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F.
 IRS Funding Gap Creates Severe Risk to the Delivery of the Taxpayer 
Advocate Service Integrated System (TASIS) 

On March 28, 2014, IRS Information Technology (IT) informed TAS that IT would not 

release incremental funding to continue development of the Taxpayer Advocate Service 

Integrated System (TASIS) through the remainder of FY14 since it allocated funds to other 

priorities. TASIS is the TAS’s decade-long effort to redesign and integrate its case manage

ment, case assignment, systemic advocacy, research, communications, and storage systems. 

The IRS put the project on a “strategic pause” while the Chief Technology Officer (CTO) 

and Chief Financial Officer (CFO) evaluate funding options for continuation. The IRS has 

never provided TAS full transparency regarding the overall status of funding and resources 

aligned to the project. Further, TASIS has never had a budget; therefore, all dollars were 

based on the Out of Cycle (OOC) process.1 

­

Prior to March 2014, the IRS repeatedly advised the National Taxpayer Advocate that fund­

ing would never be an issue because it was a high-profile project with executive support 

from the highest levels of the IRS and portrayed the project as securely and adequately 

funded through at least the first release scheduled for December 2014. Instead, TASIS is 

now an unfunded project without adequate IT resource support, and TAS is at risk of los­

ing the ability to fulfill its statutory mission of advocating for all taxpayers. 

Due to the lack of transparency in project funding, TAS requested that this critical issue be 

officially tracked as a project risk by the TASIS Risk Review Board (RRB) and through the 

Enterprise Risk Management (ERM) process. The RRB has continually pressed the IRS for 

a clear outline of the expended and projected project funding for all TASIS releases, but to 

date there is no established process for such products. TAS has learned that initial TASIS 

funding was supplied in FY 2010, which carried the project only through the end of FY 

2012, leaving remaining development to be funded “out of cycle” and “at risk.” The CTO has 

verbally committed to complete the project, but that commitment is subject to the vagaries 

of IRS funding and other unexpected organizational changes and priorities. For these rea­

sons, the news of TASIS production halting due to funding issues is deeply disturbing. 

The concept of TASIS began years ago, when TAS learned that our primary case manage

ment system, the Taxpayer Advocate Management Information System (TAMIS)2 was slated 

for imminent retirement. Early in the planning stages, TAS recognized and seized this event 

as an opportunity to not only replace TAMIS, but to create an integrated system that would 

pull all of our systems into a single application. This would bring our organization into the 

modern day, where the American people have become electronically savvy and expect fed

eral agencies to offer the same modern advances as in the private sector. TASIS was created, 

if only in concept, at that point. This replacement effort became the highest of priorities so 

that our employees and the taxpayers they serve would see no lapse in advocacy. 

­

­

1 The IT Out-of-Cycle (OOC) process determines which service wide enhancements receive current-year funding. This funding is a set aside in the appropri
ated budget. 

­

2 TAMIS is an Oracle web-based inventory control and report systems used to control and track TAS cases and provide management information. 
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With the termination of funding for TASIS, TAS must now focus on contingency activity to 

ensure the TAMIS system will remain available to employees with no interruption to their 

advocacy efforts. If this is to take place, TAMIS must be moved and re-hosted from the IRS’s 

Detroit Computing Center (ECC-DET) to Memphis before April 2015, when the Detroit cen

ter is scheduled to remove all IT assets. In other words, TAMIS will cease to exist unless the 

move to Memphis is completed by April 2015. Initially, IT was expecting TAMIS to be de

commissioned with the delivery of TASIS but now must give priority to the move of TAMIS, 

which is on antiquated infrastructure and using software that is no longer supported. 

­

­

Our understanding is that IT is planning the move and has a draft schedule with a target 

of October 2014, but that is neither confirmed nor agreed upon by TAS. We have identi

fied major risks in this process, i.e., TAMIS is not only being relocated but it also requires 

extensive changes to the support software and will need extensive testing to determine 

if the application can function in the new Computing Center location. TAMIS also needs 

other software changes, because it was not being brought into compliance with IT en

terprise standards largely due to the assumption TASIS would be created and TAMIS 

decommissioned. 

­

­

There are many unanswered questions and imminent risks, such as: 

1. Even if the CTO and CFO secure funding for TASIS, it will likely be only for Release 1, 

which includes 40 percent of the overall project requirements. Where will that leave 

future releases to cover the remaining 60 percent? 

2. If we secure Release 1 funding, will the first release be made prior to the TAMIS re-

hosting deadline of April 2015? 

3. If Release 1 funding is secured but cannot be deployed until after the April 2015 dead­

line, can IT fully support TAMIS in the interim? 

TASIS is not just a replacement 
for TAMIS, it is the vehicle to 	
elevate our systems to the 
level the public deserves and 
demands. 

Most importantly, TASIS is not just a replacement for TAMIS, 

it is the vehicle to elevate our systems to the level the public de-

serves and demands. Without TASIS, we cannot transition from 

paper files to electronic ones. We cannot automate work pro­

cesses such as Operations Assistance Requests, technical advice 

requests, systemic advocacy issues, workload balancing, or work 

assignments. Nor can we proceed with numerous other techno­

logical advances planned with the delivery of TASIS. 

The end of TASIS would mean the end of a decade of hard work, 

millions of dollars and the incalculable benefits that employees 

and taxpayers would have reaped from the new technology. This leaves TAS, the IRS, and 

the public with an archaic application and no clear vision for the future. 
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G. Providing Current and Accurate Instructions and Guidelines For IRS 
Employees and Taxpayers 

IRS employees depend upon accurate, up-to-date instructions to perform their duties and 

use the proper procedures.  Similarly, taxpayers depend on guidance and publications from 

the IRS to help them understand their obligations and how to fulfill them.  Current instruc­

tions and guidelines are especially important given the frequency of tax law changes, which 

in recent years have occurred on an average of more than one a day.1 

When principal sources of employee instructions, such as the Internal Revenue Manual 

(IRM), are not updated, employees may rely on outdated, incorrect information or no guid

ance at all. Letters, notices, publications, and forms must also be kept accurate and up to 

date, which includes having them reviewed by all relevant internal stakeholders.  Published 

instructions and guidance, whether to employees or to taxpayers, are essential to fulfillment 

of the taxpayer’s right to be informed.2 

­

TAS Found the IRM Is Not Always Current, Leaving Employees Without 

Current Instructions for How to Perform Their Jobs. 


IRS procedures and instructions must adapt and change frequently to accommodate 

changes in the law, IRS policy, tax compliance challenges, and taxpayer needs. According 

to IRM 1.11.2.3, Keeping the IRM Current, “to maintain the accuracy of the IRM content, 

the IRM owner is responsible for reviewing the IRM at least annually.”3 During its ongoing 

audit of the IRM for places to include taxpayer rights information, TAS found the manual 

is frequently not kept up to date.4 We reviewed IRMs published through May 28, 2014. We 

found 121 sections of Part 7 of the IRM, Rulings and Agreements, of which 51 percent are 

more than ten years old and only 21 percent were published within the last year.5 IRM Part 

4, Examining Process, has 460 sections, but only 19 percent were issued since the end of 

May 2013, and over 50 of these sections were more than ten years old.6 

When the IRS does not review and update instructions to staff regularly, especially instruc­

tions that concern compliance and enforcement functions, it creates the risk that evolving 

1	 Between 2001 and December 2012, there were approximately 4,680 changes to the tax code, an average of more than one a day. National Taxpayer 
Advocate 2012 Annual Report to Congress 6. 

2 On June 10, 2014, the IRS adopted the Taxpayer Bill of Rights. See http://www.irs.gov/Taxpayer-Bill-of-Rights (last visited June 19, 2014) and http:// 
www.taxpayeradvocate.irs.gov/About-TAS/Taxpayer-Rights (last visited June 19, 2014). See also Toward a More Perfect Tax System: A Taxpayer Bill of Rights 
as a Framework for Effective Tax Administration (Recommendations to Raise Taxpayer and Employee Awareness of Taxpayer Rights) (Nov. 4, 2013), available 
at: http://www.taxpayeradvocate.irs.gov/userfiles/file/2013FullReport/Toward-a-More-Perfect-Tax-System-A-Taxpayer-Bill-of-Rights-as-a-Framework-for­
Effective-Tax-Administration.pdf. 

3 IRM 1.11.2.3 (May 11, 2012). The “program owner” is the organization or office responsible for establishing the program policy, process and procedures 
necessary to implement and manage the program area for the IRS. Each program owner is responsible for developing and publishing procedures in the 
IRM. 

4 For a detailed discussion of TAS’s ongoing audit of the IRM, see Implementing the Taxpayer Bill of Rights, supra. 

5 IRS Intranet, http://publish.no.irs.gov/pubsys/irm/indp07.htm (last visited May 28, 2014). 

6 IRS Intranet, http://publish.no.irs.gov/pubsys/irm/indp04.htm (last visited May 28, 2014). Because the IRM review team started with the IRM parts 
where taxpayers might be the most at risk if there was not sufficient taxpayer rights information, such as the compliance and enforcement parts, TAS has 
not yet reviewed its own Part 13. TAS expects to find that its own IRM sections are similarly out of date. 
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policies and procedures will not be timely communicated to employees and taxpayers will 

be harmed. An example of the problems caused by not having an updated IRM involves 

the IRS “Fresh Start” initiative.7 Although the IRS implemented these procedural changes 

through interim guidance memoranda (IGM) in fiscal years 2011 and early 2012, it took 

a few years to add this material to the formal IRM. This prevented employees from easily 

finding current instructions on how to help taxpayers benefit from the initiative. Where 

there is a vacuum in instructions, some employees may even develop their own informal 

procedures.8 

The Entire IRM, Including Interim Procedural Updates, Should be Easily 
Accessible to Employees in One Place and Available to Taxpayers on IRS.gov. 

In addition to the IRM not being updated regularly, employees may not be able to find the 

most current version of an IRM9 because the manual is housed on multiple sites. IRM au­

thors use two main sites to “host” instructions to IRS employees. The first site, IRM Online, 

includes all IRMs but because they are not automatically updated, it may take as long as a 

year for an updated IRM to appear.10 

The second internal site, the Servicewide Electronic Research Program (SERP), is used by 

authors to distribute interim procedural updates (IPUs) to the IRM. These post within 48 

hours of receipt.11 However, because the authors can decide whether to put their IRMs on 

SERP for employees to access, some IRMs remain unavailable. Even some IRMs on SERP 

may not actually provide the content of the interim guidance that is the reason for the up­

date and instead instruct the user to view the interim guidance on the public IRS.gov site.12 

Thus, if an employee wants to find updated instructions about how to perform his or her 

job, the employee may have to navigate three different sites to find them. If employees do 

not choose the right site and fail to access the most current IRM, they may not follow the 

proper procedures, which could mislead or even harm taxpayers. 

In addition to the internal sites, the IRS also posts the IRM on its public site, IRS.gov – but 

this version does not include the updated IRMs found on SERP. A user who wants to know 

if the IRS has interim procedures or instructions must check a separate page that lists 

interim guidance. 

7 The IRS’s Fresh Start Initiative encompassed a number of changes to the IRS’s lien filing and collection practices, such as significantly increasing the 
dollar threshold when liens are generally issued, resulting in fewer tax liens, and making it easier for taxpayers to obtain lien withdrawals after paying a tax 
bill. IRS, IRS Announces New Effort to Help Struggling Taxpayers Get a Fresh Start; Major Changes Made to Lien Process, IR-2011-20 (Feb. 24, 2011), 
available at: http://www.irs.gov/uac/IRS-Announces-New-Effort-to-Help-Struggling-Taxpayers-Get-a-Fresh-Start;-Major-Changes-Made-to-Lien-Process. 

8 Treasury Inspector General for Tax Administration (TIGTA), Ref. No. 2013-10-053, Inappropriate Criteria Were Used to Identify Tax-Exempt Applications for 
Review (May 14, 2013). 

9 “An IRM” refers to an individual IRM section or subsection. 

10 See IRM 1.11.8.7.1 (Feb. 1, 2013). IRM Online is not updated automatically when authors issue Interim Procedural Updates (IPUs). Authors must incor­
porate the guidance into the published copy of the IRM within one year of the date of the IPU. 

11	 IRM 1.11.8.7.1.3 (April 25, 2013). 

12	 For example, SERP IPU 14U0483, issued for IRM 5.1.5 on March 13, 2014, does not contain the actual instructions to employees, but instead provides 
the reason why the interim guidance was issued. The IPU provides a link for the reader to use to go to IRS.gov to read the actual interim guidance. In this 
case, the guidance was also posted to the SB/SE website. 
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Table II. 11, IRS Sites That Host IRMs, compares the coverage of the three sites. To obtain 

a complete set of instructions, employees must understand the limitations and differences 

across all these sites, and be willing to jump back and forth among them, all while trying to 

resolve issues for taxpayers. 

TABLE II.11, IRS SITES THAT HOST IRMs  

State of TASIS Research Initiatives Efforts to Improve 
Advocacy 

Filing Season 
Review Areas of Focus Preface 

IRM Part Servicewide 
Electronic Research 
Program (SERP)1 

IRM Online2 or 
Electronic 
Publishing3 

IRS.gov (public access) 4 

Part 4, Less than half Available, Available, but requires a separate search 
Examining available but requires a for Interim Guidance 
Process 

(42% of the Part 4 
is available - 195 
sections out of 460) 

separate search 
for Interim 
Guidance 

Only Interim Guidance that the IRS 
determines meets e-FOIA criteria is available 

Part 5, Largely available Available, Available, but involves separate search 
Collecting but involves for Interim Guidance 
Process (96% of Part 5 is 

available - 174 out 
of 181 sections) 

separate search 
for Interim 
Guidance 

Only Interim Guidance that the IRS 
determines meets e-FOIA criteria is available 

Part 7, Not available Available, Available, but involves separate search 
Rulings and but involves for Interim Guidance 
Agreements separate search 

for Interim 
Guidance 

Only Interim Guidance that the IRS 
determines meets e-FOIA criteria is available 

Part 13, 
Taxpayer 
Advocate 
Service 

Largely available 

(97% of Part 13 
is available - 32 
of 33 sections) 

Available, 
but involves 
separate search 
for Interim 
Guidance 

Available, but involves separate search 
for Interim Guidance 

Part 21, 
Customer 
Account 
Services 

Available 

(All 65 sections 
are on SERP) 

Available, 
but involves 
separate search 
for Interim 
Guidance 

Available, but involves separate search 
for Interim Guidance 

Only Interim Guidance that the IRS 
determines meets e-FOIA criteria is available 

1	 SERP was designed to facilitate access to IRMs by employees and has grown from hosting a few IRM sections in the 1990s to nearl y 
900 sections in 2013. SERP News, Apr. 2013, http://serp.enterprise.irs.gov/databases/local-sites-other.dr/author_resource/ 
SERP_Newsletter.html (last visited Mar. 31, 2014). 

2 http://irm.web.irs.gov/ (last visited Mar. 31, 2014).  
3 http://publish.no.irs.gov/pubsys/irm/numind.html (last visited Mar. 31, 2014). Note: this site does not contain any interim gui dance.  
4 Does not include “Official Use Only” information.  

Due to the difficulty of finding accurate and consistent information, IRS employees may 

not be able to do their jobs properly, and taxpayers may be unable to find correct and up-to­

date information on the IRS website. TAS recommends the IRS merge its internal sites into 

one streamlined source under the guidance of the Office of Servicewide Policy Directives 

and Electronic Research (SPDER).13 In addition, all interim procedural updates, redacted to 

exclude official use only information, should be incorporated into the IRM that is posted on 

IRS.gov. 

13 SPDER has responsibility for the overall management of the IMD program. IRM 1.11.1.1(3) (Sept. 4, 2009). 
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TAS Will Continue Advocating for a Servicewide Clearance Process for Tax 
Forms, Publications, Letters, and Notices. 

TAS and other internal stakeholders play a pivotal role in reviewing documents before they 

are issued to the public to ensure they provide for protection of taxpayer rights and contain 

accurate, helpful information. However, the lack of a well-defined review process creates a 

risk to taxpayers and the IRS. For example, the IRS recently changed various form letters 

for taxpayers to prepare for the implementation of the Affordable Care Act (ACA).14 TAS 

was not given an opportunity to review these letters until very late in the process. TAS 

recommended a change to alert taxpayers that their liability for 

individual shared responsibility payments would be subject to 

the IRS Refund Offset program. This important information, 

which the IRS accepted, not only protects a taxpayer’s right to be

informed, but it may save the IRS resources in not having to 

respond to inquiries about reduced refunds. The IRS should 

enable its offices to work more collaboratively by creating a 

formal clearance process that provides all internal stakeholders, 

like TAS, with a chance to review these documents. 

Due to the difficulty of finding 	
accurate and consistent 
information, IRS employees 
may not be able to do their job	 s
properly, and taxpayers may 	
be unable to find correct and 
up-to-date information on the 	
IRS website. 

Over the last year, TAS has made some progress in coordinat

ing the review of IRS products. TAS reached an informal agree-

ment with IRS Tax Forms and Publications (TF&P), the Wage 

and Investment (W&I) Division, and the Small Business/Self 

Employed (SB/SE) Division to create liaisons to help TAS find document owners (authors) 

who can address questions and concerns early in the review, improving the chances of 

resolving any differences through negotiation. However, these ad hoc processes are only a 

partial solution. The IRS still has no universal process for all internal stakeholders to clear 

forms, letters, notices, and publications. 

­

Focus for FY 2015 

TAS will continue to advocate for merging SERP IRM and IRM Online into a single, 

streamlined site that includes all IRM sections and interim procedural updates. This will 

allow employees to easily access the most current procedures and treat taxpayers fairly. 

TAS recognizes the process of updating tax forms, publications, letters, and notices involves 

many stakeholders who have different areas of responsibility. TAS will work with all stake­

holders to develop guidance for clearing these documents. In FY 2015, TAS will advocate 

for the following IRS-wide clearance process: 

1. The process for clearing tax forms, publications, letters, and notices should follow the 

guidance in IRM 1.11.9 for clearing internal management documents.15 IRM 1.11.9 

serves as a model because it provides for reviewing and approving changes to IRMs, 

14 These include letters used to advise taxpayers of IRS decisions on claims. 
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as well as soliciting responses from all affected IRS functions. It also describes how re­

viewers resolve conflicts prior to publication and when documents must be published 

expeditiously.16 

2. The review process should give all affected IRS functions an opportunity to provide 

substantive changes as early as possible. 

3. The clearance process should establish a method of controlling the flow of comments 

during reviews. TAS recommends sending all substantive review comments directly 

to the authors, with a copy to key stakeholders like Tax Forms and Publications and 

the Office of Taxpayer Correspondence (OTC). TAS recommends establishing a review 

matrix or similar template, such as the form (Form 2061) used in the IRM clearance 

process. 

4. The SPDER office should have overall responsibility for the clearance process for 

forms, publications, letters, and notices.17 This would ensure the IRS applies the same 

scope of internal review to communications to the public as it does to guidance for 

employees. 

Creating a robust clearance process will provide all internal stakeholders with the opportu­

nity to review these documents, ensuring the documents are not only correct and helpful to 

taxpayers but provide for taxpayer rights. 
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16 See IRM 1.11.9.9.1, Issuing IMD While Disagreements are Negotiated (Apr. 7, 2014). 

17 The owner of the form, publication, letter, or notice would still be responsible for updating the content. 




