the 2030 vision?

While tax leaders have a clear vision of where they want to take their tax function by 2030, the reality
today is that reaching those goals will be a major challenge for many tax departments. While more than
90% of respondents say they have started the process, only about one-quarter say they have made
meaningful progress. And less than 2% have already achieved their vision or are close to doing so.

FIGURE 15:
How close is your tax department to achieving the vision
you described?

1% 0.4%
D ¢ :
Not yet Planning Early Making Well Already
started stage stages progress advanced achieved
We are not yet We have begun to We have begun We have made We are close to
actively working think through what to make changes meaningful steps achieving this
toward this vision changes are needed but have a long toward this vision
but have not yet way to go

implemented them

Source: Thomson Reuters 2026

Taking an optimistic view, that means about two-thirds of respondents (64%) have at least moved
beyond the planning stage. Of course, the determining factor will be how quickly they progress,
because in a fast-moving, tech-driven environment, it will be essential to not fall behind.

How the tax leader role changes

Much of the changes that will transform corporate tax functions over the next several years will,
understandably, be driven from the top of the department. More than half of tax leaders say they
expect their role to move to being more strategically focused and less concerned with overseeing basic
tax work. They expect to spend more time planning, partnering with other parts of the business, and
proactively strategizing and leading their teams, rather than reactively putting out fires.

In fact, one tax leader describes their role evolving to “spending less time on tax compliance matters
and more time analyzing the tax function wholistically. I'll spend more time as a standing voice on
capital allocation, deal strategy, and regulatory risk.”

Another mentioned how they are shifting to a role with “less tax technical focus and more related to
strategy and influence.”

© 2026 Thomson Reuters
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FIGURE 16:
How the tax leader’s role is changing

Shift from technical/compliance
work to strategic focus

52%
People leadership &
team development

Business partnering &
enterprise influence
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Source: Thomson Reuters 2026

The TR Institute’s View:

As you envision how your tax function will operate and perform in the year 2030, as well as
how your own role in the department will evolve, there are several considerations you should
keep in mind.

Ask yourself if your function’s strategic priorities are aligned with your vision, or are more
focused more on meeting current day-to-day needs.

Then, examine how you can shift your operations from strictly managing tax compliance

to strategically creating value for the organization. As part of that, you need to understand
whether your department is proactively adapting your team’s current skills training and talent
management in a way that focuses on anticipated future skills needs.

Finally, you have to determine how your own role within the department will evolve as the
function transitions. Take steps now to make sure you’re becoming focused on strategic
partnering and value-creation and less on managing daily compliance duties.

© 2026 Thomson Reuters
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Taking the necessary next steps

As this year’s State of the Corporate Tax Department report shows, tax functions stand at a critical
moment. Transformation is underway, although slowly in many cases. However, for the first time in
recent memory, corporate tax departments’ stated top priority is not a tax matter. Process automation
and Al implementation now sit above compliance, tax planning, audit management, and legislative
changes as key strategic priorities.

As their transformation journey continues, tax department leadership and professional teams are
deciding what they want to be. Indeed, they can envision the 2030 version of their department in
specific and consistent terms, and have identified the bottlenecks it needs to overcome in order to
get there.

Indeed, these structural barriers — chiefly a lack or investment in the department — must be
overcome in order to make the changes that tax leaders know that they need to make. The good
news is that the planning has largely been done as close to two-thirds of tax leaders surveyed are
already in the implementation stage on the path to their 2030 vision.

While time is still on the side of corporate tax departments, it may not be for long. And it will be
up to tax department leaders to skillfully manage these necessary changes and adroitly lead their
departments toward that vision.
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Thomson Reuters

Thomson Reuters (TSX/Nasdagq: TRI) informs the way forward by bringing together

the trusted content and technology that people and organizations need to make the
right decisions. The company serves professionals across legal, tax, audit, accounting,
compliance, government, and media. Its products combine highly specialized software
and insights to empower professionals with the data, intelligence, and solutions
needed to make informed decisions, and to help institutions in their pursuit of justice,
truth, and transparency. Reuters, part of Thomson Reuters, is a world-leading provider
of trusted journalism and news.

For more information on Thomson Reuters, visit tr.com and for the latest world news,
reuters.com.

Thomson Reuters Institute

The Thomson Reuters Institute brings together people from across the legal, corporate,
tax & accounting and government communities to ignite conversation and debate,
make sense of the latest events and trends and provide essential guidance on the
opportunities and challenges facing their world today. As the dedicated thought
leadership arm of Thomson Reuters, our content spans articles and commentaries,
industry-leading reports and data sets, informed analyses, interviews with industry
leaders, videos, podcasts, and world-class events that deliver keen insight into a
dynamic business landscape.

Visit thomsonreuters.com/institute for more details.

Tax Executives Institute

Tax Executives Institute (TEI) is a diverse, inclusive member-based organization
dedicated exclusively to the professional needs of the in-house tax community
worldwide. Founded in 1944 by a group of 12 prominent corporate tax executives in
New York City, the Institute has nearly 6,500 members aligned in 56 separate chapters,
representing over 2,800 leading businesses in North America, Latin America, Europe,
and Asia.

TEI provides education, networking, and professional development opportunities for
its members, and advocates on all aspects of business taxation. As a well-respected
industry leader, the Institute possesses unrivaled practical experience and is uniquely
positioned to help in-house tax professionals and their organizations navigate the
everchanging global tax environment.

Visit tei.org for more information.

LX)
<=*~’s Thomson Reuters

%, Institute

© 2026 Thomson Reuters  10-26


Https://tr.com
https://reuters.com
https://thomsonreuters.com/institute
https://tei.org


