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• E-invoicing exists for long, but took a new turn as of 2020. The new form is the “Peppol” form.

• The new “Peppol e-invoicing” provides all transactional data from taxpayer to tax authorities (TA), every day

• TA builds a database for each taxpayer, then builds business intelligence across transaction

• E-invoicing is a start of a new era where TA has more data, more analysis, and more intelligence than the taxpayer

• Purpose of this presentation: the perspective of the taxpayer, to understand the new tax transformation incoming

E-invoicing

Introduction



2018: IN

2021: IT, AL

2023: CL, PE

2024: EC, RO, RS, IL, ID, MY

Introduction 

Where it already happened



• Step 1: ask selected taxpayers to send the data, electronically, daily – AR only

• Step 2 (1 -3 years): progressively enlarge the obligations to any taxpayers and any invoice

• Threshold by turnover, by invoice amount, by B2G/B2B/B2C

• Step 3: Introduce a binding tax portal, AR only

• Step 4: Introduce a non-binding AP portal (domestic suppliers)

• Step 5: Portal becomes binding, AR and AP

• the burden of proof reverses, obligations to declare all unwanted invoices under N-days

• Step 6: Prefill VAT returns

• Step 7: Prefill the WHT

• Step 8: reconcile the CIT

• We have witnessed this scenario in IN, CL, SA, IL, RO, RS, etc… 

• The frog gets boiled, when portal arrives it is too late.

Consideration 1:

The phases of e-invoicing introduction

What killed the frog?



• DRR: Digital Reporting Requirement

• Ask businesses to record transactional data in pre-determined format

• At EU level and domestic level

B2C deemed supplier

Introduce OSS  for B2C and IOSS (Import One Stop Shop)

DRR

• The DRR is in reality the transposition into EN of the Peppol Network 

requirements, which many non-EU countries started already 

• EN 16931 is the implementation of Peppol principles to EU with EU centrally 

coordinated “add-ons”

• As a consequence: you should view EU and non-EU as a continuity

Consideration 2

Overview of regulation and changes

Our focus



Consideration 3

Behind the regulation: taxman gets superpowers

Source: PWC book 2018: “What happens when the taxman gets superpowers”

Like the frog, it was announced and hard to believe…

As a consequence: if you want to know the future, look at countries 

where the system is in place at an advanced stage 

https://www.pwc.ch/en/insights/tax/taxmen-superpowers.html


• The invoice is no longer the paper / PDF document you send. The invoice is the e-invoice

• The PDF will still exist ➔ “Commercial document”

• Each taxpayer manages 2 concurrent flows:

• The commercial flow: it exists when it is generated, sent and received

• The e-invoicing flow: it exists once gets acknowledged by the “IRN”

• Since decades companies have the commercial flow – ONLY. 

• Now the commercial flow is superseded by e-invoice flow

• What if…?:

• Commercial exists, e-invoice does not exist?

• E-invoice exists, commercial does not exist?

• How do you link both?

• Consequences

• Taxpayers’ books are no longer primary. Portal books are.

• Taxpayers shall reconcile at least monthly

• Reconciliation goes way further than VAT

Consideration 4:
Impact on organization – Accounts Receivable (AR) side

Invoice XML

Structured data
ERP Portal

reconcile



Whose job is to reconcile?

- Items transmitted: do you have the reference (Invoice Reference Number or “IRN”) in your books?

- Items missing in Tax Authority Portal (TAP): procedure?

- Items blocked in the middle: who’s in charge?

- What is the data transmitted used for?

- VAT

- CIT

- WHT

- Without IRN, can the customer pay?

- On cutoff dates, what happens?

Consequence: 

• Reconciliation in AR is an obligation. If you don’t, VAT return will differ

• If data differs ➔ Your VAT return will differ from TAP data 

− Choose TAP: issue with auditors

− Choose ERP: Issue with tax authorities

• News: the probability data will be exactly similar in both ERP and TAP is near zero.

Consideration 4:

Impact on organization – AR side - Continued



• Operations is the day-to-day resolution of issues

• The person in charge of arranging the data is an operator

• Job description: repair errors of today + repeat tomorrow.

• Experience regarding job profile

• very high attrition. Longest tenure: 2 years (Vikas).

• In most countries, NOBODY wants this job!

• In most countries, position has no backup (reason: cost + candidates 

availability)

• Despite position, high rate of errors unsolved

Consequence:  

• Operating the interface is an issue post-implementation

• If you don’t operate daily, reconciling is mission impossible. 

• If you do, additional HC + high attrition + effectiveness challenge

• The only possibility we have found: Centralize, automate, AND create an organizational link to interfacing team

Consideration 5

Operations (the “VIKAS” position)

Issues?

• Master data missing

• Master data incorrect

• Downtime TAP

• Downtime of your provider

• Data error in interface

• Etc…



Your company is the customer of registered companies ➔ You get e-invoicing AP from the tax portal

• But a concurrent process exist since years to process the “Commercial Document”

• Which is the primary document? Commercial or E-invoice AP?

• If you pay a commercial document, without the e-invoice AP➔ You cannot deduct

• If you pay an e-invoice without commercial document ➔ You may miss the references of payment (PO number, File 

number, delivery number,..)

• Advice: Put fiscal requirements central: The invoice is the e-invoice

• Unless for strategic supplier, e-invoice is the primary invoice

• Reject “first come first served” approach

Consideration 6
e-invoicing Accounts Payable (AP) side (where applicable)



Approve & 
Book

Park 
invoice

Identify 
supplier

6- AP velocity

Explained TAP

Commercial flow

Timeline

Day 1

Day -2

Day +15

1hr

Taxable amount -10,000

VAT -2000 EUR

Taxable amount -10000

VAT -2000

ERP

New e-invoicing processTraditional flow of AP invoices

TAP has today invoices booked, 

which your ERP will see in the 

next 15 days

In case of pre-filling, disconnect 

is certain



6- AP e-invoice vs commercial flow

Quiz: Velocity difference, what would YOU do?

Scenario

Vendor sent the tax invoice to government and to YOU

But

• Booking is delayed on your side (received late, booking late,

Approval is late,…) ➔ Input VAT not booked, however 

Already in portal

What do 

you do?

(1 month to 

decide)

I deduct the VAT

Since govt has

this amount

already

I don’t deduct since

My accounting prevails

If you prevail ERP data, you have to reject invoices not booked ➔ Vendor alerted ➔ Next period CN + New invoice

Conclusion: You wouldn’t do this a second time…
13



6- AP e-invoice vs commercial flow disconnect 

Quiz: What can go wrong, AR Invoices vs Credit note

Scenario

You invoiced customers with VAT. Invoices went out  ➔

But an error was detected ➔ invoice was credited…BUT

Credit notes electronically delayed

➔ Portal says you owe the VAT, fully.

What do 

you do?

(1 month to 

decide)

I pay the VAT

(Since govt has

this amount

Already..)

I amend the data in the portal

You cannot reject/Credit your own invoice other than some days after emitting

VAT is due.

14



6- AP e-invoice vs commercial flow disconnect 

Quiz: What can go wrong, AP Commercial OK & AP e-invoice missing

Scenario

Vendor sent the tax invoice to government and to YOU

But

• Vendor was misinformed about YOUR VAT ID. He assigned the 

deductible VAT to another taxpayer. 

• Commercial document was successfully processed and booked

• Result: we have an ERP deductible, but missing in Taxpayer’s portal

What do 

you do?

(1 month to 

decide)

I accept for this

Period to not deduct 

that VAT +

I hope it appears in future 

periods

I amend the data in the portal

You cannot deduct the VAT of missing e-invoice. The commercial invoice is no longer an invoice, it’s a notification.

15



6- AP e-invoice vs commercial flow disconnect

Quiz: What can go wrong, Local Currency rate (LC) for Foreign Currency(FC) invoice

Scenario

• Invoices received from vendors are booked in FC booked at 

wrong country rate ➔ Amounts differs with portal (fed by 

vendor’s rate)

• Cumulated differences visible at month end

• Differences is also visible on a day by day basis on 

government portal

What do 

you do?

(10 days to 

decide)

I accept for this

Period to not deduct 

that VAT +

I hope it appears in future 

periods

I amend the data in the portal

Differences are tolerated , but…

Reconciliation made complex

16



Consideration 6

Deciding what is your AP source

Invoice PDF

Unstructured data

Invoice XML

Structured data

Book AP

(100-FxD)% 

correct data
Invoice structured 

data 

D% noise per field

Book AP

100% correct 

data

Preparation 

Index field by field

By supplier format

Operation:

Read field by field

recognition

N x people parking invoices

AP process is much more difficult, and requires to take substantial choices

- Organizational changes are massive

- Process must be rethought in depth

- E-invoice AP flow may obsolete large portions of some departments

Collect (with efforts)

Get (without efforts) 

1 hr

1-3 weeks



Invoices arrive in TAP, then come to taxpayer

The main problems to resolve:

1. Velocity of e-invoice vs. velocity of commercial document

2. Master data discrepancies

3. Commercial invoice booked may differ from e-invoice (x-rates, date of charge)

4. Missing commercial reference (most XML do not have it mandatory)

Consequence

- AP is very difficult to reconcile. 

- Primary requirement: define XML is primary

- Create combination protocol to obtain all data from Commercial Document

- Define partition of suppliers (subject/not subject to e-invoicing)

- Review cut-off period protocols

Overall, 2 major reorganizations:

▪ AP process has to shift to e-invoice and commercial invoice shall decrease in processing importance

▪ As portal “is the truth”, Indirect Tax needs to start a reconciliation function with tax portals

Consideration 6

List of issues in AP

Issues?

• Master data missing

• Master data incorrect

• Downtime TAP

• Downtime of your provider

• Data error in interface

• Etc…



Your company is the customer of registered companies ➔ You get e-invoicing AP from the tax portal

• But a concurrent process exist since years to process the “Commercial Document”

• Which is the primary document? Commercial or E-invoice AP?

• If you pay a commercial document, without the e-invoice AP➔ You cannot deduct

• If you pay an e-invoice without commercial document ➔ You may miss the references of payment (PO number, File 

number, delivery number,..)

• Advice: Put fiscal requirements central: The invoice is the e-invoice

• Unless for strategic supplier, e-invoice is the primary invoice

• Reject “first come first served” approach

Consideration 6
e-invoicing Accounts Payable (AP) side (where applicable)



• How often does the mapping scheme change for AR and AP? (At least 1 after 3months, usually 1-3 times per yea1 month)

• Worst case: Indonesia 2024-2025

• Best case: Romania (1 time)

• How much time in advance do you have the latest scheme of e-invoicing?

• 1 to 2 months, maximum

Master data cleanup will be required. No country had an easy master data use case, because e-invoicing master data is different than for analog 

world

• 1 month in general to cleanup all. 

• Who’s in charge for the end to end run?

Consequence: Be clear on the “equation to solve”. KN’s equation, as an example

• Clarify ownership of interfacing, operation, and reconciliation Indirect Tax

• 4 weeks implementation excluding master data cleanup Indirect Tax

• Change of mapping occurs with a notice of 1 week, IT needs to be reactive Tax IT

• Central development, customizable (i.e. reusable) components. No development “a la carte”, no “own local” solution Tax IT

• Central operation from one place on Earth Indirect Tax

• High cooperating interaction between operation & development Indirect Tax

• High cooperating interaction between operation & reconciliation Indirect Tax

Consideration 7
Technical issues: how often does tech schema change?



We have implemented

- Central ownership of data transmitted and received Central IT team

- Central operations day to day Central Operations

- Central reconciliation Central reconciliation team

Considerations 8

An example of our model at KN – Our approach



Considerations 8

An example of our model at KN – Technical layers

AR

ERP 

Extraction

UBL

Mapping

TAP 

Protocol
Administration Specialty

Legend

80% synergy between implementations

No synergy

AP

ERP 

Insertion 

(parked)

TAP

extraction  

Protocol

Administration

Integration steps

ERP extraction; get data from invoices and credit notes

UBL mapping: create the mapping from ERP to UBL data. There is 80% synergy 

between countries.

TAP protocol: The connection, token receiving, token renewal, API sequence protocol.

Each country 100% different.

Administration: All management of own company documents; recovery of IRN, overlaying

The invoice, saving in ERP, signal creation

Specialty: Depending on communication with customers, how to inform of einvoice status

Integration steps

TAP extraction protocol: How to obtain AP einvoice from TAP

Administration create the mapping from UBL to ERP, save einvoice, 

determine vendor codes, determine budget of booking, GL account determination, 

VAT code determination, prepare data for automated reconciliation

ERP Insertion: insert the e-invoice in parked modus



Consideration 9: inspections from e-invoicing

India

1) Telangana- Hyd Jul 17 to Mar 2022
2) Punjab- Ludhiana 2017 + 2018
3) Gujarat- Ahmedabad 2017 to2023
4) Karnataka- Bangalore 2017

We are in stage 4 for the audit process … Only. 

Expected: Stage 4 continues for 2y more with TDS + CIT 

integration, payment integration, real-time obligations, probably 

eReceipts.

India 12.2023

India 11.2024

India

IL, RS, EC, PE, CL

SA



Consideration 9

The “faceless inspections”

Source: The Economic Times of India, January 3rd 2024



Consideration 9 - Romania, 5.09.2024

E-invoicing started 1.1.2024



Consideration 9: Italy, 15.08.2024

E-invoicing started 01.01.2021



Consideration 9; Greece, 15.06.2024

E-invoicing started 01.01.2024

Tolerance still 5% on AP;

They know AP is most complex



Contact VCARD

To contact me


