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1. The NCDOR Strategic Plan Executive Summary 

Introduction 

The General Assembly of North Carolina creates tax laws in order to produce revenues for the state to deliver services 

to citizens.  Through the administration of these tax laws, the North Carolina Department of Revenue (NCDOR) helps 

fund the critical services North Carolina citizens depend on every day.   

The Department administers 25 tax types with 1,475.25 permanent full-time equivalent employees who are located 

at the headquarters in Raleigh, in 12 service centers located throughout North Carolina, and in 15 other states.  

During fiscal year 2015-2016, the Department collected gross revenue of $29.3 billion, processed 11.8 million tax 

returns, and issued 2.4 million refunds totaling $2.1 billion. 

The Department’s 2016-2017 budget is comprised of General Fund Appropriations of $82.3 million, plus various 

receipts of $56.0 million for a total budget of $138.3 million. 

Department Profile 

DOR is responsible for value captured through voluntary and involuntary compliance with state tax laws.  Our key 

stakeholders are tax filers, taxpayers, debtors, NC Office of State Budget and Management (OSBM), NC Department 

of Transportation, and the counties and municipalities of North Carolina.  

The Department provides many services including refunds, assessments, notices, criminal investigations, 

garnishments and liens, education, customer assistance, taxpayer advocacy, high speed scanning, deposits and 

distributions. 

Business Model 
The business model of the Department is primarily one of cost leadership by achieving low operating 

cost per dollar of revenue collected. This is accomplished by offering high volumes of standardized 

products (tax forms) and services. Most value capture is through voluntary compliance.  

The secondary business model pursues a differentiation strategy for debtors. This is a much smaller 

target customer base that has very specific needs for debt reduction. The Department has unique 

resources and capabilities to capture value such as attachments, garnishments and payment plans. 

This differentiation drives additional profitability and shows a consistent return on investment.  

Operating Model 
The Department has a strategy of operational excellence, defined by a focus on providing customers 

with reliable products and services at the lowest cost, delivered with minimal difficulty or 

inconvenience.  By creating a disciplined culture, the Department has been able to keep cost low, yet 

provide high-quality products and services. The Department uses business process engineering to 

determine ways to minimize overhead costs, eliminate intermediate production steps, reduce 

transaction and other “friction” costs, and to optimize business processes across functional and 

organizational boundaries.  

The success factors for the Department, how we will be successful in fulfilling our mission, follows 

these principles: 
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 Optimize and streamline processes for the collection of taxes through voluntary and 

involuntary compliance to minimize cost. 

 Standardize, simplify, control and centrally plan our operations. 

 Use a best of breed approach and a Service Oriented Architecture with a focus on access to 

data in our management systems.  

 Recruit, retain and develop long-term staff who are committed to accomplishing the goals of 

the agency.  

Current Situation 

The Department is entering a new phase of its history.  Beginning in 2002, we envisioned a modernized, efficient 

Department.  The resulting Vision 2010 document identified a comprehensive set of priorities, the first of which 

began between 2002 and 2004 with the launch the Taxpayer Assistance and Collection Center, changes to the 

structure of our statewide taxpayer service centers, expansion of e-commerce, and enhanced compliance efforts.  

In January 2004, the Department formed a Vision 2010 Planning Team. The e-Business Strategic Plan produced by the 

team was released March 28, 2006, followed by the TIMS Project Definition and Implementation Plan (PDP). The 

primary objective of the plan was the replacement of the legacy tax system. This legacy system, the Integrated Tax 

Administration System (ITAS), runs on a mainframe and was implemented by Andersen Consulting (now known as 

Accenture) in the mid-1990’s. On August 29, 2008, a contract was awarded to CGI for $56,369,621 for the 

implementation of a new Tax Information Management System (TIMS), envisioned to be the heart of an integrated 

system to enable e-services and the remainder of the E-Business Strategic Plan. 

The TIMS project produced three releases, including “fast track” initiatives that have generated $429M in gross 

benefits, reported as of September 2014. Several smaller tax schedules were consolidated into the new processing 

system, Oracle’s Enterprise Tax Management (ETM). The TIMS project experienced delays and failed to deliver a 

system as agreed upon by all parties by the due date specified.  The Department of Revenue lost confidence in the 

ability of the vendor to deliver a complete solution that would meet the needs of the agency.  Therefore, in January 

2014, the contract ended. 

Since the contract ended, DOR has focused on rethinking its information technology (IT) approach to modernizing the 

Department’s technical systems and infrastructure. DOR must innovate with a range of technologies and transform at 

speed for two distinct business models. We pursued a bimodal IT strategy and decentralized IT organization to enable 

exploratory, innovative responses that recognize our business models and operating constraints. This allows us to 

innovate rapidly where required, such as in fraud detection or collections, but avoid risk in other areas such as 

seasonal updates to tax processing systems to support annual law change.  The IT capability of NCDOR, therefore, is 

fully integrated into the business operations of the Agency, and as such, does not have separate goals, mission, vision, 

or value statements.  
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2. NCDOR Quick Reference Guide 

Goal 1 – Sustain Operations 

Objective 1.1 – Sustain IT Operations 

1.1.1 – Funding 
Strategy 

Ask for general appropriations sufficient to sustain critical IT 

operations 

Using the budget process, request general appropriations that will cover recurring 

expenses that were previously covered by one-time allocations. 

Objective 1.2 – Sustain Collections Operations 

1.2.1 – Funding 
Strategy 

Ask for approval to use the Collections Assistance Fee to implement a 

collections case management capability for the Agency. 

The mission of the Collections division is achieved by using a mix of tools that were 

designed by staff that are now retired. The Collections division is at risk of a 

catastrophic failure in there key systems, potentially reducing the annual collections of 

over $600m annually. The CAF is an appropriate way to fund the initiative.  

1.2.2 – RFP 
Initiative 

Issue and award an RFP for a commercial off the shelf capability that 

supports the Collections Division. 

Award RFP by August 2017 

Goal 2 – Provide Great Customer Service 

Objective 2.1 – Organize those responsible for first contact with citizens into a single organization capable of 

flexing to accommodate seasonal changes in work 

2.1.1 – One call 

resolution. 
Initiative 

Reorganize and train all level one customer service staff to prepare 

for April rush 

The new organization will be able to flex to handle call volumes and related questions 

in order to maximize staff time and improve overall service.  
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3. NCDOR Vision, Mission, and Values  

4.1 Vision 

Our vision is that we are better today than yesterday as we: 

 Set and achieve standards of excellence in service, effectiveness and efficiency 

 Build collaborative relationships internally and externally to ensure the best outcomes for the citizens of North Carolina 

 Earn consistent respect by being open, honest and willing to dialogue 

 Make a difference every day 

4.2 Mission 

Our mission is to administer the tax laws and collect the taxes due the State in an impartial, consistent and efficient manner. 

4.3 Values 

In our interactions with constituents, we live by our three tenets:   

 Easy to do business with 

 Compassionate when called for 

 Firm but fair 

We are committed to: 

 Continuous learning and improvement 

 Innovation 

 Accountability 

  



North Carolina Department of Revenue 

5 | P a g e  

4. NCDOR Goals, Objectives, and Measures of Success 

 

Goal 1 – Sustain Operations 

The North Carolina Department of Revenue needs to be able to sustain operations and two areas are of great concern: Collections and IT Operations  

1.1 Objective – Sustain Critical IT Operations  

Using the budget process, request general appropriations that will cover recurring expenses that were previously covered by one-time allocations. 

1.1.1 Measures of Success – General Appropriation provided 

NCDOR will use the budget process to ask for general appropriation sufficient to sustain critical IT Operations 

Strategies/Initiatives – Use the standard budget process 

We will review the actual expenses for FY16 with OSBM to ensure transparency and provide an opportunity to discuss the 

request prior to submission 

1.2 Objective – Sustain Collections 

The mission of the Collections division is achieved by using a mix of tools that were designed by staff that are now retired. The Collections division is at risk 

of a catastrophic failure in there key systems, potentially reducing the annual collections of over $600m annually. The Collections Assistance Fee (CAF) is 

an appropriate way to fund the initiative. 

1.2.1 Measures of Success – Approved use of CAF up to $20m.  

Strategies/Initiatives - Repeat as Necessary. 

NCDOR will use the budget process to ask for funding sufficient to implement a Collections Case Management System.  

Goal 2 – Provide Great Customer Service 

Organize those responsible for first contact with citizens into a single organization capable of flexing to accommodate seasonal changes in work  

1.1 Objective – One Call Resolution 

Reorganize and train all customer service staff that are responsible for first contact with taxpayers to prepare for April rush. 

1.1.1 Measures of Success – Sustain or lower wait times 
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The staffing changes should result in the same wait times for taxpayers that are provided during non-peak times.  

5. NCDOR Information Technology Plan Executive Summary 

IT Strategy 
The IT Strategy for the North Carolina Department of Revenue is to pursue a bimodal approach to innovation while maintaining security.  

Bimodal 
The Agency must innovate with a range of technologies and transform at speed. We pursue a bimodal strategy to enable exploratory, innovative responses that 

recognize our business models and operating constraints. 

Mode 1 focuses on predictability and has a goal of stability. It is used where requirements are well-understood in advance, and can be identified by a process of analysis. 

It includes the necessary investment in renovating and opening up legacy environments. This mode is well suited for the voluntary collections side of the Agency, 

including Tax Information Processing and Business Services.  

Mode 2 is exploratory. In this case, the requirements are not well-understood in advance. Mode 2 is used for areas where an organization cannot make an accurate, 

detailed, predefined plan because not enough is known about the area. Mode 2 efforts don't presume to predict the future, but allow the future to reveal itself. This 

work often begins with a hypothesis that is proven, disproven or evolves during a process typically. This mode is well suited for the forced collections side of the Agency, 

including Collections and Exams.  

Decentralized IT Operating Model 
The IT functional areas have been reorganized to support the bimodal approach to innovation. Traditional IT functions now exist in multiple areas: Tax Analytics, 

Business Services, and Tax Information Processing. This split is intended to allow the groups to innovate at a business appropriate pace: mode 1, or mode 2. 

Moving the resources into each area directly supports the needs of the business but results in a de-centralized IT operating model. The key risk then becomes 

ensuring compliance with stringent security requirements.  

Business Services (Mode 1) 
Traditional desktop support and request fulfillment activities have been moved to Business Services. This organization is dedicated to customer service 

internally and externally facing. This then merges the former IT customer service functions, desktop support, PC & application deployment and phones, with 

other business services. This branch of the Agency is now responsible for services such as physical security, facilities & lease management, telecom, desktop 

support, application deployment, internal customer service workflow, call center services, tax schedule implementation, website content, and ownership of 

business systems such as eMail, chat, and web & video conferencing. The IT strategy then becomes to rely on off-the-shelf systems and to maintain them at the 

most currently available version. IT Security provides patching services and vulnerability scans to ensure applications are safe.   

Tax Information Processing (Mode 1) 
The Tax Information Processing Branch continues to contain on the service design, security and Information System functions of the Agency, but the focus 

changes from aggressive innovation to one that focuses on the efficiency and effectiveness of processing tax information, providing access to data, and 
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maintaining the public trust. This is the area of slowest innovation as it is highly constrained by the small window provided to make annual law changes and 

then process the tax season. The full strategy is documented separately. 

Tax Analytics (Mode 2) 
Tax Analytics is a nascent Business Intelligence function that is heavily augmented by SAS via the new relationship with the Government Data Analytics Center 

(GDAC). This relationship has proven highly effective in improving audit initiatives and increasing revenue by over $30M annually. This group will merge with the 

former IT Data Management group to allow the business to innovate quickly. All SAS equipment and services will be outsourced to, and hosted at SAS Institute 

to allow for aggressive innovation and the use of cutting edge capabilities from one of the most advanced statistical analytics software companies in the world. 

The Collections group uses an IT process engineer and a mix of tools to create and manage performance metrics. It is expected to replace their myriad tools 

with a single Collections Case Management System, most likely cloud hosted by the solution provider. This will reduce the interaction with DOR IT staff to 

simple data integrations. It needs to be determined if they can leverage GDAC as well to improve collection activities.  

Maintaining Security 
The Agency uses information provided by the IRS (Federal Tax Information (FTI)) and relies heavily on it for effective involuntary compliance programs. Not being able to 

use this data would greatly diminish our ability to detect fraud resulting in a loss upwards of $1billion annually, or about 4% of the gross revenue of the State of North 

Carolina. In addition, all information at the Agency is highly confidential and a target of sophisticated hackers. The South Carolina Department of Revenue had a 

significant breach resulting in a remediation cost of over $30M and a serious loss of public trust. 

IT Security will be maintained by controlling network access. Endpoints such as servers and laptops are prohibited from participating on the network unless registered 

and allowed by IT Security. Applications are scanned and patched by IT Security and will not be allowed to operate if they fall out of compliance. Controlling the network 

provides enforcement of the Certification & Accreditation process, which selects and applies appropriate controls. The full IT Security Strategy is documented 

separately. 


