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Executive Summary

This publication presents the results of the Meeting of Tax Administrators held in Montevideo, Uruguay, from October 15 to 17, 2025.

Using an innovative interactive and iterative debate methodology, 120 challenges and opportunities were identified and rated in five thematic blocks—human resources, technology, risk management, institutional management, and tax system—from the practical and current perspective of tax administrations (twenty administrations from three continents represented) and with the contribution of five international organizations and institutions.

After the description of the methodology, the results are presented by blocks in a synthetic and ordered way, analyzing their scores and the degree of consensus reached in each of them.

Finally, some final reflections and an access guide to the most recent products and services of the Inter-American Center of Tax Administrations related to the identified challenges and opportunities are offered (Annexes).




1.Introduction and Methodology

The book you hold in your hands—or more likely on your screen—is the result of the work of approximately sixty specialists in public tax management from administrations in the Americas, Europe, and Africa, as well as several leading international institutions in the field (the International Monetary Fund, the Inter-American Development Bank, the United Nations Development Program, and the Spanish Institute for Tax Studies). All of them spent three days discussing, sorting out, and qualifying the main current challenges and opportunities of public officials in charge of tax management at the Meeting held in Montevideo, Uruguay, between October 15 and 17, 2025, in a novel exercise of reflection and collective work.

Due to the innovative nature of the process, and we believe that also of its result, it is worth starting by summarizing the methodology used as a support to better understand its fruits.

Unlike many other events where the focus is on pre-programmed presentations by participating administrations and agencies, leaving little room for debate, on this occasion CIAT invited participants to engage in a collective, open, interactive, and iterative reflection on tax management from a 360-degree perspective, with no constraints other than structuring the discussion around five thematic blocks: human resources, technology, risk management and auditing, institutional management, and the tax system.

The challenges we faced were to enable all the participants to contribute to all the topics, to accurately and systematically compile their reflections, and to summarize the selected priorities in a concise manner, so that the meeting would culminate in a clear and useful outcome, not only for the participants but also for the entire international community of tax administrations.

To do this, we started by taking inspiration from the SWOT methodology and its carousel meetings with certain modifications, dividing the participants into five groups, each of them with the presence of between three and four delegations from the tax administrations (TAs) and one or two of the international organizations (grouped in some cases by the preferred working language - Spanish, Portuguese, English - to facilitate the debate).

Each of the five groups would start the work with one of the thematic blocks, dedicating more time to this first iteration than the following ones, and beginning to elaborate and debate on the main challenges and opportunities of administrations. The discussions on each of the topics were moderated by one of the CIAT directors - assisted by an assistant who compiled and projected the statements1- giving all delegations a voice (in principle, with a time limit set by analog hourglasses, which, thanks to the discipline of the participants, were largely unnecessary). At the end of each session, the moderators would move, like a carousel, to another group of participants, so that after five rounds all of them would participate in the debate of all the blocks, gradually enriching the list of challenges and opportunities.

At this stage, it is important to note that basic guidelines were established from the outset regarding the desired focus of the interventions. What we wanted to obtain from each of the administrations was a reflection of their experience and current reality—not speaking from an abstract or generic position—and always with complete freedom—since no individual identification of the shared reflections would be made—while the representatives of international organizations could complement the debate with their panoramic view. At the same time, it was insisted not to fall into sterile methodological discussions, such as, for example, whether a question was a challenge or an opportunity, but to let the wording of it resolve in each case this frequent duality. In the same way, the participants were asked, although the ideal would be not to exceed a dozen statements in each chapter of challenges and opportunities, not to focus their interventions on ordering the priorities in the debate or discussing the elimination of any of those already proposed by other administrations. The ordering of the concerns or priorities was left for the last phase of the methodology: the survey.

At the end of the carousel and the second day of the Meeting, the moderators conveyed to the CIAT technology specialists the statements of the challenges and opportunities identified in the five blocks submitted for debate for the preparation of the online survey (in English and Spanish) to be conducted anonymously—again, we consider this an important nuance—by the representatives of the tax administrations (one per delegation; at this stage, international organizations or CIAT executives would not participate, in order to focus exclusively on the opinions of those directly responsible for tax administration).

At the beginning of the third day of the Meeting, the representatives of each of the delegations proceeded, after a presentation by the moderators of the final lists of each block, to quantitatively assess the relevance of each of the challenges and opportunities, with an assessment between zero -minor importance- and ten -maximum importance-, insisting that we were asking them for “their” particular and current assessment from the point of view of “their” administration, not a general consideration about the importance at a global and abstract level. This is essential in order to obtain a realistic, rather than theoretical, overview of the problems and options for improvement. In other words, if a particular issue is fundamental to building good administration but has already been addressed and resolved by a specific administration, the score should be zero.

Once the survey on the 120 challenges and opportunities distributed across the five thematic blocks had been completed (on average, the 12 statements per category were scrupulously respected), and while the participants were having coffee, the results were processed to give a brief presentation of them live at the end of the meeting.

These results, a current and real vision of the challenges and opportunities made by and for the administrations, are the ones that we present in a synthetic way below, hoping that they will be useful for the entire international community of tax administrators, at least as much as they are already for CIAT in order to establish the programs and the planning of our activities at the service of the member countries.



1 We would like to highlight the hard work, dedication, and flexibility of all CIAT staff who supported us before, during, and after the event, which was essential to the success of the meeting.




2.Thematic Block I: Human Resources

To present the challenges and opportunities in each of the thematic blocks, we will first present a table with their ranking and final quantitative assessment. Let us remember that all the statements are significant, given their inclusion in the lists after the successive rounds of debate, while their average score (the result of individual ratings from 0 to 10) allows their classification. Additionally, the standard deviation has been incorporated in each case as an index of the degree of consensus - higher (the lower the deviation) or lower (the higher the deviation) - around the average score recorded. As a point of reference, it is worth noting that the average score of all the challenges and opportunities across the thematic blocks was 7.3 - with an individual maximum of 8.8 and a minimum of 4.4 - with a standard deviation of 2.5 - the maximum individual recorded was 4.1 and the minimum of 1.4-2.

In each section of challenges and opportunities, the most valued option will be analyzed graphically in greater detail, as well as the one or those in which the contrast between the average score and the degree of consensus may be more informative.

In terms of human resources, the ten identified risks (Table 1; total average 6.8; standard deviation 2.7) follow the following order: loss of talent; staff limitations; lack of alignment with the required competencies; unconsolidated evaluation systems; management of internal change processes; risk of corruption; loss of salary competitiveness and working conditions; rigid organizational structures; inflexible benefit and incentive plans and difficulties in attracting new professionals.

Table 1. Challenges for TAs in terms of human resources.









	Challenges

	Average

	Deviation




	1.R1 Loss of talent for various reasons (retirement/salaries/generational change/working conditions).

	8.2

	2.16




	1.R6 Staff limitation (quantity/competence/relevance).

	7.4

	2.79




	1.A8 People are not aligned with the required competencies. (We need the ability to select the public officials we need.)

	7.4

	2.50




	1.R7 Consolidate performance/productivity evaluation systems.

	7.2

	2.49




	1.R9 Difficulties in managing internal change processes.

	6.9

	2.07




	1.R10 Risk of corruption (we need better governance - Internal control, feedback, Management integrity).

	6.9

	2.65




	1.R3 Loss of wage competitiveness and working conditions (Teleworking culture and public image)

	6.4

	3.09




	1.R2 Rigid organizational structures.

	6.1

	3.07




	1.R5 Inflexible benefit and incentive plans (we need more flexibility).

	5.9

	3.26




	1.R4 Low interest among new professionals in joining the Tax and Customs Administration.

	5.5

	2.83




	TOTAL

	6.8

	2.7






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

Note: the numbering at the beginning of each statement represents the thematic block (1, human resources, 2 technology, etc.), whether it is a challenge (R) or an opportunity (O) and the place it occupied in the initial list of challenges or opportunities collection on which the survey was conducted.

As can be seen, potential staff shortages are the main concern and can arise from a number of causes. First, there is the risk of losing talent (whether due to retirement, inability to compete on salary, unattractive working conditions, or the effect of generational change) (Figure 1), with an average score of 8.2, seven administrations giving it the maximum score (10), and 72% of participants rating it between 8 and 10.

Figure 1. Challenges for TAs in human resources: Loss of talent.

[image: A graph with blue and white text AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the lower end of the table of challenges we find the lack of interest from new professionals and the lack of flexibility in terms of incentives and benefits. In particular, the challenge of inflexibility not only registered a low score (5.9) but one of the greatest lack of consensus (standard deviation of 3.26). The wide degree of dissent on this issue can be seen in Figure 2.

Figure 2. Challenges for TAs in human resources: Inflexible benefit and incentives plans.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The opportunities in the field of human resources (Table 2; total average 7.3; standard deviation 2.4) were selected and evaluated in the following order: competency-based training management; knowledge management; staff attraction and retention; staff development and succession; profiles and competencies and training; performance measurement; integrity systems; internal control and transparency; innovation, research and cooperation with other organizations; exchange of experiences with other administrations; institutional Human resources strategy; diagnosis of the degree of satisfaction; other types of strategies such as outplacement/substitution and mental health; new remuneration schemes (variable and individual contracts); development of a human resources panel.

Table 2. Opportunities for TAs in human resources.









	Opportunities

	Average

	Deviation




	1.O7 Manage competency-based training (technical, digital, and soft skills: leadership, ethics, etc.).

	8.7

	1.45




	1.O14 Strengthen strategies for knowledge management.

	8.5

	1.62




	1.O4 Review policies and processes to attract and retain staff.

	8.3

	2.05




	1.O2 Review staff development and succession mechanisms and processes.

	8.1

	1.94




	1.O6 Update profiles and competencies and the training to professionals.

	8.1

	1.71




	1.O5 Create new performance measurement tools aligned with the reality of the Tax and Customs Administration.

	8.0

	1.91




	1.O13 Strengthen integrity, internal control, and transparency systems.

	7.9

	3.08




	1.O10 Promote innovation, research, and cooperation with other organizations.

	7.7

	2.17




	1.O8 Promote the exchange of experiences with other tax and customs administrations (through international cooperation).

	7.4

	2.18




	1.O1 Consolidate an institutional Human Resources strategy aligned with the Tax and Customs Authority.

	6.5

	2.87




	1.O11 Establish a policy for diagnosing the level of satisfaction.

	6.4

	2.83




	1.O9 Evaluate other types of strategies, such as outplacement/substitution and mental health.

	6.1

	2.51




	1.O3 Design new remuneration schemes (variable and individual contracts).

	5.3

	3.66




	1.O12 Develop a human resources panel for the TA and Customs.

	5.2

	3.19




	TOTAL

	7.3

	2.4






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The first of the identified opportunities (Figure 3), with an average score of 8.7 and a deviation of 1.45 points, shows the high assessment and degree of consensus regarding the opportunities for improvement provided by competency-based training management in all areas (technical, digital, social skills, leadership, ethics, etc.). Eight administrations give it the highest score (10) and 83% rate it between 8 and 10.

Figure 3. Opportunities for TAs in human resources: Competency-based training management.

[image: A graph of a number of people AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

Among the least valued opportunities is the design of new remuneration schemes (with variable and individual contracts) (Figure 4), which is consistent with what has been observed in the ordering of the challenges. At the same time, it is one of the options that generates the least consensus: up to five administrations (28%) give it the minimum score, while, although none of them place it as the top priority, a large majority (61%) score it between 7 and 9.

Figure 4. Opportunities for TAs in human resources: Designing new remuneration schemes (variable and individual contracts).

[image: A graph with blue and black bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.



2 In a “normal” distribution (in statistical terms), the probability that an observation will fall within the interval set by the mean value plus/minus one standard deviation is more than two-thirds (68%). That is, if the mean value were 8 and the standard deviation 1, we could infer that the probability that any of the administrations had voted between 7 and 9 is 68%. Given that in this case the number of votes recorded is 18 and the resulting distribution of these votes is not necessarily always “normal,” we will provide summary Figures of the distribution of ratings in numbers and percentages to provide a more detailed picture of the degree of consensus or dissent.




3.Thematic Block II: Technology

In terms of technology, the main challenges identified (Table 3; total average 7.4; standard deviation 2.5), ordered according to their score, affect the following aspects: comprehensive security; recruitment and retention of human talent; higher levels of automation; data management for AI; incident management; inclusion and digital access; timely adaptability to changes; efficiency of technological spending; closing internal knowledge gaps; reliable and ethical AI; management of external dependencies.

Table 3. The challenges for TAs in terms of technology.









	Challenges

	Average

	Deviation




	2.R1 Comprehensive security: Strengthen protection against internal and external threats, manage vulnerabilities continuously and develop operational resilience mechanisms.

	8.3

	2.74




	2.R9 Hiring and retaining human talent in technology.

	8.1

	1.53




	2.R8 Greater levels of Automation: Expand the automation of taxpayer services and compliance control processes, including those associated with the exchange of information.

	7.9

	2.51




	2.R6 Data management for AI: Use data appropriately to train algorithms, safeguarding sensitive information through anonymization and access controls.

	7.7

	2.67




	2.R2 Incident management: Guarantee information security and anticipating impacts, with incidents response and continuity plans.

	7.6

	2.91




	2.R4 Inclusion and digital access: Promote digital literacy across all segments of the population and ensure the viability of access to technological services, avoiding exclusion.

	7.4

	1.89




	2.R7 Timely adaptability to changes: Ensure that the technology adapts quickly to legislative changes (internal and international) and process improvements.

	7.4

	2.53




	2.R3 Efficiency of technological expenditure: Optimizing technology and maintenance costs, reducing inefficiencies in the use of financial resources.

	7.4

	2.83




	2.R10 Closing gaps: Managing knowledge gaps between business and technology areas, promoting collaboration and cross-training.

	7.2

	1.92




	2.R5 Trustworthy and ethical AI: Restrict generative AI training to official sources, and establish monitoring for ethical, auditable, and understandable use.

	7.1

	2.73




	2.R11 Dependency management: Mitigating risks of dependency on suppliers and service providers.

	6.6

	3.43




	TOTAL

	7.5

	2.5






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the top of the list is the challenge of achieving what is known as comprehensive security, understood as strengthening protection against internal and external threats, continuously managing vulnerabilities, and developing operational resilience mechanisms. With an average score of 8.3 and nine administrations (50%) giving it the maximum score, only its relatively high standard deviation (2.74) derived from the existence of two votes at the bottom of the scale can be pointed out, which shows how even faced with a fundamental challenge not all administrations are - or are considered - affected in the same way.

Figure 5. Challenges facing TAs in terms of technology: comprehensive security.

[image: A graph with blue and black bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

In contrast to the above, the second of the challenges, the recruitment and retention of human talent in the technology area, although it reaches a slightly lower average grade (8.1) and fewer administrations grant it the maximum score (four, 22%), the consensus regarding its relevance is much higher when concentrating the scores in the highest range of the scale.

Figure 6. Challenges for TAs in technology: recruitment and retention of human talent.

[image: A graph with blue and gray bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the bottom of the table of challenges in this block is dependency management (score of 6.6), as a means of mitigating the risks of dependency on suppliers and service providers. As we have already observed in the case of human resources, the relatively low average score of this challenge does not mean that for many administrations it is not at the highest level of the scale (28% gives it the maximum rating) but that it presents a high heterogeneity (with up to 27% giving it a score lower than five) - which may derive from its greater or lesser degree of exposure to external suppliers-.

Figure 7. Challenges for TAs in terms of technology: dependency management.

[image: A graph of a number of blue and black bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The areas of opportunity in technological matters (Table 4; total average 7.5; standard deviation 2.7) were defined with the following order: AI for taxpayer services; AI for tax control; management of a portfolio of promising technologies; guarantee of resources for technological investment; interoperability and compliance by design; data governance and lifecycle; proactive security; continuity and resilience; registration and supervision of compliance service providers; development of hybrid architecture and infrastructure (cloud and on-premise); strategic outsourcing management.

Table 4. Opportunities for TAs in the field of technology.









	Challenges

	Average

	Deviation




	2.O4 AI for taxpayer services: Deploy virtual assistants and intelligent support capabilities to resolve queries and personalize the experience.

	8.6

	2.48




	2.O3 AI for tax control: Apply AI in planning, taxpayer selection/segmentation, verification, audits, and recursive management, with traceability and explainability.

	8.6

	1.69




	2.O1 Portfolio Management of promising technologies: Identify high-impact technologies, prioritize a portfolio and schedule investments; enable the necessary regulatory frameworks.

	8.0

	2.40




	2.O9 Guaranteeing resources for technological investment. Establish a minimum standard criterion for investment in technology.

	7.9

	2.91




	2.O2 Interoperability and compliance by design: Develop interoperability mechanisms with public and private actors, reasonably managing asymmetries.

	7.4

	2.48




	2.O10 Data governance and lifecycle: Implement policies, structures, and practices for roles, quality, metadata, cataloging, anonymization, retention, and final disposition.

	7.3

	2.66




	2.O7 Proactive Security: Implement preventive monitoring of the use of information inside and outside the administration, with security technologies and processes under a zero-trust approach.

	7.3

	3.32




	2.O8 Continuity and Resilience. Establish, develop, test, disseminate and implement business continuity plans and resilience mechanisms.

	7.1

	2.63




	2.O11 Registration and supervision of compliance service providers: Implement a registry with standards and supervision mechanisms for providers that assist taxpayers.

	6.8

	3.45




	2.O5 Developing hybrid architecture and infrastructure (cloud and on-premise): Balancing the use of cloud and local data centers to optimize usability, security, and costs; raising awareness about benefits and risks of cloud computing.

	6.7

	3.18




	2.O6 Strategic management of outsourcing. Define the balance between internal capabilities and outsourced services according to criticality, risks, costs, and technological sovereignty.

	6.3

	3.05




	TOTAL

	7.5

	2.7






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The first two opportunities for TAs in the field of technology achieve almost the same average score, with just a few hundredths of a point difference (8.6, with half of the administrations awarding the highest score), and both are in the field of artificial intelligence (AI) applications. The only difference is due to the greater dispersion in the case of AI applied to taxpayer services (deploying virtual assistants and intelligent service capabilities to resolve queries and personalize the experience) (Figure 8), due to a single vote that gives it the lowest rating, compared to the opportunity derived from the application of AI to tax control (planning, selection/segmentation of taxpayers, verification, audits, and recursive management, with traceability and explainability) (Figure 9).

Figure 8. Opportunities for TAs in technology: AI for taxpayer services.
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Figure 9. Opportunities for TAs in technology: AI for tax control.

[image: A graph with blue and black bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the bottom of the opportunities table is the strategic outsourcing management (Figure 10) to define the balance between internal capabilities and outsourced services according to criticality, risks, costs and technological sovereignty (6.3 on average and 3.05 standard deviation), again a result consistent with the higher degree of dissent shown in the face of the dependency management challenge mentioned above (Figure 7).

Figure 10. Opportunities for TAs in the field of technology: strategic outsourcing management.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.




4.Thematic Block III: Risk Management

Table 5 lists the main challenges identified and their ranking by assessment (total average 7.7; deviation 2.4): development of public servants’ skills; impact assessment for appropriate segmentation; adoption of a preventive and forward-looking approach; timely selection of treatment actions; analysis of complex structures and corporate restructuring; legal and/or administrative adjustments to allow unrestricted access to financial information; data governance for better access and processing; consideration of illicit flows; prior agreements to align expectations and results.

Table 5. Challenges for TAs in risk management.









	Challenges

	Average

	Deviation




	3.R9 Development of capacities of public servants to address risk management (taxation, technology, data analytics, and processes).

	8.4

	1.72




	3.R4 Evaluation of the impact of treatment actions for continuous improvement in the risk system.

	8.3

	1.99




	3.R1 Identification of causes of non-compliance risk for adequate segmentation.

	8.2

	2.12




	3.R2 Adoption of preventive and prospective approach.

	8.1

	2.10




	3.R3 Timely selection of treatment actions.

	8.0

	2.57




	3.R5 Analysis of complex structures and business restructurings.

	7.9

	2.63




	3.R6 Legal and/or administrative adaptations to access financial information without limitations.

	7.9

	3.01




	3.R7 Use of data governance techniques associated with risk management (e.g., quality, security, etc.).

	7.7

	2.56




	3.R8 Improving the capacity and speed of systems for better data access and processing.

	7.2

	2.73




	3.R10 Consideration of illicit flows in risk management.

	6.7

	2.59




	3.R11 Generation of prior agreements so that expectations are aligned with the results of risk management.

	6.7

	2.50




	TOTAL

	7.7

	2.4






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The first of the challenges focuses on the development of personnel capabilities in this area, covering various aspects ranging from tax knowledge or technology to data analytics and processes, with a high average rating (8.4) and a low dispersion (standard deviation 1.72). 84% of administrations give this challenge scores between 8 and 10 (Figure 11).

Figure 11. Challenges for TAs in terms of risk management: developing the capacities of public servants.

[image: A graph with blue and black bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

Also within the scope of the challenges for risk management, it is worth highlighting how some of them, such as the legal and/or administrative adaptations to access financial information without limitations, register at the same time a high average rating (7.9) and a significant dispersion (standard deviation of 3.01), showing how a very relevant challenge for adequate risk management (78% of administrations rate it between 8 and 10), has been overcome in some administrations (10% rate it between 0 and 1) (Figure 12).

Figure 12. Challenges for TAs in risk management: adjustments for access to financial information.

[image: A graph with blue and black bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

With regard to opportunities in risk management, Table 6 (total average 7.6; deviation 2.4) provides us with the following selected statements: development of algorithms to mine information and improve data quality; effective integration of risk management by customs, tax, and other authorities at the horizontal level; access to all relevant available information; full cycle approach; prior formalization of risk-based criteria for applying treatment actions; internal/external knowledge sharing to ensure consistency of criteria and provide certainty; creation of research and development spaces and/or processes; new practices /treatment actions; use of international organizations to strengthen capacities, identify good practices, cooperate and develop tools; international instruments for mutual assistance and information exchange; creation of a risk committee.

Table 6. Opportunities for TAs in terms of risk management.









	Opportunities

	Average

	Deviation




	3.O1 Development of algorithms to mine information and provide quality to data.

	8.5

	2.12




	3.O2 Effective integration of risk management of customs, tax administrations, and other entities at a horizontal level.

	8.4

	1.50




	3.O11 Access all relevant information available that the tax administration is able to use.

	8.4

	2.25




	3.O9 Consideration of a full-cycle approach associated with the risk management system.

	8.2

	2.32




	3.O7 Prior formalization of risk-based criteria for applying treatment actions.

	8.0

	1.71




	3.O8 Internal/external sharing of knowledge about the risk management system, to ensure consistency of criteria and provide certainty.

	7.8

	2.28




	3.O5 Creation of research and development spaces and/or processes to optimize risk management.

	7.8

	2.36




	3.O6 Make use of new treatment practices/actions (e.g., pre-prepared statements, cooperative compliance, advance pricing agreements, etc.).

	7.4

	2.89




	3.O4 Leveraging international organizations to strengthen capacities, identify good practices, cooperate, and develop tools (e.g., tax solution CIAT).

	7.2

	2.16




	3.O3 Leveraging international tax instruments for mutual assistance and information exchange.

	6.9

	2.44




	3.O10 Creation of a risk committee.

	5.3

	4.06




	TOTAL

	7.6

	2.4






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The development of algorithms for mining and improving the quality of information is the most valued opportunity (8.5 on average) - with up to eight administrations giving it the highest rating and 83% rating it between 8 and 10 (Figure 13) - although, as we see in Table 6, other areas of opportunity are very close in terms of valuation (integration of risk management with other entities; access to information; etc.).

Figure 13. Opportunities for TAs in risk management: algorithms for mining and improving information quality.

[image: A graph with blue and black bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the bottom of the table, the opportunity derived from the “creation of a risk committee” shows us again the heterogeneity between administrations in certain aspects derived from their particular circumstances, with five administrations granting the maximum score and four others the minimum (Figure 14).

Figure 14. Opportunities for TAs in risk management: creation of a risk committee.

[image: A graph with blue bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.




5.Thematic Block IV: Institutional Management

In the field of institutional management (Table 7; total mean 7; standard deviation 2.56) The following challenges were identified: simplification of processes and improvement of compliance costs; communication strategy for tax policy (tax morale); availability of the necessary staff profile; data security and correct use of data; review and updating of organizational structures; promotion of tax culture through digital media; improvement of the image of tax authorities; evaluation and monitoring to improve performance; reduction of the digital divide for the benefit of taxpayers; internal coordination at both the central and territorial levels; internal control in the areas of security, results, and conduct; autonomy for decision-making, budget management, and hiring; definition of medium-term objectives in a strategic planning document; support for other government entities at both the central and state levels.

Table 7. Challenges for TAs in institutional management.









	Challenges

	Average

	Deviation




	4.R5 Simplification of processes in TAs and improvement of compliance costs.

	8.0

	2.30




	4.R14 Promote, through the TAs, a tax policy communication strategy for the benefit of taxpayers (Tax Morale).

	7.8

	2.29




	4.R1 Have the necessary staff profile.

	7.6

	2.57




	4.R7 Security of TAs data and their correct use.

	7.6

	2.79




	4.R12 Revision and updating of the organizational structures of TAs, considering new trends.

	7.6

	2.04




	4.R13 To promote the tax culture through digital media.

	7.4

	2.31




	4.R9 To improve the image that taxpayers have of TAs.

	7.4

	2.36




	4.R2 Evaluation and monitoring to know the results and improve the performance of TAs.

	7.1

	1.86




	4.R6 Improve the digital divide in TAs, addressing the taxpayers’ needs.

	7.0

	1.85




	4.R11 Promote coordination and empowerment among TAs units and departments at both the central and territorial levels.

	6.8

	2.38




	4.R8 Improve internal control of TAs in the areas of security, results, and conduct.

	6.7

	2.93




	4.R3 Autonomy for decision-making, budget management, and contracting of TAs.

	6.5

	3.49




	4.R4 Define the medium-term objectives of the TAs in a Strategic Planning document.

	5.4

	3.47




	4.R10 Support other government entities at both the central and state levels.

	5.4

	3.26




	TOTAL

	7.0

	2.56






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The simplification of processes as a way to reduce compliance costs appears at the top of the list of challenges, with thirteen administrations scoring this option between 8 and 10 (Figure 15), showing the concern of administrations for the promotion and facilitation of voluntary compliance.

Figure 15. Challenges for TAs in institutional management: simplifying processes and reducing compliance costs.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the bottom of the challenge table, we find support for other government entities (both at the central and state levels) (Figure 16), with a score of 5.4 and a high dispersion, which seems to indicate that this is not a particularly widespread concern among TAs.

Figure 16. Challenges for TAs in institutional management: support for other government entities.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The opportunities in this thematic block are listed in Table 8 (total average 7; standard deviation 2.61): taxpayer confidence; credibility and transparency with respect to due administrative process; traceability of information with new technologies; commitment of TA staff; continuous improvement by making efficient use of information; better use of human resources; international cooperation on AI; peer support and information exchange; creation of alliances with other public and private actors; strengthening of relations between TAs and other public administrations in the country; institutional improvement in other public administrations based on the TA model; leadership among government institutions; potential advantages of merging internal taxes and customs.

Table 8. Opportunities for TAs in institutional management.









	Opportunities

	Average

	Deviation




	4.O4 Taxpayer citizen confidence in the TA.

	8.8

	1.66




	4.O3 Credibility and transparency of the TA with respect to due administrative process

	8.3

	2.44




	4.07 Benefit from the traceability enabled by recent technologies in the use of information.

	7.8

	1.73




	4.O11 Increase the commitment of TA staff.

	7.6

	2.53




	4.05 Continuous improvement of administration, and consequently of tax collection, through the efficient use of large data sets.

	7.6

	2.55




	4.O9 Better use of human resources for the benefit of the TA.

	7.3

	2.80




	4.O6 Possibility of creating groups led by international institutions on AI issues.

	7.2

	1.96




	4.O2 Provide support and information exchange among peers.

	7.1

	2.84




	4.O8 Create alliances with other public and private agents.

	6.6

	3.03




	4.O13 To strengthen the relations between the TAs and other public administrations of the country.

	6.4

	3.31




	4.O10 Promote institutional improvement in other Public Administrations from the TA model.

	6.3

	2.65




	4.O1 Exercise leadership among government institutions.

	5.8

	2.88




	4.O12 Institutions in which Internal Revenue and Customs are united provide advantages such as allocating seized goods for sustainable social purposes.

	4.4

	3.55




	TOTAL

	7

	2.61






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the top of the list of opportunities in terms of institutional management is public trust in the tax administration, an intangible asset related to reputation that scores highly (8.8) and enjoys a high level of consensus (with up to nine administrations, 50%, giving it the maximum score - Chart 17).

Figure 17. Opportunities for TAs in institutional management: citizen trust in TAs.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

We find the opposite result at the bottom of the list of opportunities: the potential advantages of integrating customs and internal taxes, such as the use of seized goods for sustainable social purposes, have a low average score (4.4) and high dispersion (standard deviation of 3.55), as shown in Figure 18.

Figure 18. Opportunities for TAs in institutional management: advantages of customs and internal tax integration.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.




6.Thematic Block V: Tax System

The last thematic block was devoted to the challenges and opportunities that the tax system in which tax administrations operate - understood in a broad sense, both nationally and internationally - which, although it generally falls outside their sphere of competence - closer to tax policy - can significantly condition their activity.

The most relevant challenges in this field are shown in Table 9 (average 7.2; deviation 2.3) in the following order: legislation and management of crypto assets; legislation and supervision of digital services provided by non-residents; new international taxation rules; shortcomings in tax ethics and education; informality and management of simplified regimes; management of new complex tax policies due to their customized design; mutual assistance in tax collection; limitation of sovereignty (international legal frameworks); control of low-value imports; management of tax benefits and social benefits; management of green taxation; global minimum tax.

Table 9. The challenges of TAs in terms of the tax system.









	Challenges

	Average

	Deviation




	5.R11 Legislation and management of crypto assets.

	8.8

	1.35




	5.R2 Legislation and supervision of non-residents digital services.

	7.9

	1.80




	5.R5 New international taxation rules (transfer pricing, valuation of intangibles, etc.).

	7.9

	2.00




	5.R9 Deficiencies in morality and tax education.

	7.5

	1.76




	5.R1 Addressing informality and the management of simplified regimes.

	7.3

	2.37




	5.R12 Management of complex new tax policies due to their personalized design.

	7.0

	2.03




	5.R6 Mutual assistance in tax collection matters.

	6.9

	2.39




	5.R7 Limitation of sovereignty (international legal frameworks).

	6.9

	2.67




	5.R3 Control of low-value imports.

	6.6

	2.52




	5.R10 Management of tax benefits and social benefits.

	6.6

	2.50




	5.R4 Green tax management.

	6.3

	2.59




	5.R8 Global minimum tax (requirements of international standards with a limited impact on collection).

	6.2

	3.45




	TOTAL

	7.2

	2.3






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the top are the challenges of the new digital economy, headed by how to deal with the taxation of crypto assets, their legislation, and the adaptation of management to their special characteristics, with a high average score (8.8) and a high degree of consensus (Figure 19).

Figure 19. Challenges of TAs in terms of the tax system: crypto assets.

[image: A graph with blue and black bars AI-generated content may be incorrect.]

Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

At the end of the list appears the challenge of facing the requirements of the development of a global minimum tax (derived from international standards, although with a limited impact on collection in many cases) with an average score of 6.2 but with a high dispersion in valuations, which shows that, although for some administrations it is a top-order issue (five administrations, 28%, give it the maximum score), for others it is not among the most relevant challenges (seven administrations, 38%, score it below five).

Figure 20. Challenges for TAs in terms of the tax system: global minimum tax.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

As for the opportunities in this area (Table 10; average 7.5; deviation 2.3) we find the following in order of scoring: simplification and modernization of tax regulations and communication; incentives for voluntary compliance; reduction of litigation and promotion of voluntary compliance; assistance to the taxpayer and use of new technologies; mechanisms for dispute resolution and cooperative compliance; improvement of tax culture and fiscal morality; adoption of “best practices” through the exchange of experiences in international institutional forums; forecasting, monitoring, and evaluation of revenue collection; integration of customs and internal tax information; collection procedures; international information exchange agreements; challenges of informality (small taxpayers) versus challenges of evasion (with an impact on collection); gender equality.

Table 10. Opportunities of TAs in the field of tax system.









	Opportunities

	Average

	Deviation




	5.O3 Simplification and modernization of tax regulations and communication.

	8.4

	1.58




	5.O7 Voluntary compliance incentive programs.

	8.2

	2.13




	5.O11 Reducing litigation by promoting voluntary tax compliance with appropriate incentives and modulating the sanctioning process.

	8.0

	1.81




	5.O6 Taxpayer assistance and the use of recent technologies.

	8.0

	2.25




	5.O9 Strengthening mechanisms for dispute resolution and cooperative compliance.

	7.8

	1.63




	5.O2 Programs to improve tax culture and tax morale.

	7.7

	2.06




	5.O12 Adoption of “best practices” through the exchange of experiences in the forums of international institutions in tax and administration matters.

	7.6

	1.97




	5.O13 Improvement of revenue collection prediction, monitoring and evaluation procedures.

	7.4

	2.23




	5.O4 Integration of customs and internal tax information.

	7.4

	2.43




	5.O5 Improvement of collection procedures.

	7.3

	3.12




	5.O8 Increased access to information through international exchange agreements.

	7.1

	2.90




	5.O1 Definition and differentiated treatment of the challenges of informality (small taxpayers) with respect to the challenges of evasion (with impact on collection).

	7.1

	3.13




	5.O10 Gender equity in the preparation of statistics, codes of conduct, selection processes, and access to leadership positions.

	5.3

	2.67




	TOTAL

	7.5

	2.3






Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

We can see how the TAs’ approach to the tax system is based on facilitating the voluntary compliance paradigm using all the tools at their disposal, with the simplification of regulations and tax communication topping the list of opportunities, with a score of 8.4 and a high degree of consensus (Figure 21).

Figure 21. Opportunities for TAs in aspects of tax system: regulatory simplification and communication.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.

The list of areas of opportunity for administrations concludes with their potential contribution to gender equality policies (in areas such as the compilation of statistics, codes of conduct, selection processes, and access to leadership positions), with an average score of 5.3 and individual ratings spread widely across the rating scale (Figure 22).3

Figure 22. Opportunities for TAs in the tax system: gender equality.
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Source: own elaboration based on the data collected at the Meeting of Tax Administrators, Montevideo 2025.



3 At this point, it should be noted that the gender composition figures of tax administration staff derived from the ISORA survey and disseminated in the Panorama of Tax Administrations (2025) published by CIAT came to light in the debates. According to these figures, women represent, on average, 60% of the total staff in Latin American and Caribbean countries and 53% of the staff at executive levels.




7.Concluding thoughts

One hundred and twenty challenges and opportunities identified and arranged with the prominence of twenty tax administrations - practically fifty percent of CIAT’s member countries, from three continents, a sample that we consider significant - and the essential contribution of five international organizations and institutions specialized in the field. This is the result that we can offer, the result of an innovative methodology and thanks to the involvement of all the participants, the real authors of this publication (See Annex I).

The attraction, retention and adequacy of human talent, innovation in the field of new technologies and the use of artificial intelligence for the best use of information and risk management, adaptation to the new digital economy, the modernization of institutional management, the facilitation of voluntary compliance or the potential advantages of international cooperation have been discussed and identified, showing the areas of consensus, but also those in which the heterogeneity of the particular circumstances of each administration make it necessary to pay individualized attention to them.

Although this is not the place to delve into the challenges or opportunities individually, we would not want to conclude without at least briefly mentioning the recent activities and products developed at CIAT—often in collaboration with other international organizations and institutions—that could be useful in addressing them (direct links to most of them can be found in the corresponding annexes, so that this publication also serves as a practical tool for accessing them).

Focusing solely on the most recently developed products and services, we can highlight:


	Annex II Publications: The twenty-eight studies, manuals, and books produced and published in the last two years (2024-2025), covering the structure and characteristics of administrations, the evolution of their revenue collection, tax expenditures, tax gap estimates, innovation, digitalization, and technology indices, institutional strength indices, tax legislation, tax and administrative reforms, special regimes for small taxpayers and informality, green taxation, gender equality, adaptation to the digital economy, treatment of crypto assets, use of artificial intelligence, international tax planning, data governance, protection, and ethical use, business continuity plans, dispute resolution, etc.

	Annex III CIAT Data: Seventeen continuously updated databases providing access to CIAT Tax Files, tax collection, legislation, tax rates, tax expenditures, and tax gap estimates, data on tax administration and management, useful public information for administrations, tax courts, case law, BEPS monitoring, general anti-abuse rules, transfer pricing, income and residence criteria, tax transparency and cooperation, etc.

	Annex IV Training Programs: seventeen courses and training programs for auditors, human resources management, collection, control of financial institutions and operations, information exchange, customs, managerial skills, tax code, ethics, transfer pricing, electronic invoicing, auditing, tax policy, and technique, etc.

	CIAT Center for Advanced Analytics: with the development and implementation of practical tools for tax administrations, such as software for the management and taxation of non-resident taxpayers in the digital economy (DEC-Digital Economy Compliance software), the E-invoice Anomalies Detector, the Tax Document Reception System, the International Taxpayer Identification Number Validation System for CRS, the Digital Identity Guide, the Digital Dialogue Forum, etc.

	And many other products, networks and events such as technical assistance, help desks, the consultation system, cooperation projects, the Tax Administration Magazine, General Assemblies, NTO (Network of Tax Organizations) events, Technical Conferences, or this very Meeting of Tax Administrators.



We trust that this publication and these resources will be useful for the analysis and planning of the activities of administrations and as is our case, of the organizations whose mission is to be at their service.
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Annex IV. Training

Business Analytics Course

Financial Transactions between Related Parties Course

Risk Management Program

Massive Open Online Course (MOOC)

Auditors Program

Tax Estimates Course

Tax Collection Course

Tax Code Course

Information Exchange Course

Financial Operations and their Digitalization Course

Tax Ethics and Citizenship Course

Sociology Tax Course

Customs Course

Management Leadership Course

Transfer Pricing Course

Electronic Invoicing Course

Tax Policy and Technique Program

Tax Administration Program

Taxation Program

Source: https://www.ciat.org/training-programs/?lang=en
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