
ATO strategic intent

Reinventing the ATO





We want the ATO to be relevant and 
valuable to the Australian community  
for the long term — trusted and respected 
here and internationally and considered  
a leading organisation by all stakeholders.

We intend to improve the tax 
and superannuation experience 
for Australians, designing the 
systems for the majority of 
people who do the right thing, 
not for the small minority who don’t.

Our new leadership team 
is driving a transformational 
program, reinventing the ATO, 
to realise the newly articulated 
vision, mission and values 
statement. This program 
challenges our thinking around 
concepts such as compliance 
and participation, the client 
experience, being contemporary 
and managing the pressures of 
being a useful and sustainable 
large public service organisation. 

At a practical level reinventing 
the ATO will result in a different 
culture, new products and 
services, strong connection 
to the community, productivity 
improvements and an openness 
and willingness to change.

We are using our response to 
the Australian Public Service 
Commission Capability Review 
as an opportunity to refresh 
our management approaches; 
aligning our strategy, culture 
and capabilities. 

To the extent we can 
influence and control,  
we will aim to make the 
tax and superannuation 
systems and our 
administration fair,  
efficient and sustainable 
— where tax and 
superannuation are 
recognised and valued 
as a necessary part of our 
community in Australia.
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What we want to achieve

Values 

We are: 
impartial | committed to service |  
accountable | respectful | ethical

Mission
We contribute to the economic and social  

wellbeing of Australians by fostering willing  
participation in our tax and superannuation systems

Vision
We are a leading tax and superannuation administration  

known for our contemporary service, expertise and integrity
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Easy for people  
to participate

Contemporary  
and tailored  

service

Purposeful  
and respectful  

relationships

Professional  
and productive  

organisation
Goals

Strategies

 > Build a culture that embodies our values and transforms the client experience 
 > Simplify interactions, maximise automation and reduce costs
 > Connect with the community and other agencies in meaningful ways
 > Influence policy and law design for more certain outcomes
 > Use data in a smarter way to improve decisions, services and compliance
 > Reshape the workforce to optimise capability and performance

Strategic risks

Revenue collection

Collecting the right amount 
of money for the Government 
to support and fund services 

for the community

ICT systems

Designing, implementing, and 
maintaining critical ICT systems 

to support the improved tax 
and superannuation experience

Financial management

Making effective investment 
decisions for the longer term 

vision, while balancing delivery 
of current year commitments

Relationships

Having the trust and respect 
of key stakeholders

People capability

Having an agile, engaged 
and skilled workforce

Service expectations

Providing tailored services 
and communications that 

match contemporary needs 
and expectations
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With around 24,000 
employees based in sites 
around Australia, the 
ATO is a large employer 
with a proud history of 
effectively managing the 
tax and superannuation 
systems that support 
and fund services for 
Australians.

We are represented in all states 
and territories, with 88% of our 
workforce based outside Canberra. 

Our people have skills ranging 
from accounting, auditing and law 
to customer service, information 
technology and marketing. 
Almost half of our workforce 
has a tertiary qualification.

The diversity of our workforce 
brings together a broad range 
of skills and experiences, helping 
us to deliver for the government 
and the community.

Major responsibilities 

Our role is to effectively manage and 
shape the tax and superannuation 
systems that support and fund 
services for Australians including:

 > collecting revenue
 > administering the goods and 

services tax on behalf of the 
Australian states and territories

 > governing a range of programs 
which result in transfers and 
benefits back to the community

 > administering major aspects 
of Australia’s superannuation 
system

 > custodianship of the Australian 
Business Register.

Who we are  
and what we do
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The scale of the ATO’s activities

Data source: Commissioner of Taxation Annual Report 2012–13

Self-managed  
super funds

510,000

Individual clients
13 million

Large or multinational  
companies clients
1,300

Practitioners 
(tax and BAS agents)

55,000

Administered expenses paid
$8.5 billion

Payments refunded
$31.7 billion

Number of employees
Around 24,000

Operating budget
$3.5 billion

Small business clients
Around 2.5 million

Gross revenue collected
More than $408 billion
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Why we are changing

We have a strong 
and proud history 
of delivering for the 
Australian government 
and the community but 
we know we will need 
to change to continue 
to be considered 
valuable and effective. 

We recognise the changing 
environment and expectations of 
the government and community in 
a modern and dynamic Australia.

The government’s message that 
Australia is ‘open for business’ 
means that we will be expected 
to perform our revenue collection 
function at the same time as 
creating a level playing field 
domestically and internationally, 
supporting viable businesses, 
reducing red tape and the cost 
of compliance, and improving 
our services.

Businesses and people want  
more personalised, accessible and 
reliable services — using the latest 
technology and communication 
practices. They also want services 
that are integrated and do not 
require duplication or unnecessary 
interactions. The notion of joined-up 
or whole-of-government services 
means that government agencies 
can no longer work in isolation and 
are expected to work together to 
improve the delivery of services 
to all Australians. 

Increasing the productivity of 
our economy is a key challenge 
for Australia. The government 
is committed to reduce red 
and green tape by $1 billion a 
year. The government’s drive 
for productivity, efficiency and  
de-regulation requires us to 
contribute by improving our 
organisational efficiency and 
how we administer the tax and 
superannuation systems. 

In 2014 Australia is chairing the 
G20 and we will have a crucial 
role in leading closer international 
cooperation to ensure multinational 
corporations pay a fair share of 
tax. Tax administrations around the 
globe need to adapt to address 
increasingly complex and dynamic 
cross border issues. Greater 
leadership internationally is essential 
for Australia to combat corporate 
tax base erosion and profit shifting.

The capability review identified five 
priority areas for improvement: 
developing a forward looking 
enterprise-wide strategy; developing 
information communication 
technology efficiency and agility; 
building the future workforce; 
streamlining governance 
arrangements and structures; 
and improving our external 
connectedness.

We are facing these challenges  
in a tight fiscal environment, where 
all government agencies are under 
pressure to do business differently 
and achieve more with less. 
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Supporting  
a modern  
and dynamic 
Australia 
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Easy for people  
to participate

We will design and 
operate the tax and 
superannuation 
systems for the majority 
of taxpayers who do the 
right thing, rather than 
for the few who don’t.

To make life easier for taxpayers 
we will communicate in ways that 
people do every day. We will write 
in plain English and provide clear 
guidance and advice.

We will manage our compliance 
activities based on risk, transparency 
and behaviour, knowing that 
most participants in the tax and 
superannuation systems are 
doing so willingly. Where people 
are transparent about their tax 
and superannuation affairs and 
participate willingly, we will offer 
a lighter touch experience that 
should result in less effort for them in 
meeting their obligations. For those 
who are not transparent or willing 
to do the right thing, we will target 
and tailor compliance activities 
accordingly.

We want the community to have 
confidence in our ability to address 
non-compliance and maintain a 
level playing field for all. 

We will also have an increased 
focus on reasonable and fair 
compliance outcomes — letting go 
and recognising when diminishing 
returns are not worth pursuing.

We will better use technology and 
data analytics to identify and deal 
with those seeking not to comply. 
For most non-compliant taxpayers, 
it will be a matter of ‘when’ we 
catch up with them, not ‘if’. 

The costs businesses incur in 
dealing with government, including 
the ATO, impact on their ability to 
run and grow their business. We 
will work with small businesses 
to identify irritants, unnecessary 
compliance costs and to deliver 
relevant and personalised support. 
We will also focus on small business 
debt management with more than 
60% of total collectable debt 
attributable to small business. 

Large businesses want us to  
level the playing field by ensuring  
no business has commercial 
advantage as a result of  
non-compliance or inconsistent 
tax outcomes. We also know 
from feedback that they want 
us to be more commercially 
aware, provide more timely 
advice and dispute resolution 
and demonstrate impartiality 
and consistent decision making. 

1 Our goals
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Contemporary and 
tailored service

People expect 
convenient and 
accessible service in 
their dealings with a 
contemporary service 
organisation.

To meet these expectations we will 
offer convenient and accessible 
24/7 self-service solutions. Online 
will be our preferred channel to 
interact, and when escalation 
or direct contact is necessary 
we will offer different kinds of 
personalised services (for example 
call-backs, click to chat, personal 
appointments or case conferencing). 
This will allow us to improve our 
operational efficiency and ensure 
that our resources are directed 
to the highest value services. 

We will simplify most clients’ 
interactions with us; individuals 
will benefit from a streamlined 
income tax experience as we 
move from ‘high touch’ to ‘low’ 
or ‘no touch’ for those who have 
simple, transparent low risk tax 
affairs. We will source information 
to pre-fill tax returns and provide 
them to the taxpayer for review. 

We will become part of myGov, 
which provides a single entry 
point for key government 
services. Registered users will 
be able to update tax and bank 
account details, see their current 
superannuation accounts and in the 
future be provided with a complete 
view of their relationship with us. 

We will support businesses who 
voluntarily comply by streamlining 
reporting arrangements. In the 
future, by using a standard chart 
of accounts, businesses will be 
able to keep records, deal with 
their bank and meet their tax 
obligations electronically. If they 
choose to, their software will 
automatically interact with us – 
essentially, the records needed to 
run the business will automatically 
generate the data needed to 
meet business tax obligations. 

These services are designed 
to bring significant productivity 
improvements for the community 
and business, with associated 
reductions in compliance costs 
for all.

2
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Purposeful and 
respectful relationships

To succeed in the future, 
we must have a greater 
connection with, and 
understanding of, 
the community, 
government and 
stakeholders and their 
needs and expectations. 

While a major player, we do not 
control all aspects of the tax and 
superannuation systems. Working 
well with others and understanding 
different perspectives is critical to 
fulfilling an effective stewardship 
role and ensuring that both the 
systems and administration are fit 
for purpose for Australia now and 
into the future. 

We have established and are 
bedding down new external 
consultation arrangements that 
are intended to be flexible and 
responsive mechanisms for 
consulting with the right people at 
the right time on the right issues. 

Our intention is to be more open. 
Open to hearing different views, 
open to change and open to 
working with others to devise 
solutions to problems and make 
the most of opportunities. 

Our advocacy role and input into law 
design is dependent on us working 
this way. Our consultations and 
relationships with key stakeholders 
are vital to providing the right advice 
to Treasury and Government. 

We are committed to working 
cooperatively to find solutions 
to broad challenges faced by 
the international system as a 
result of globalisation and the 
increasingly digitalised economy. 
In our own Asia-Pacific region, 
we will drive improvements to the 
coordination and leadership of 
tax issues by strengthening ties 
through the Study Group on Asian 
Tax Administration and Research 
and supporting G20 activities. 

Taking a holistic approach to 
base erosion and profit shifting, 
we are working with Treasury to 
identify where the law works and 
where it requires change. We are 
also working with the Organisation 
for Economic Co-operation and 
Development, foreign jurisdictions 
and domestically, to inform policy 
through the operational information 
we have gained in our role as tax 
administrator. 

As we embrace new business  
models for delivering our services, 
we will work with a variety of 
stakeholders. Our intent is to 
have services delivered by the 
most efficient and effective means.
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Professional and 
productive organisation 

Delivering our change 
agenda and business 
improvements is about 
backing our words with 
actions. This is about 
leading and managing 
well, and mobilising and 
motivating our people. 

We are changing the way we do 
business, with changes to our 
culture, processes and technology. 
Our leaders will generate a clear 
sense of purpose and drive the 
change by helping our workforce 
understand the part they play in 
reinventing the ATO. 

Our approach to driving a 
productive and professional 
organisation has a number of facets. 
We will continue to deliver on our 
day-to-day business and look for 
opportunities to make continuous 
improvements, improve the client 
experience and reduce costs.

We will leverage the new senior 
leadership team. This will help 
us particularly with driving cultural 
change from protector to facilitator 
— dealing with the inhibitors to 
realising our vision, such as risk 
aversion, silo identity and mentality, 
and bureaucracy.

We will respond to the 
capability review by:

 > developing a forward looking 
enterprise-wide strategy

 > developing information 
communication technology 
efficiency and agility

 > building the future workforce 
 > streamlining governance 

arrangements and structures 
 > improving our external 

connectedness.

We will also investigate options and 
develop and implement corporatised 
business models for delivery of 
services internally. We believe that 
we should be consistent with our 
internal services and external service 
offers, i.e. if our services to the 
community are to be contemporary, 
the internal ones should be too. 

We recognise that we need a mix 
of professions to do our job well. 
We will use industry benchmarks, 
practices and standards to guide 
our performance expectations 
and career development 
approaches.

For our performance measurement, 
we will emphasise measurement 
of effectiveness and the views 
of others. 

4
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Measuring  
our success

The ATO’s outcome to deliver to government is: 

Confidence in the administration of aspects 

of Australia’s taxation and superannuation 

systems through helping people understand 

their rights and obligations, improving ease 

of compliance and access to benefits, and 

managing non-compliance with the law.
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The way we measure our  
performance against this outcome 
includes the following measures:

Community and key stakeholders engagement and  
satisfaction with ATO performance

Number of customer service interactions delivered  
through our multi-channel environment

Proportion of businesses and individuals registered in the system

Proportion of businesses and individuals that lodge on time

Proportion of liabilities paid on time by value for each  
of the major tax revenue types

Adjusted average cost to individual taxpayers of  
managing their tax affairs

Net cost to collect $100

Earlier resolution of disputed cases

Ratio of collectable debt to net tax collections

GST gap as a proportion of GST revenue

Operating within budget

Employee engagement compared to APSC state of service
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