S Gestion Tributaria
III Diputacion de Alicante

JOSE LOPEZ GARRIDO
EXECUTIVE DIRECTOR



SUMA LOCAL TAX ADMINISTRATION — PROVINCIAL COUNCIL OF ALICANTE

PROVINCE OF ALICANTE

4th-ranked province

141 town councils

83 < 5,000 population

8 > 50,000 population
1,891,000 total population
5,827 sq. km surface area
1,128,000 domestic prop.
1,150,000 vehicles
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Moderador�
Notas de la presentación�
This image is just to give an idea of the size of the province and some figures on its activity. This is our natural field of operations, though now we are also working in other council outside Alicante Province.



The economy is quite buoyant, ranking the 4th of Spain in many indicators, not only on tourism but also in agriculture, fishing and industry (textile, footwear and toys), 



Attraction for foreign people is so high that in 12 municipalities more than 50% of residents are not Spanish. They come from 

109.288  from UK 

33,416 from Germany,

25.820 from Maroc

14.220 from the Netherlands



Many European come to Alicante for retirement and buy properties. Construction activity has been very high



�

http://upload.wikimedia.org/wikipedia/commons/c/c3/Ciudades_de_la_provincia_de_alicante.png
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Municipal Funding

Taxes
— Property tax (18.1% of 2007 revenues)
— Tax on Economic Activities (3.3%)
— Motor Vehicle Tax (5.1%)
— Tax on Construction Works
— Tax on Increase of Value of Urban Land (3.5%)
. Fees
« Special taxes
o  Administrative fines
o  Credit operations

Property/assets revenue

Subventions

State Grants: Assignment regime / PIE (43.6%)
— Income tax

— VAT

— Certain special taxes




Surb
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COMPLEXITY FACTORS OF LOCAL TAX ADMINISTRATION

- BROAD RANGE OF PROBLEMS \

- CENSUS-BASED MANAGEMENT
- SMALL AMOUNTS TO PAY

- GREAT NUMBER OF TAX ITEMS

- INTEROPERABILITY WITH OTHER
CENTRAL/REGIONAL PUBLIC BODIES,
BANKS, PROFESSIONAL ASSOCIATIONS
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COMPLEXITY FACTORS OF LOCAL TAX ADMINISTRATION

- BROAD RANGE OF PROBLEMS

- MANY LAWS INVOLVED, FREQUENT CHANGES



3 5 SUMA LOCAL TAX ADMINISTRATION — PROVINCIAL COUNCIL OF ALICANT
um

COMPLEXITY FACTORS OF LOCAL TAX ADMINISTRATION

- BROAD RANGE OF PROBLEMS

- MANY LAWS INVOLVED, FREQUENT CHANGES

- POWERS ARE SPREAD \
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COMPLEXITY FACTORS OF LOCAL TAX ADMINISTRATION

- BROAD RANGE OF PROBLEMS
- MANY LAWS INVOLVED, FREQUENT CHANGES

- POWERS ARE SPREAD

- POLITICAL FRAME
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MANAGING LOCAL TAXES IN SPAIN is:

A complex issue, subject to an extensive and
changing legislation, influenced by frequent social
and cultural changes, in an environment of spread

powers, subject to increasing citizens’ demands

and conditioned by the political frame.
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Some relevant questions....

e Can a Town Council of 100 inhabitants manage
Its tax revenue effectively, using up-to-the-
minute technology at a reasonable cost?

 |s there any valid model both for this Town Hall
and also for a 1,000 times bigger council?

e Is this an IMPOSSIBLE MISSION?




*—“



Moderador�
Notas de la presentación�
Before Suma started its activity, the offices were not homogeneous and they had not enough technical and human resources

�
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AT PRESENT

10



Moderador�
Notas de la presentación�
Concepts implemented in the interior design:



No long corridors or closed doors (= it must be clear that it is really easy for a customer to see the office manager)

The different rooms are divided by glass walls, the back office can be seen from the front office (= the people visiting the office can really see if the employee is busy)

The classical front office/ back office concepts are broken. 

“No people must be working at the back office if a customer is waiting for more than 10 minutes.

 “ NO QUEUES” and “Your Opinion Counts” quality programmes�
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AT PRESENT



Moderador�
Notas de la presentación�


The back office has filing systems, there is a computer on each desk



The interior design must transmits efficiency, service and determination to help the customer



All of these are one-stop offices. The information is shared by the whole network.



“A taxpayer can go to any Suma office in the province to solve his local tax problems”�
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SUMA IS AN AUTONOMOUS AGENCY OF ALICANTE
PROVINCIAL COUNCIL SPECIALISING IN LOCAL TAX
ADMINISTRATION

Suma do the job ON BEHALF OF each city council as it
has delegated powers for:

* Billing

 Collection

 Inspection

 Enforcement
of all local taxes and fees

« Accounts to Alicante Provincial Council

e Chaired by the Provincial Council President

« Economic and administrative Autonomy

» Governing Body: Board of Councillors

» Consultative Body: Board of Mayors

» Executive Director appointed by Provincial Council
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Moderador�
Notas de la presentación�
Before beginning with the agenda let me briefly introduce the organisation, which I’m Head Manager of. Some of you will already know of it from references, that I hope are good ones, or because we have met at some seminar or tax event. In any case I will be very brief not to stray focus from the main goal.

SUMA is the name of a public Organisation created by the Provincial Council of Alicante in 1990, which performs tax administration services to city councils as they delegate powers  to the Provincial Council. Tax administration means Billing, Collection, Inspection and enforcement of taxes. Do not try to find a meaning to the word because it is not an acronym. It’s just a name, which intends to express the concept of addition, aggregation, merging of wills.

It has a governing body, the Board of Councillors; it also has a consultative body, the Board of Mayors: means of participation in SUMA’s strategy for the town councils.�
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POWER DELEGATION MODEL

Law 7/85
Art. 106.3 DELEGATION
RDL 2/2004 Art. 7 LRHL
Art. 7

APPROVED BY STATUTES
PROVINCIAL CONTRACTS
COUNCIL AGREEMENTS

PLENARY

AGREEMENT
FROM
TOWN COUNCIL'S
PLENARY


Moderador�
Notas de la presentación�
The delegation model for this supramunicipal case is the one shown in the slide.

Pursuant to the general authorization stated in Law 7/1985, of Local Government Act, and to regulations about taxing matters established in Act 39/1988 , the Town Councils are allowed to delegate their powers of billing, collection and enforcement to supramunicipal structures such as the Provincial Councils

The procedure for this delegation to be effective requires the Council Plenary  to approve the Agreement about delegating powers and also the Provincial Council’s Plenary must accept it. 

The Provincial Council will carry out the delegated functions by using own sructure y means of an autonomous organisation as is the case of Suma Gestión Tributaria.

In our case the Provincial Council passed the Statutes, by which Suma is ruled and which define the general criteria for the internal regime on services provided.�
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Moderador�
Notas de la presentación�
This is our network of customer service points= 44 offices



This is the way we make the customers feel the proximity of Suma



25 mobile office are also available for the more remote areas and smaller municipalities�
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SOME ANNUAL FIGURES (20009)

140
3,8 million
574 million €

2,7 million

553.000

AN
AN

478

30 million €



Moderador�
Notas de la presentación�
Theses are some figures from the past year. The rest of which can be seen in the annual report on the website (or in the a annual report CD at the desk outside)



140 city councils have delegated powers to Suma.

More than 3.800.000 documents, reminders and tax bills were issued in 2009

The total amount collected is 574 million €. This money is not for Suma  but for the city councils

We send mails to 2,7 million taxpayers all over Spain 

553.000 customers visited our 44 customer service centres

The number of employees is 478

Annual budget 30 million €





�
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REVENUE CONTROL

ESTRUCTURE OF REVENUE
MANAGED BY SUMA

W Resources of other Bodies Own resources


Moderador�
Notas de la presentación�
In order to analyse the control on Suma’s public revenues it is necessary to take in account that the actual own resources (the ones in its budget) constitute only a 5% of the total revenues managed by Suma, because the other 95% are Resources of Other Bodies (30 net million euros of alloted rights without Op. Tes. compared to 574 million euros of other bodies.

Also the 92% of Suma’s own resources come from economic considerations on these services, which are cashed deducting them directly from the collection, and in consequence the pending amount to be cashed is practically non-existent.



�
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REVENUE CONTROL SYSTEM

DELEGATED AUDIT BY SUMA

Service
Inspection

OWN
RESOURCES



Moderador�
Notas de la presentación�
This duality (of own resources and of other bodies) clearly conditions the control, which depending on the Audit of Suma, is completed in the case of Resources of Other Bodies by the Services’ Inspection.

Furthermore the audit of each of the Town Councils exercises its own controlling functions over the respective portion of resources of other Bodies, adding up subsequent means of control to those done in the Organisation that collaborate in the continuous improvement of proceedings.

On the other hand, an external audit of Suma’s accountings is annually hired.�
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REVENUE CONTROL

The preliminary revenue control was statutorily changed by the
recording of obligations, though further verification actions
must be taken by means of sampling or audit techniques.

Some of the verification actions are:

* Monthly verification that info in CRM and accounts tally
* Monthly cash audit

* Analysis of statements

* Auditing procedures and control systems

» Audit of software used to control tax collection

e Service inspection and internal audit plan

e External audit
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REVENUE CONTROL

TALLY PROCESS

|

REVENUE
L CONTROL

7

< _ >
ACCOUNTING == BALANCE gRENE - GESTA-CRM
RECORDS -

PAYMENTS
CONTROL



Moderador�
Notas de la presentación�
The money obtained from resources of other bodies, which is paid into the accounts of Suma is counted on a daily basis and included in a revenue control program that also receives data regarding the total of payment movements from Gesta.

In just the same way, the money obtained from resources of other bodies that is paid from the accounts of Suma is included in a payment control program, which also gets information from Gesta about all the movements that result in a decrease of the outstanding figures in Gesta.

The balances still pending to be transferred to the town councils are tallied on a monthly basis, through the accounting system and Gesta.

Using these means we check that all the money obtained from resources of other bodies has a countable reflection and that the amounts still pending to be transferred to the town councils as shown in our accounting match the outstanding figures given by our management program.�


Sunh
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REVENUE CONTROL

Cash Audit:

The Law compulsory obliges to perform a yearly cash audit by the end
of the fiscal year. At Suma this process is carried out on a monthly
basis, cross-checking the balance info from the bank accounts and
that in our accounting records. Own funds and external resources are
also discriminated

Analysis of statements

We have developed a comprehensive finance control system to make
a reliable analysis of the data series aiming at detecting anomalous
data behaviour and also at measuring the system efficiency to achieve
the setup objectives.
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REVENUE CONTROL

Auditing procedures and control systems

The Finance Department decides which procedures are to be audited
every semester, also including the respective internal controls (i.e.
payment refunds, deferred payments, etc.). All transaction details are
double-checked to verify that the procedures are in law. If defects are
revealed, correcting measures will be put in place.

Auditing the CRM software

The Finance Department also decides which menu options of GESTA
(Suma’s Tax Administration own-software) are to be audited every

semester. All steps are revised to verify that the legal procedures have
been implemented correctly. If defects or malfunctioning are revealed,

correcting measures will be suggested to the ICT Dept for future
Implementation.
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REVENUE CONTROL

CONTINUOUS
IMPROVEMENT

PROCEEDING
SERVICES AARIPELOI RESULTS

CRM-GESTA

YOUR
OPINION OBJECTIVES

COUNTS



Moderador�
Notas de la presentación�
Our goal of Services and Achievements leads us to the search of a CONTINUOUS IMPROVEMENT.

The organisation is constantly revising and improving the combined text (proceedings handbook) and also Gesta (Software for local tax management).

On the other hand, both the services and the achievements are subject to a continuous evaluation carried out by the whole organisation using internal measurement mechanisms such as the annual objective system and also external like the feed back from the quality programme “your opinion counts”.�
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REVENUE CONTROL

Service Inspection Plan and internal audit

v'Suma Management approves the annual inspection plan
v'Relevant objectives:
« Keep an efficient internal control of processes
* Achieve a reliable work system and a proper use of resources.
» Verify that legal framework and internal regulations are followed by
the organization

v'Samples techniques are used
v'Results are published on the internal website

v'Horizontal (multi-departmental) inspections of collection and
enforcement proceedings are also carried out, including on-site visits
to face-to-face customer service centers
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IN RELATION WITH THE CUSTOMER

Make it easy to contact the tax authority
Tax billing must be accurate

Simplify procedures

Varied and accessible payment facilities

No indirect costs

BUZON
BUSTIA

i



Moderador�
Notas de la presentación�
The citizens are the natural targets of our activity. What do they ask for?. We think that their requests are in general quite reasonable. They ask that... tax and fiscal information should be accurate and updated; varied ways to pay the taxes should be available; access to the information should be easy and immediate; answer from the administration to appeals and claims should be fast, clear and definitive.

This list is not complete, it changes with times and its always longer. The same happens in the rest of the public services.

Anyway, what the citizen wants is to comply with his fiscal duties without any “indirect” cost.

The advantages offered by supramunicipal bodies  in this sense are many: same periods of payment, which allow to make intensive publicity campaigns informing about the terms, advanced forms of payment, integrated network of offices with extended working hours, etc.

�
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IN RELATION WITH TOWN COUNCILS

= Strive to achieve better results
= Shorten the tax life cycle
= Reduce service costs

= Value for money / Quality customer service

» Councils keep the control over information



Moderador�
Notas de la presentación�
And, what are the requirements of Town Councils?

The municipal requests with respect to a organisation such as ours are expressed in an increase of the revenues, in reducing the time between the tax being accrued and the entry of the payments into the municipal arks, in reducing the cost of management and collection, in minimizing the claimings of the taxpayers; and all these, without losing control over the information. 

The exchange of information with the Town Councils is two way path: they can make check-outs in real time to the tax details of their citizens; and Suma from its part has access to the data sources of each council.

For a supramunicipal organisation, the town council is the real “customer”, in the literal sense of the word. The balance of the account has to be rendered to them and they are the ones that evaluate the service provided. The results of the activity need to be measured, submitted and sistematically analysed.

In our case, the presentation of the accountings it’s done on a monthly basis, sending out the information on paper, in CD-ROM, or through the Internet. During the month of January we carry out one of the most important acts in our relation with town councils. We proceed to formally and individually submit the anual management accounts.

Besides, as any other service’s supplier, we periodically prepare Conferences or Meetings for municipal technicians and those in charge, with the purpose of sharing experiences. The four Forums about Local Taxing that have already been held in alicante, the last one two weeks ago, have reunited some hundreds of professionals from local, autonomous and estate administrations.

�
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SERVICE

QUALITY



Moderador�
Notas de la presentación�
In essence the supramunicipal bodies find themselves in a quite challenging situation.



The customers demand more and more services

and the town councils demand us to do it at less and less costs

�
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%ECONOMIC COMPENSATION AS OF TOTAL REVENUE

1993 1994 1995 1996 1997 1998 1999 2000 2001 2002 2003 2004 2005 2006 2007 2008 2009
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