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SUBJECT: Changes to TAS Case Advocacy Timelines and Communications

This memorandum establishes updated timelines and a revised communication model
for cases worked in the Taxpayer Advocate Service’s (TAS) Case Advocacy function.
These changes are intended to provide clear guidelines for TAS employees and drive
responsive and transparent service to taxpayers.’

The revised policy introduces a standardized, event-driven communication model that
aligns taxpayer contacts with meaningful case activity. Employees will provide status
updates as case actions occur, ensuring that communications are timely, relevant, and
align with actual case progress.

The change establishes clear timeliness requirements and modifies the requirement
that taxpayer communications are attempted by phone in all instances. Employees will
now communicate with taxpayers based on the taxpayer’s preferred method of
communication (encrypted email, letter, or phone). Employees will remain responsible
for taking timely actions and appropriately documenting Phoenix for actions and
communications performed.

Assignment of Case and First Taxpayer Communication

The guidance in this memorandum changes the previous requirements of Initial Contact
Date (ICD) and Next Contact Date (NCD) discussed in IRM 13.1.18, Resolving TAS
Cases, and all associated procedures. For consistency and to enhance the taxpayer
experience, TAS will communicate with taxpayers based on activities impacting the
status of a case or the need to share information with the taxpayer during a case’s life
cycle.

! The term “taxpayer” refers collectively to individual and business taxpayers and their authorized representatives,
including congressional representatives when applicable.

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
and reports directly to Congress through the National Taxpayer Advocate.
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The first taxpayer communication on an accepted case will occur after the case has
been assigned to an employee in the local TAS office. There are five different scenarios
with different timeframes and methods of communication:

Urgent cases: These are cases where the Phoenix Priority field is set to Urgent
as discussed in IRM 13.1.16.7(3), Initial Contact During Intake. The assigned
employee will contact the taxpayer within three (3) workdays of case assignment.
During this communication they will share the same information covered in the
Case Assignment letter in addition to other information specific to the taxpayer’s
problem.

Congressional cases: The assigned employee will follow local processes for
communication based on the congressional office’s preferences. Communication
will occur within seven (7) workdays of case assignment. TAS will be updating
IRM 13.1.18, Initial Contact Completed by Case Advocates (CAs), to streamline
the requirements for this first contact and provide templates that can be used for
communications made by letter, email or IRS Congressional Portal
communications.

Non-Congressional Economic burden cases: A Phoenix generated Case
Assignment Letter will be issued to the taxpayer no later than seven (7) workdays
of case assignment. 2 The assigned employee does not need to perform this
action as it will be accomplished through automation and a mass mail process.

o The automated Case Assignment Letter will be implemented later this
year. Interim procedures on how to make the required communications
are discussed later in this document.

Non-Congressional Systemic burden cases: A Phoenix generated Case
Assignment Letter will be issued to the taxpayer no later than seven (7) workdays
of case assignment when the case was previously assigned to Special 4
inventory per IGM TAS-13-0924-0003, Interim Guidance on Centralization of
New TAS Non-Congressional Systemic Burden cases. The assigned employee
does not need to perform this action as it will be accomplished through
automation and a mass mail process.3

o The automated Case Assignment Letter will be implemented later this
year. Interim procedures on how to make the required communications
are discussed later in this document.

Cases Involving Criminal Investigation (Cl): Cases with Cl involvement (Issue
Code 950) will follow the contact procedures in IRM 13.1.10.9, Inquiries on Open
Cases with Criminal Investigation Involvement.

2 TAS will no longer issue mail merge letters for cases temporarily assigned to Special 6 before being assigned to
an employee as discussed in IGM TAS-13-1225-0004, Interim Guidance on Assignment and Distribution of Cases
to TAS Local Offices and TAS Case Transfer Guidelines.

3 Systemic burden cases not assigned to the Special 4 inventory will receive a Case Assignment Letter within seven
(7) business days of assignment.

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
and reports directly to Congress through the National Taxpayer Advocate.
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Plans are underway to deploy a new Phoenix generated Case Assignment Letter that
will serve as the first communication for most non-congressional cases, as discussed
above. Additional information about this new letter will be provided once it is available in
Phoenix.

Advocacy Plan

Once a case has been assigned, the employee will review the case, complete the initial
actions, and request any needed information or documentation from the taxpayer or
internal sources as discussed in IRM 13.1.18, Resolving TAS Cases. Also, if sufficient
information is available, the assigned advocate will send an Operations Assistance
Request (OAR) to begin the process of case resolution per IRM 13.1.19, Advocating
With Operations Assistance Requests (OARs).or, when applicable, a Taxpayer
Assistance Order per IRM 13.1.20, TAS Taxpayer Assistance Orders (TAOs). The
employee will perform these actions within the following timeframes:

« Urgent cases: Within three (3) workdays of assignment.
o All other cases: Within seven (7) workdays of assignment.

The completion of these initial actions will require the first status update by the
employee to the taxpayer. Guidance below states what should be included in the first
status update and subsequent status updates.

Communication with Taxpayers and Representatives

TAS will deliver timely, relevant status updates that directly align with case updates and
actual case progress as actions occur. TAS will no longer use pre-scheduled NCDs to
manage customer communications and expectations.

Key elements of this model include:

o Using the customer’s preferred channel of communication for status updates
(encrypted email, letter, phone). However, the employee can adjust if the
communication is more involved than a simple status update or if the taxpayer
requests a phone call. For example, if the taxpayer has questions or the
employee needs to explain a complex resolution or have a time-sensitive
request, the employee should use the phone.

e Inputting the taxpayer’s communication preferences (e.g., phone, encrypted
email, or letter) and contact information in Phoenix during the case intake
process and employees adhering to that preference whenever possible and
appropriate to effective taxpayer communications.

e Providing clear expectations for the taxpayer regarding how and when TAS will
provide status updates on their case.

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
and reports directly to Congress through the National Taxpayer Advocate.
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o TAS will continue to follow procedures for the use of encrypted email in IRM
13.1.6, Email Guidance.

e TAS will continue to follow the Disclosure requirements discussed in IRM_
13.1.18, Disclosure Issues and Taxpayer Authentication, IRM 13.1.16,
Disclosure, and its subordinate sections, IRM 13.1.8, Disclosure, for
congressional cases, and IRM 13.1.23, General Disclosure Rules.

o When encrypted email is the taxpayer’s preferred communication method
an employee will first attempt to speak with the taxpayer via Phone to
perform disclosure verification and confirm the taxpayer’s email address.
Once disclosure verification has been completed, the employee will send
a test email to the taxpayer, using the template provided; to validate they
are using the correct email address to prevent inadvertent disclosure.
Once a verification response is received from the taxpayer, the employee
will send future communications to the taxpayer via encrypted email.

o If an employee is unable to reach the taxpayer by phone to perform
disclosure verification prior to using email, they can send the taxpayer a
short, encrypted email asking the taxpayer to call the employee so
disclosure verification can be performed. No Personal Identifiable
Information (PIl) or Federal Tax Information (FTI) will be included in this
encrypted email. The employee will communicate with the taxpayer using
mail until disclosure verification can be completed.

Exception: When the taxpayer’s preferred method of contact is unknown, the default
communication performed by employees will be via phone (followed by letter if
unable to reach the taxpayer) until the employee has an opportunity to confirm the
taxpayer’s preferred method of contact and update Phoenix.

Employees will be required to:

¢ Include their work email address on all written and email correspondence to
taxpayers; and

e Send encrypted emails to taxpayers if it is the taxpayer’s preferred method of
communication. TAS will continue to follow procedures for the use of encrypted
email in IRM 13.1.6, Email Guidance

Note: Employees or managers concerned about including their full name and IRS
email address when communicating with taxpayers may request an IRS Pseudonym
by following the procedures in IRM 10.5.7 4.

Initial Contact During the Transition Period to New Case Assignment Letter

As discussed above, the new Phoenix automated Case Assignment letter will be in
production later this year. In the meantime, TAS will transition to this new process by
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modifying the current Initial Contact process and timeframes. During this transition
period the Initial Contact will occur within the same timeframes as Initial Actions:

o Urgent cases: Within three (3) workdays of assignment.
o All other cases: Within seven (7) workdays of assignment.

Whenever possible, this contact will be made using the taxpayer’s preferred method of
communication. Once the new Case Assignment Letter is placed into production
employees will no longer be required to perform an Initial Contact for cases where a
Case Assignment letter was issued.

Reminder: This letter will not be sent on Congressional cases, cases with the priority
listed as Urgent in Phoenix, or cases involving Criminal Investigation. Employees will
still need to perform the First Status Update (formerly Initial Contact) on these cases,
but these requirements will be streamlined so they are consistent with the information
shared in the Case Assignment Letter.

During the transition period, once an Initial Contact and any Initial Actions have been
completed employees will then follow the Ongoing Status Update procedures discussed
below.

First Status Update

The first status update occurs upon the completion of initial actions. This update will
provide:

Summary of actions taken (e.g., OAR sent, collection hold, etc.);

Description of additional information or documentation required,;

Estimated completion date.

Timeframe for the next update; and

The employee’s contact information for the taxpayer to ask questions or request
clarification.

The goal of the status update is to provide a brief, meaningful update on the status of
the case and what the taxpayer should expect next. It does not have to be a lengthy
letter or phone conversation and should be conducted using the taxpayer’s preferred
method of communication. Employees will be provided with communication templates to
assist with these communications.

All status updates must include the employee’s contact information so the taxpayer can
ask questions or request clarification. Employees are required to respond to taxpayer
inquiries within three (3) workdays of receipt; however, if a taxpayer contacts an
employee multiple times within a 3-day period, a single response may address multiple

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
and reports directly to Congress through the National Taxpayer Advocate.
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communications from the taxpayer. When an employee responds to a taxpayer’s
question(s) or request for discussion, the employee should provide the requested
information or schedule a time for a phone conversation with the taxpayer. This timing
and level of response requires judgment and discretion, with the end result of being
responsive to taxpayers.

Note: During the transition period to the new Case Assignment Letter, the Initial
Contact will satisfy the requirement for the First Status Update.

Ongoing Status Updates

Once the first status update has been provided to the taxpayer, the employee will
provide additional status updates within three (3) workdays of the completion of key
case events or employee actions. Although 3 workdays are allowed to complete the
status update, the best practice is to perform all the necessary actions on the case,
including the status update, at the same time.

If multiple key case events or employee actions occur within seven (7) workdays of
each other (from first action occurring to the completion of the last), then only one
combined status update to the taxpayer should be performed within 3 workdays of the
last-in-time event. The status update will provide a brief summary of all the actions
taken, what the taxpayer can expect to happen next, and when the next status update
will occur.

Examples of key case events or employee actions include, but are not limited to:

e Employee receives documents or additional information provided by the
taxpayer.

¢ Employee sends an OAR, Taxpayer Assistance Orders (TAO), or manual refund
request to the IRS.

e Employee receives an IRS response to an OAR or TAO that will have a negative
impact on the taxpayer, such as the denial of credit claimed, return being
selected for Examination, disagreement with TAS proposed actions, etc.

e Employee receives an IRS response to an OAR, TAO, or manual refund request
where the IRS agreed to perform the requested action(s).

o It may be possible to do a combined status update if the associated
account adjustments or other transactions are expected to post to the
taxpayer’s account within the next seven (7) workdays of the receipt of the
IRS response.

e Employee has a Task to review IDRS and identifies that account adjustments or
other transactions posted to the taxpayer’s account.

e Employee exercises TAS Delegations of Authority to make an adjustment to the
taxpayer’s account.

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
and reports directly to Congress through the National Taxpayer Advocate.
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o It may be possible to do a combined status update if the associated
account adjustments are expected to post to the taxpayer’s account within
the next seven (7) workdays of the employee exercising their delegated
authority.

o Employee refers the case to the Internal Technical Advisor Program (ITAP) for
technical advocacy guidance.

e Employee contacts third-party sources (e.g., banks, employers, other IRS units)
to request information.

e Manager reassigns the case to a different employee.

¢ Employee uses their professional judgement and determines the taxpayer would
want a status update based on the facts of the case and taxpayer circumstances.

If the taxpayer or their representative states that they do not want status updates and/or
will be unavailable for a period of time and requests not to receive status updates during
that time, the employee should document the taxpayer’s request, including the date of
the request and the specific language the taxpayer used. The employee should honor
the taxpayer’s request so long as it is appropriately documented.

Note: Employees are required to communicate status updates when more
information is needed from a taxpayer, when a case has reached resolution,
and/or if a case has gone 60 days without any events taking place.

Status updates will be used to make closing contacts with taxpayers based on their
preferred method of communication. These contacts will follow the requirements in IRM
13.1.21, Closing TAS Cases, so the content of the communication may be longer than a
regular status update.

Timeframes for Status Update and Phoenix

The timeframe for the next status update that is communicated to the taxpayer should
reflect a reasonable amount of time for the pending actions to be completed plus three
or four additional workdays for any unanticipated delays. However, the timeframe
communicated to the taxpayer in the status update is not a scheduled next contact
date, nor will it be entered in the Next Contact Date field in Phoenix on non-
congressional cases. Rather the due date of the next status update will be based on
when the pending action is completed, which should, generally, occur before the
timeframe provided to the taxpayer.

Example: Employee issues an OAR to the IRS requesting the release of a
refund hold with an OAR requested completion date of 3 weeks. In the status
update communicated to the taxpayer the employee provides a timeframe for the
next update of 3 72 weeks (3 weeks for the OAR to be completed plus 3
additional days). The IRS returns the completed OAR within 2 weeks. The next

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
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status update is due no later than 3 workdays after the employee receives the
completed OAR from the IRS. Not the end of the 3 2 week timeframe shared
with the taxpayer in the last communication.

The employee does not have to wait 3 workdays from receiving the completed
OAR to perform a status update. They can provide a status update when they
receive the completed OAR.

However, if they anticipate other actions occurring within the next 7 workdays
from the date the OAR was returned by the IRS, such as the associated
transactions posting in IDRS, they can wait and provide a combined status
update as long as the combined events occur within 7 workdays of each other
and they provide the status update no later than 3 workdays from the last-in-time
event.

If the second event does not happen as anticipated but the employee
documented that they planned to provide a combined status update and provide
the update for the first event on the 7" day, the update will be considered timely.
Providing a combined status update is optional, and employees will use their
professional judgement based on the facts and circumstances of the case and
the taxpayer’s situation in determining how the taxpayer would want to be
updated.

TAS employees will no longer use the Next Contact Date field in Phoenix on non-
congressional cases, as the due date to provide status updates to taxpayers will now be
tied to the completion date for key events or employee actions on a case, not
predetermined contact dates.

Note: TAS employees will enter the next anticipated date for a status update that
was communicated to the Congressional office in the Phoenix Next Contact Date
field as this information is also displayed for the case in the IRS Congressional
Portal. However, the requirement for when a status update will occur is the same
as non-congressional cases.

If the advocacy actions will not be completed by the timeframe originally communicated
to the taxpayer. The employee will provide the taxpayer with a brief status update
explaining the action will not be completed within the timeframe previously
communicated, follow-up actions being taken, and provide an updated timeframe for
completion of the advocacy action. This approach ensures communications are directly
aligned with case progress and taxpayer needs.

Example: Employee issues an OAR to the IRS providing documentation
supporting the Earned Income Tax Credit claimed by the taxpayer and

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
and reports directly to Congress through the National Taxpayer Advocate.
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requesting the credit be allowed. The employee sets the requested completion
date on the OAR for 3 weeks. In the status update communicated to the taxpayer
the employee provides a timeframe for the next update of 3 72 weeks (3 weeks
for the OAR to be completed plus 3 additional days). The assigned IRS
employee contacts TAS and a new negotiated completion date is established for
6 weeks from the issue date of the OAR. This change will result in the OAR being
completed after the timeframe originally communicated to the taxpayer. The
employee must provide a status update to the taxpayer within 3 workdays of the
agreement to extend the completion date of the OAR, explaining that it will take
longer than was originally communicated to complete the action.

The maximum amount of time permitted between taxpayer status updates is 60
calendar days, however this should be rare. As discussed above, employees will take
advocacy actions to progress the case forward which will result in the requirement to
provide the taxpayer with corresponding status updates upon the completion of those
actions. Employees will not use the maximum timeframe for a contact as the default for
a status update to the taxpayer.

When a case involves complex actions that may take an extended period of time to
resolve (e.g. Examinations or Appeals) the employee may set a Task for a Follow Up
Action for the 60-day maximum to provide a status update to the taxpayer. However,
once a status update is provided, the 60-calendar day maximum time period for the next
communication with the taxpayer resets. In these instances, the status update should
be recorded in Phoenix as a Task with a type of Follow-Up Action and a Subject titled
“Status Update Maximum Time.”

A status update on the 60th day following the last communication with the taxpayer will
only occur when no advocacy activity or communication has occurred on the case since
the last update. This status update will explain why there has been no progress in their
case since the prior update and will reiterate the next expected action timeframe. Again,
this should be a rare occurrence because, generally, key events or employee actions
will occur before the 60-day maximum for a status update. This type of update should
only occur when the completion date for the action is more than 60-days out from the
most recent status update.

Example: Employee is waiting for an IRS decision on an OAR in a complex
examination case that is expected to take 4 months. The employee will set a
Task for Follow Up Action for the 60-day maximum for a status update to the
taxpayer. The Task associated with the requested completion date for the OAR
would be 4 months.

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
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Actions that Do Not Require a Status Update

Not every action that occurs in a case will require a status update to the taxpayer. If the
actions are solely administrative or do not have a significant impact on advocacy, a
status update is not required. These actions can be discussed, as applicable, along with
more significant actions in a future status update.

Examples of minor case actions that do not require a status update are:

e Extending a preexisting collection hold.

e Receiving files requested internally from the IRS.

e Conducting additional research — for example, searching Phoenix knowledge
articles, SERP Alerts, IRMs, or other resources.

e Updating case data fields in Phoenix (issue codes, case contacts, MFT/Tax
periods, etc.)

¢ Receiving an email from the IRS acknowledging receipt of an OAR or the
assignment of the OAR to an IRS employee.

¢ Reissuing an OAR that was rejected due to being misrouted, as long as the
reissuance occurs within three (3) workdays of the rejection date of the OAR.

e Resubmitting a Manual Refund Request as a result of a prior request’s rejection,
as long as the resubmitted Manual Refund is accepted within three (3) workdays
of the rejection date of the request.

Note: Resubmitting rejected OARs or Manual Refund Requests will require a status
update to the taxpayer if it prolongs resolution of the taxpayer’s problem and they
need to be made aware of this delay.

Pre-existing Cases

TAS will take a phased implementation approach to preexisting open cases. For these
cases, the employee will perform the pre-existing ICD or NCD as scheduled. During the
scheduled contact, the employee will explain to the taxpayer that TAS is changing how
case communications are performed and that they will be receiving status updates as
key events in their case occur. The employee can ask the taxpayer how they would
prefer to receive status updates going forward and offer encrypted email, voicemail, or
mail as options. The employee should reiterate with the taxpayer that we are still
available to talk on the phone if something needs a deeper discussion or if the taxpayer
has questions. The employee should document the taxpayer’'s communication
preference in Phoenix and, if the preference is email, ensure any email address is up to
date and that the box is checked showing the taxpayer gave permission to receive
emails.

The Office of the Taxpayer Advocate operates independently of any other Internal Revenue Service office
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Effect on Other Documents: TAS will incorporate this guidance into the next revision
of IRMs 13.1.6, Casework Communications, 13.1.11, Case and Inventory Management,
13.1.16, Receipt and Intake of TAS Cases, 13.1.18, Resolving TAS Cases, 13.1.20,
TAS Taxpayer Assistance Orders (TAOs), and 13.1.21, Closing TAS Cases.

If you have any questions, please contact Kelly L. McConnell, Deputy Executive

Director Case Advocacy, Intake and Technical Support at (208) 363-8845.
WWW.irs.gov

4 This document was prepared in part using Treasury ChatGPT.
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