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Abstract. The increasing complexity of tax regulations, global economic integration, and
heightened fiscal transparency have transformed tax planning and compliance into
strategic business concerns. Management consultants are increasingly engaged to help
organizations navigate these challenges, yet their role is often conceptualized narrowly as
technical tax advisory. This study employs a qualitative, literature-based research design
using an integrative and thematic review of peer-reviewed academic publications from
2015 to 2025. Relevant studies were systematically analyzed to identify patterns, themes,
and theoretical linkages concerning the strategic role of management consultants in tax
planning, compliance, and risk management. The findings indicate that management
consultants have evolved into strategic partners who integrate tax planning and
compliance within enterprise risk management and corporate governance frameworks.
Consultant-led tax strategies contribute to proactive risk mitigation, revenue stability,
regulatory compliance, and business sustainability. Consultants also play a critical role in
navigating regulatory complexity and emerging tax challenges, including digital economy
taxation and crisis-driven fiscal policies. The results align with strategic management, risk
management, institutional, and stakeholder theories, highlighting management
consultants as key actors in transforming tax management into a value-creating and
legitimacy-enhancing function. This reconceptualization underscores the importance of
integrating tax governance with broader organizational strategy and performance
objectives.

Keywords: Management Consultants; Tax Planning; Tax Compliance; Enterprise Risk
Management; Tax Governance; Business Sustainability

1. Introduction

In an ideal business environment, tax planning and tax compliance function not
merely as administrative obligations but as strategic instruments that support corporate
sustainability, financial resilience, and long-term value creation (Chyz et al.,, 2021, 2023;
Herman & Waluyo, 2021; Judijanto et al., 2025; Tambun & Resti, 2022). Sound tax
governance enables organizations to align fiscal responsibilities with ethical standards,
regulatory expectations, and stakeholder trust. In this context, taxation is no longer
perceived solely as a cost center but as an integral component of strategic decision-
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making that influences investment choices, capital structure, risk management, and
corporate reputation (Briihne & Schanz, 2022).

However, the contemporary tax landscape has become increasingly complex and
dynamic. The proliferation of international tax regulations, such as Base Erosion and
Profit Shifting (BEPS), transfer pricing rules, digital economy taxation, and heightened
disclosure requirements, has intensified compliance pressures on organizations operating
across jurisdictions. Scholars highlight that this complexity has elevated corporate tax risk
and increased scrutiny from tax authorities, investors, and the public, making professional
expertise indispensable in navigating modern tax environments (Donohoe et al., 2024).

The existing literature consistently acknowledges the growing importance of external
advisors in addressing tax-related challenges. Studies demonstrate that management
consultants and tax advisors contribute to improved tax efficiency, enhanced compliance
quality, and reduced exposure to regulatory penalties (Bilicka et al., 2025). Research also
shows that the presence of reputable external consultants can strengthen stakeholder
confidence in corporate tax strategies, reinforcing perceptions of legitimacy and
transparency in tax planning practices (Donohoe et al., 2024; Krieg & Li, 2021).

Empirical findings further reveal that management consultants play a broader role
beyond technical tax calculations. They support organizations through enterprise risk
management frameworks, governance design, and strategic alignment between tax
policies and corporate objectives (Yu et al, 2024). In developing or low-capacity
administrative settings, consultants have been shown to influence compliance behavior
through tailored communication strategies and behavioral interventions, underscoring
their relevance not only for corporations but also for public fiscal systems (von Schiller,
2024).

Despite these contributions, much of the existing literature treats tax planning, tax
compliance, and business performance as separate analytical domains. Prior studies often
focus narrowly on tax avoidance, enforcement, or disclosure issues without sufficiently
integrating the strategic role of management consultants in linking tax governance to
broader organizational outcomes such as revenue enhancement, sustainability, and long-
term competitiveness (Pan & Zeng, 2023; Pang & Hua, 2024). As a result, the consultant’s
role is frequently reduced to that of a technical advisor rather than a strategic partner.

This fragmented approach reveals a clear research gap. There remains limited
scholarly synthesis that reconceptualizes management consultants as strategic actors
who bridge tax compliance, risk management, and value creation within a unified
framework. Moreover, existing studies rarely examine how consultants contribute to
aligning tax strategies with evolving business models shaped by digitalization, global
crises such as COVID-19, and emerging fiscal challenges including cryptocurrency
taxation and regulatory uncertainty (Galant et al., 2024; Grijalva-Salazar et al., 2025; Tang
& Zhang, 2022).

Addressing this gap is significant for both theory and practice. From a theoretical
perspective, integrating tax planning and compliance into strategic management
discourse enriches understanding of how fiscal governance influences organizational
performance and sustainability. Practically, insights into the strategic role of management
consultants can guide businesses in optimizing tax-related decisions, improving
governance structures, and enhancing resilience in volatile regulatory environments.
Policymakers and regulators may also benefit from a clearer understanding of how
consultants shape corporate compliance behavior and tax governance outcomes.
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Therefore, the purpose of this study is to examine and reconceptualize the role of
management consultants in tax planning and compliance within the context of modern
business complexity. Specifically, this article aims to (1) identify the strategic functions
performed by management consultants in tax planning and compliance, (2) analyze how
these functions contribute to risk management, revenue enhancement, and business
sustainability, and (3) synthesize existing literature to propose a more integrated
understanding of consultants as strategic partners in contemporary tax governance.

2. Methods

This study adopts a qualitative literature-based research design to examine and
reconceptualize the strategic role of management consultants in tax planning and
compliance. A narrative and integrative literature review approach was employed to
synthesize existing theoretical and empirical studies on taxation, management consulting,
risk management, and business strategy. This approach is appropriate for identifying
patterns, conceptual relationships, and emerging themes across diverse research streams,
particularly in multidisciplinary fields where fragmented findings require systematic
integration (Snyder, 2019; Torraco, 2016).

The data sources consisted of peer-reviewed journal articles, scholarly books, and
reputable conference proceedings published in internationally recognized databases,
including Scopus, Web of Science, and Google Scholar. The literature search focused on
publications from 2015 to 2025 to capture contemporary developments in tax regulation,
digitalization, and strategic management. Key search terms included “management
consultants,” “tax planning,” “tax compliance,” “tax risk management,” “corporate tax
governance,” and “business sustainability.” Studies were selected based on their relevance
to the research objectives, methodological rigor, and contribution to understanding the
strategic dimensions of tax advisory and consulting practices (Tranfield et al., 2003).

Following the literature selection, the analysis was conducted using a thematic
synthesis technique. Relevant texts were coded and categorized to identify recurring
concepts, theoretical perspectives, and empirical findings related to the functions and
impacts of management consultants in taxation. This process enabled the identification of
higher-order themes, such as strategic alignment, risk mitigation, governance
enhancement, and value creation. Thematic synthesis is particularly useful for integrating
qualitative insights across studies while maintaining analytical transparency and
conceptual depth (Braun & Clarke, 2006; Thomas & Harden, 2008).

To enhance the credibility and robustness of the findings, this study applied
analytical triangulation by comparing insights across different academic disciplines,
including accounting, management, finance, and public policy. The synthesis process was
iterative, allowing continuous refinement of themes and interpretations as new patterns
emerged from the literature. While this study does not involve primary empirical data, its
strength lies in its comprehensive integration of high-quality scholarly sources to
generate conceptual insights and identify future research directions. This methodological
approach aligns with prior literature reviews in management and accounting research
that aim to advance theory development and inform practice.

»n o«

3. Results and Discussion

3.1. Management Consultants as Strategic Partners in Tax Planning and Compliance
Management consultants are increasingly conceptualized in the literature as strategic
partners rather than mere technical service providers in tax planning and compliance.
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Traditionally, tax advisory roles were confined to calculating tax liabilities, preparing
returns, and ensuring procedural compliance. However, contemporary studies
demonstrate a paradigm shift in which management consultants are actively involved in
shaping corporate tax architecture that aligns taxation with organizational vision,
strategic priorities, and long-term value creation. This transformation reflects the
growing recognition that tax decisions are inseparable from broader business strategies
and corporate governance frameworks (Brithne & Schanz, 2022).

In this strategic role, management consultants contribute to integrating tax planning
into core managerial decisions, including investment structuring, mergers and
acquisitions, supply chain design, and cross-border operations. By participating in these
high-level decisions, consultants help firms anticipate the tax implications of strategic
choices before they are implemented. This proactive involvement allows organizations to
mitigate future tax risks, optimize effective tax rates, and avoid costly restructuring or
regulatory disputes. Eastman et al. (2024) emphasize that such integration enables firms
to move away from reactive compliance toward anticipatory tax governance embedded
within strategic planning processes.

Furthermore, management consultants play a central role in strengthening corporate
tax governance. The literature shows that consultants frequently assist organizations in
developing internal tax policies, standardized compliance procedures, and internal
control systems that enhance consistency, transparency, and accountability. These
governance mechanisms are essential in an era of heightened disclosure requirements
and public scrutiny, where corporate tax behavior is increasingly linked to ethical
standards and reputational capital. Firms that institutionalize consultant-led tax
frameworks are better positioned to demonstrate responsible tax conduct to regulators,
investors, and civil society (Krieg & Li, 2021).

Another important dimension of the consultants’ strategic role lies in their function
as intermediaries between complex regulatory environments and managerial decision-
making. Tax regulations are often highly technical, fragmented across jurisdictions, and
subject to frequent change. Management consultants translate this complexity into
actionable managerial insights, enabling executives to make informed decisions without
requiring deep technical expertise in tax law. Donohoe et al. (2024) highlight that the
involvement of reputable external tax advisors enhances the perceived credibility of
corporate tax strategies, thereby strengthening trust between firms and tax authorities.

The literature indicates that organizations engaging management consultants as
strategic partners tend to exhibit stronger compliance behavior and more resilient tax
strategies. Rather than viewing compliance as a cost or constraint, these firms leverage
consultant expertise to align compliance with performance objectives and sustainability
goals. This strategic partnership model positions management consultants as key actors
in contemporary tax governance, contributing not only to regulatory adherence but also
to organizational legitimacy, risk mitigation, and long-term competitiveness in
increasingly complex tax environments.

Table 1 Strategic Roles of Management Consultants in Tax Planning and Compliance

Strategic Traditional Tax  Strategic Management Key Implications
Dimension Advisor Role Consultant Role
Position in External Strategic  partner in Tax becomes part of
Organization technical support decision-making corporate strategy
Scope of Tax calculation Investment structuring, Proactive tax
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Activities and filing M&A, cross-border optimization
planning

Tax Governance Limited Design of tax policies and Enhanced

procedural control frameworks transparency and

guidance accountability
Risk Reactive Proactive tax risk Reduced regulatory
Orientation compliance management and reputational risk
Stakeholder Minimal external Credibility-building with Strengthened
Relations signaling regulators and investors institutional trust

Table 1 synthesizes the key distinctions between the traditional role of tax advisors
and the evolving strategic role of management consultants in tax planning and
compliance. The table illustrates how consultants’ involvement has expanded from
technical execution to strategic integration across governance, risk management, and
stakeholder relations. This shift underscores the novelty of the study’s findings by
demonstrating that management consultants function not only as compliance facilitators
but as strategic actors who embed tax considerations into organizational decision-making
and long-term value creation.

3.2. Integration of Tax Risk Management with Business Performance and Value Creation

One of the central findings of this study is the increasing integration of tax risk
management into broader frameworks of business performance and value creation. The
literature indicates that taxation is no longer treated as an isolated compliance function
but as a strategic risk domain embedded within enterprise risk management (ERM)
systems. Management consultants play a pivotal role in facilitating this integration by
helping organizations systematically identify, assess, and prioritize tax-related risks
alongside operational, financial, and strategic risks. These tax risks include regulatory
uncertainty, aggressive tax planning exposure, transfer pricing disputes, disclosure
failures, and vulnerabilities associated with cross-border transactions (Moschella & Pinto,
2022).

Through ERM-based approaches, management consultants assist firms in developing
structured tax risk assessment tools, risk matrices, and internal control mechanisms that
enable proactive mitigation strategies. Rather than reacting to audits or regulatory
sanctions, organizations are encouraged to anticipate potential tax exposures and design
preventive measures. Pang et al. (2024) highlight that firms with integrated tax risk
management frameworks exhibit more stable financial outcomes, as they are less exposed
to unexpected tax liabilities and enforcement actions. This proactive stance allows tax
considerations to be embedded into strategic planning and investment decisions.

Importantly, the findings demonstrate that effective tax risk management contributes
directly to business performance and revenue enhancement. The literature shows that
consultant-led tax strategies emphasize optimizing effective tax rates, improving cash
flow predictability, and supporting reinvestment capacity rather than merely reducing
nominal tax burdens. By aligning tax planning with financial and operational strategies,
consultants help firms maintain liquidity, allocate resources more efficiently, and support
sustainable growth trajectories. This approach reframes tax management as a driver of
value creation rather than a defensive compliance activity (Bilicka et al., 2025).

Moreover, the integration of tax risk management with value creation is closely
linked to business sustainability and stakeholder confidence. In an era of heightened fiscal
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transparency and environmental, social, and governance (ESG) scrutiny, aggressive or
opaque tax practices can undermine corporate reputation and investor trust.
Management consultants guide firms toward balanced tax strategies that manage risk
while signaling responsible fiscal behavior. Pan and Zeng (2023) argue that firms
adopting transparent and risk-aware tax approaches are better positioned to withstand
regulatory scrutiny and market volatility, particularly in highly regulated and
internationalized industries.

The findings suggest a conceptual shift in how taxation is understood within
corporate strategy. When guided by management consultants, tax risk management
evolves into a strategic capability that supports financial resilience, long-term
competitiveness, and sustainable value creation. Firms that successfully integrate tax risk
considerations into ERM frameworks are not only more compliant but also more
adaptable to regulatory change and economic uncertainty. This integration underscores
the strategic importance of consultants in transforming tax risk from a potential liability
into a managed source of competitive advantage.

Table 2 Integration of Tax Risk Management with Business Performance and Value
Creation

Dimension

Traditional Tax
Risk Approach

Integrated ERM-
Based Approach

Strategic Impact

Risk Orientation

Reactive, compliance-
driven

Proactive, risk-based

Reduced exposure to
tax shocks

Scope of Tax Isolated taxissues Embedded within Holistic risk visibility
Risk enterprise risk

Role of Technical risk Strategic risk Improved decision
Consultants mitigation integration quality

Performance Limited connection to Supports cash flow Enhanced financial
Linkage revenue and investment stability
Sustainability Short-term tax Long-term value Stronger stakeholder
Focus savings creation trust

Table 2 illustrates the transition from traditional, reactive tax risk management
toward an integrated ERM-based approach facilitated by management consultants. The
table highlights how embedding tax risk within enterprise risk frameworks strengthens
the linkage between compliance, financial performance, and sustainable value creation.
This synthesis reinforces the study’s key finding that consultant-led tax risk management
not only mitigates regulatory exposure but also enhances business resilience, revenue
stability, and long-term competitiveness in complex and transparent fiscal environments.

3.3. Consultants’ Role in Navigating Regulatory Complexity and Emerging Tax Challenges
The findings demonstrate that management consultants play an increasingly critical
role in assisting organizations to navigate complex and rapidly evolving tax regulatory
environments. Contemporary tax systems are characterized by frequent policy changes,
multi-jurisdictional regulations, and expanding reporting obligations. Global
developments such as the taxation of the digital economy, the implementation of Base
Erosion and Profit Shifting (BEPS) frameworks, and heightened cross-border cooperation
among tax authorities have significantly increased compliance complexity. In this
environment, management consultants serve as strategic advisors who help organizations
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interpret regulatory shifts and align tax strategies with both legal requirements and
business objectives (Yu et al., 2024).

Emerging tax challenges further amplify the need for specialized consulting expertise.
The rise of digital business models, platform-based economies, and cryptocurrencies has
introduced novel tax issues that often outpace existing regulatory frameworks.
Additionally, crisis-driven fiscal policies during the COVID-19 pandemic created
temporary exemptions, relief measures, and enforcement adjustments that required rapid
organizational responses. The literature indicates that management consultants function
as knowledge brokers by continuously monitoring policy developments, translating
technical regulations into operational guidance, and supporting organizations in adapting
tax structures under conditions of uncertainty (Beck & Jung, 1989).

Another significant finding concerns the consultants’ role in contexts characterized
by limited administrative capacity or regulatory ambiguity. In such environments,
compliance behavior is shaped not only by formal enforcement mechanisms but also by
communication, guidance, and trust in institutions. Studies show that consultants can
enhance compliance outcomes by employing tailored advisory approaches and behavioral
insights that resonate with organizational and individual taxpayers. By clarifying
obligations and reducing uncertainty, consultants help maintain compliance while
preserving operational flexibility, particularly in developing economies or transitional
regulatory systems (von Schiller, 2024).

Moreover, management consultants contribute to strengthening institutional trust
and organizational legitimacy amid increasing fiscal transparency. As tax practices
become subject to public, investor, and media scrutiny, firms face reputational risks
associated with non-compliance or aggressive tax behavior. Consultants guide
organizations in adopting transparent, defensible, and ethically grounded tax strategies
that balance regulatory compliance with strategic interests. This advisory role supports
firms in meeting stakeholder expectations and navigating complex governance landscapes
without compromising competitiveness (Hardana et al., 2023).

The findings underscore an expanded conceptualization of management consulting in
taxation. Consultants are no longer confined to supporting enforcement or compliance
execution but have evolved into strategic navigators of regulatory uncertainty. By
integrating legal expertise, strategic insight, and contextual understanding, management
consultants enable organizations to adapt to emerging tax challenges while sustaining
performance and legitimacy. This evolution positions consultants as indispensable actors
within contemporary tax governance systems, particularly in periods of regulatory
transformation and economic disruption.

Table 3 Consultants’ Role in Navigating Regulatory Complexity and Emerging Tax
Challenges

Regulator Role of Management Strategic
C%)ntext ’ Key Tax Challenges Consultafr;lts Outcor;gles
Digital Platform taxation, Regulatory Reduced
Economy data localization interpretation and compliance
strategy alignment uncertainty
Global Tax Transfer pricing, Policy monitoring and Improved Cross-
Reform (BEPS) profit allocation structural redesign border compliance
Emerging Cryptocurrency and Risk assessment and Mitigated legal and
Assets digital assets regulatory guidance financial risk
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Crisis-Driven COVID-19 tax relief Adaptive advisory and Organizational
Policies and enforcement rapid response resilience
shifts
Low-Capacity Weak  enforcement, Behavioral and Enhanced
Settings low institutional trust communication-based voluntary
guidance compliance

Table 3 summarizes how management consultants support organizations in
navigating regulatory complexity and emerging tax challenges across diverse contexts.
The table highlights consultants’ multifaceted roles from policy interpretation and
strategic adaptation to behavioral guidance and trust-building demonstrating their
expanded function within modern tax governance. This synthesis reinforces the study’s
conclusion that management consultants are essential actors in helping organizations
manage uncertainty, maintain compliance, and achieve strategic stability in increasingly
complex and evolving fiscal environments.

3.4. Reframing Tax Management Through Strategic Consulting and Risk-Based Governance

The findings of this study align strongly with strategic management theory,
particularly the resource-based view (RBV), which posits that organizational performance
is driven by the effective utilization of valuable, rare, inimitable, and non-substitutable
resources (Barney, 1991). Management consultants emerge in this context as strategic
resources who provide firms with specialized knowledge, regulatory intelligence, and
analytical capabilities that are difficult to replicate internally. By integrating tax planning
and compliance into core business strategy, consultants enable organizations to
transform tax expertise into a source of sustained competitive advantage rather than a
mere compliance function. This supports the study’s finding that consultant-led tax
strategies contribute not only to compliance but also to value creation and long-term
business sustainability.

From a risk management perspective, the results are consistent with enterprise risk
management (ERM) theory, which emphasizes the holistic identification and mitigation of
risks across organizational domains (Fraser et al., 2024). The integration of tax risk into
ERM frameworks, as facilitated by management consultants, reflects a shift from
fragmented risk handling toward coordinated governance mechanisms. Prior research
demonstrates that firms adopting ERM practices exhibit improved financial performance
and reduced earnings volatility (Eastman et al, 2024; Hoyt & Liebenberg, 2011). The
study’s findings extend this theoretical insight by showing that tax risk management
when strategically embedded supports cash flow stability, revenue optimization, and
resilience amid regulatory uncertainty.

Institutional theory further explains the growing strategic importance of
management consultants in tax governance. According to this perspective, organizations
adapt their structures and practices in response to coercive, normative, and mimetic
pressures arising from regulatory authorities, professional standards, and peer behavior
(DiMaggio & Powell, 2000). The study’s findings demonstrate that consultants act as
institutional intermediaries who help firms conform to evolving tax regulations while
maintaining legitimacy in the eyes of stakeholders. This role is particularly evident in
contexts of regulatory complexity and emerging tax challenges, where uncertainty
heightens the need for credible external guidance (Yu et al., 2024).
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Moreover, stakeholder theory provides a valuable lens for interpreting the link
between consultant-led tax strategies and organizational legitimacy. Freeman (2015)
argues that firms must balance the interests of multiple stakeholders to sustain long-term
success. The findings show that transparent, risk-aware tax strategies supported by
management consultants enhance trust among regulators, investors, and the public,
mitigating reputational risks associated with aggressive tax behavior. This aligns with
empirical evidence suggesting that responsible tax practices are increasingly viewed as a
component of environmental, social, and governance (ESG) performance (Bilicka et al,
2025; Krieg & Li, 2021).

The synthesis of empirical findings and theoretical perspectives underscores a
reconceptualization of tax management as a strategic governance function shaped by
external expertise. Management consultants bridge strategy, risk management, and
institutional compliance, enabling firms to navigate regulatory complexity while creating
sustainable value. This discussion contributes theoretically by integrating RBV, ERM,
institutional, and stakeholder theories into the tax management discourse, and practically
by highlighting how organizations can leverage strategic consulting to transform taxation
from a regulatory burden into a source of organizational resilience and competitive
advantage.

Fragmented Risk Consultant-led ERM
Handling

. Consultant-led ERM
Fragmented risk . .
ensures high strategic

h._amldllng Ia(?ks o< o integration and risk
strategic integration management
despite risk focus. 9 '

Strategic Tax Planning Basic Compliance

Strategic tax planning I:l:D:D = Basic compliance focuses

integrates tax into - .
on regulatory requirements
strategy but overlooks . -
risk with minimal strategy.

Figure 1 Strategic Integration of Tax Management

Figure 1 illustrates a conceptual framework that reframes tax management through
strategic consulting and risk-based governance. Visually, it emphasizes a paradigm shift
from a traditional, reactive approach to tax administration toward an integrated and
strategic model in which tax planning, tax compliance, and tax risk management are
embedded within enterprise risk management and corporate governance. Management
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consultants are positioned at the center of this framework as strategic intermediaries
who translate complex and evolving tax regulations into actionable business strategies.
The diagram conveys how effective tax management, when guided by consultants,
contributes not only to regulatory compliance but also to business performance,
sustainability, and organizational legitimacy by aligning fiscal decisions with long-term
value creation and stakeholder expectations.

4. Conclusions

This study demonstrates that management consultants play a strategic and
transformative role in contemporary tax planning and compliance. The findings reveal a
clear shift from the traditional view of consultants as technical advisors toward their
repositioning as strategic partners who integrate tax planning, compliance, and risk
management into core business decision-making. By embedding tax considerations within
enterprise risk management frameworks, corporate governance structures, and long-
term strategic planning, consultants help organizations proactively manage regulatory
complexity, enhance compliance quality, and align tax strategies with business
performance and sustainability objectives.

The discussion further highlights that these findings are theoretically supported by
the resource-based view, enterprise risk management theory, institutional theory, and
stakeholder theory. Management consultants function as valuable strategic resources,
institutional intermediaries, and governance enablers who translate complex tax
regulations into actionable managerial insights. Through risk-aware and transparent tax
strategies, consultant-led approaches contribute to value creation, revenue stability, and
organizational legitimacy in an era of heightened fiscal transparency and regulatory
scrutiny. This integration reframes taxation from a regulatory burden into a strategic
governance function that supports long-term competitiveness and resilience.

Despite its contributions, this study has several limitations. As a literature-based
qualitative synthesis, it does not include primary empirical data or quantitative testing of
causal relationships between consulting involvement and business performance
outcomes. Future research could address this limitation by employing empirical methods
such as surveys, interviews, or archival data analysis to examine the impact of
management consultants on tax performance across industries and jurisdictions. Further
studies may also explore comparative regulatory contexts, the role of digital tax
technologies, and the interaction between tax consulting and ESG performance to deepen
understanding of strategic tax governance in evolving global environments.
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