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Why Africa’s Digital Future Demands a New
Alliance Between the CFO, CIO, CTO and Head

of Tax

For too long, many organisations have
treated Tax Transformation as a
specialist workstream: important,
certainly, but ultimately owned by the
Tax function and addressed through a
mix of compliance processes, point
solutions and jurisdiction-specific fixes.

That view is now outdated.

Across Africa, Tax Authorities are driving
digital transformation agendas to drive
voluntary compliance ultimately ensuring
Tax transparency that is data-driven and
more immediate. E-invoicing,
transactional reporting, automated
compliance controls and increasingly
sophisticated use of taxpayer data are
reshaping the relationship between
business, systems and regulation. The
implication is profound: tax is no longer
determined only at the filing stage. It is
increasingly determined at the point
where transactions are created,
captured, and processed.
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In that world, Tax
Transformation is not a Tax
issue. It is an Enterprise
Design Issue.

And that is why the success in digital
transformation will belong to
organisations that can bring together
four strategic leadership roles that have
too often operated in parallel: the CFO,
ClO, CTO and Head of Tax.

One could argue that this convergence

is no longer optional. It is becoming one
of the defining leadership challenges of
the modern enterprise.

“In a requlated digital
environment, compliance is no
longer built at the edge of the
enterprise. It is built into its
core architecture.”
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Four Executives, One System Reality.
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The old operating model is breaking down

Historically, most organisations could afford to operate with a degree of separation.

Finance produced the numbers. Technology maintained the systems. Tax interpreted
the outputs and managed compliance downstream.

That model worked reasonably well in an environment where reporting cycles were
slower, regulatory interfaces were less digital and tax authorities had limited access to
transactional data.

That is no longer the case.

Today, across many African markets, tax authorities are steadily increasing their digital
capability and expectations. Compliance is moving closer to real time. Data quality,
transaction integrity and systems design are becoming regulatory issues, not merely
operational ones.

As a result, the tax consequences of business activity are now shaped far earlier in the
process lifecycle than many organisations are structurally designed to recognise.

If the wrong logic is embedded in an ERP workflow, if source data is inconsistent, if
invoices are not generated correctly, or if tax-sensitive processes sit outside governed
architecture, the problem is not simply one of compliance remediation. It is a failure of
enterprise design.

That is why it is increasingly unhelpful to ask: Who owns tax transformation?

The better question is: How
should enterprise leadership
organise itself so that Tax,

Finance and Technology
decisions are made as part of
one connected
Transformation Agenda?




Four executives, one systemreality

The reason this matters is simple. The modern enterprise may still be governed through
functional structures, but it operates through connected systems.

A sales transaction does not pass neatly from one executive domain to another. It
moves through them simultaneously.

The business
initiates the

Finance applies Tax determines

The ERP accounting the relevant tax

records it.

transaction. treatment. consequence.

An invoice is
The same transaction then Data may be generated,
underpins reporting, transmitted to a oftenin a
reconciliations and statutory tax authority. prescribed
obligations. digital format.

In other words, enterprise systems have already converged.
Leadership often has not.

This is the source of much of the inefficiency and risk we see in Transformation
Programmes.
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The CTO is The Head of
rightly focused Tax is rightly

The CFO is The CIO is
rightly focused rightly focused

on innovation, focused on
automation, Al compliance,

and platform regulatory
scalability. interpretation
and tax risk.

on value, on architecture,
controls, cost governance,
discipline and integration and
Finance security.
transformation.

Each perspective is legitimate. Each is necessary. But when these agendas are
developed independently, organisations begin to digitise fragmentation rather than
eliminate it.

ERP programmes move ahead without sufficient visibility of tax data requirements. Tax
functions procure specialist tools to solve urgent regulatory needs without full alignment
to enterprise architecture. Technology teams develop automation and Al capabilities
while parallel solutions emerge elsewhere in the business. Local markets create
workarounds to respond to jurisdiction-specific demands, often outside common
standards and controls.

The result is familiar: duplicated investment, inconsistent data, manual reconciliation,
overlapping platforms and rising compliance risk concealed beneath the language of
transformation.

This is not a technology problem alone. It is an Enterprise

leadership and coordination problem.
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The strategic shift: From Tax as Qutput to
Tax by Design

The most important conceptual shift organisations now need to make is this: Tax should
no longer be treated primarily as an output of enterprise activity. It must increasingly be
designed into the enterprise itself.

That means tax requirements must inform:
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In short, the future lies in Tax by Design, not Tax by Correction.

This has implications well beyond the Tax function.
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For the CFO, the issue is whether investment in regulatory
capability also strengthens controls, improves data quality and

creates broader enterprise value. This is the Power
\ < Quartet of

For the CIO, the issue is whether tax capability is being integrated Trans.fo.rmatlon:

into the architecture in a disciplined and sustainable way, rather four distinct roles,

than added as another disconnected layer of technology. each with a

~/ different mandate,
but all increasingly
dependent on the
same data,
systems and

Y\ design choices.

For the CTO, the issue is whether automation, analytics and Al are
being built as enterprise capabilities that Tax and Finance can
consume, rather than as fragmented functional experiments.

AY 4

For the Head of Tax, the issue is whether tax has secured an early
enough seat at the table to ensure regulatory requirements are

embedded before business processes harden into systems reality.
\ J
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Africa’s complexity makes leadership
convergence more urgent, notless

Some may argue that Africa’s regulatory diversity makes this leadership convergence
difficult. At KPMG we argue the opposite.

Africa’s complexity is precisely why a more connected operating model is required.

Multijurisdictional businesses across Africa often operate across diverse ERP
landscapes, different levels of local digital maturity, evolving reporting obligations and
varied administrative practices. In such an environment, localised and reactive solutions
may appear practical in the short term, but they create structural fragility over time.

Every additional workaround, every country-specific bolt-on, every ungoverned data
extract and every standalone compliance tool adds complexity to an already demanding
environment.

This is not scalable.

The better response is not uniformity for its own sake, nor a single system imposed on
every market regardless of context. Rather, it is the creation of a coordinated model
based on:

shared enterprise
architesture l o G local regulatory expertise
where it matters most

common data standards l 0

o | disciplined governance

reusable digital capabilities I 0

Africa has an opportunity not merely to follow legacy tax technology models developed
elsewhere, but to leapfrog them by designing more integrated, data-centric and
scalable approaches from the outset.

That opportunity will only be captured if leadership teams stop viewing Tax
Transformation as a specialist side programme and start treating it as part of core
Enterprise Transformation.

KPMG



What boards and executive committees
should be asking

This shift requires a different quality of conversation at board and executive level.

The key questions are no longer limited to whether the organisation has acquired the
right tools or responded to the latest regulatory requirement in a given market.

They should be more fundamental:

Are Tax, Finance and Technology aligned to one
transformation roadmap?

Is Tax data governed as Enterprise data, with clear
ownership and traceability?

Are regulatory requirements being embedded into ERP and
digital programmes early enough?

Are automation and Al investments being built once for
enterprise use, or repeatedly in functional silos?

Is the organisation creating scalable regional capabilities,
or solving the same problem market by market?

Can leadership demonstrate that compliance investment is
also strengthening value, control and resilience?

If these questions do not have shared answers, then the organisation is not yet
transforming coherently.

And coherence, increasingly, is what regulated digital performance demands.
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How KPMGis helping Enterprises Respond

At KPMG, we are seeing this challenge play out across boardrooms, transformation
programmes and Tax functions throughout Africa and globally. The most forward-
looking organisations are not asking simply how to comply with the next Digital Tax
Requirement. They are asking how to Redesign their Operating Model so that
compliance, control and value creation reinforce one another.

That is where KPMG can help.

We work with organisations to connect strategy, regulation, data and technology across
the enterprise. That includes helping leadership teams:

align the priorities of the CFO, CIO, CTO and Head of Tax around a shared Transformation
Agenda

diagnose fragmentation across systems, governance, data and tax processes

design target operating models and architectures that embed Tax within Enterprise
Transformation

establish governed tax and finance data foundations

integrate tax-by-design principles into ERP, finance, digital and Al-enabled programmes

P

respond to evolving regulatory demands across Africa with greater consistency, control and

scalability

Our role is not simply to advise on Tax or to support technology change in isolation. It is
to help enterprises bridge the gap between regulatory complexity and operating model
design.

That is increasingly where transformation succeeds or fails.

KPMG



A final point: Convergenceisnowa

Strategic Imperative

The organisations that will navigate Africa’s
digital regulatory future most effectively will
not necessarily be those with the biggest
technology budgets or the largest tax teams.

They will be those that understand a more
fundamental truth: in a regulated digital
environment, compliance is no longer built at
the edge of the enterprise. It is built into its
core architecture.

That requires a new executive
compact.

The CFO, CIO, CTO and Head of Tax do not
need identical responsibilities. But they do
need shared intent, shared visibility and
shared design principles.

Without that convergence, businesses will
continue to accumulate technology, cost and
complexity while mistaking activity for
transformation.

With it, they have an opportunity to create
something far more valuable: an enterprise in
which regulation, data, systems and strategy
are finally working together.

That is the real transformation challenge now
facing Africa’s business leaders.

And it is one they cannot afford to
solve in silos.

Gonnectwith
KPMG

If your organisation is
navigating ERP
transformation, Digital Tax
compliance, Data
modernisation, automation or
Al-enabled Finance and Tax
change, now is the time to
assess whether your
operating model is truly
connected.

KPMG can help you move
from fragmented initiatives to
enterprise-wide convergence.

Contact KPMG to start the
conversation.
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