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Executive Summary
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2025 Asia Pacific Tax & Tariff Complexity Survey
highlights a region navigating unprecedented volatility.

Global tax reforms, tariff uncertainty, digital reporting mandates, and shifting 
stakeholder expectations are converging to reshape enterprise strategy.

Cost, tax, and regulatory compliance are no longer back-office concerns.
They are now strategic catalysts.

52025 AP Tax & Tariff Complexity Survey Report

This 2025 report marks the fifth edition of Deloitte’s AP Tax Complexity Survey and expanded this year to 

include tariff dynamics. The survey collected insights from 363 senior executives and professionals across 

Asia Pacific from August 1 to September 21, 2025. 

©  2026 Deloitte Asia Pacific Services Limited.
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1. Pricing Adjustment 
The First Reflex, 
Not the Final Answer
26% of respondents use pricing adjustments as the primary short-
term response to tariff changes. To further examine the pattern of 
intercompany adjustments, 11% modified intercompany 
transaction details while 20% adjusted intercompany pricing to 
manage changes.

Q1How has your company primarily adapted to recent tariff changes? (N= 362)
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Pricing Adjustment Cash Flow Impact Strategic Alignment Operational Readiness

Q4Has your company modified (or considered modifying) aspects of its 
intercompany transactions in light of the tariffs: (N=278)
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This trend underscores a clear preference for agility over complexity. 
Pricing is fast, flexible, and operationally lightweight, making it the go-
to reflex, even if not the ultimate solution. It serves as a transitional 
lever. Prolonged reliance on price increases risks eroding 
competitiveness, especially in demand-constrained markets. As a 
result, businesses are using pricing as a buffer while they explore 
more resilient strategies, such as supplier diversification, nearshoring, 
and regionalized production. The strategic use of pricing is no longer 
just about passing on costs. It’s about buying time and create space 
to adapt, particularly when tax management cost and controversy 
cost are both on the rise.

Pricing adjustments remain the first line of defense, but businesses 
are increasingly using cost signals to trigger structural redesign, 
supplier diversification, and scenario planning.

Implications

72025 AP Tax & Tariff Complexity Survey Report©  2026 Deloitte Asia Pacific Services Limited.
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2. Cash Flow Impact 
Sensitivity as a Strategic 
Wake-up Call 

With another 42% capping their tolerance for tariff-
related cost increase at 40%, this rapid response 
threshold underscores how deeply cost pressures 
are reshaping strategic priorities. Viewed through 
the lens of a typical Pareto distribution, a clearer 
picture of today’s financial resilience emerges:  
Over 80% of companies reply on a revenue buffer 
within 40% of existing tariff-related costs to absorb 
the compounded effects of cost volatility. This low 
tolerance for cost shocks signals a fundamental 
shift: volatility is no longer a passive risk but a 
strategic catalyst. Businesses are increasingly 
treating cost triggers not as operational nuisances, 
but as imperatives for transformation.

Implications

41% would consider significant supply chain realignment 
even with cost increases below 20%.

Q2
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At what percentage increase in tariff-related costs would your company 
fundamentally realign your value chain? (N=299)

Pricing Adjustment Cash Flow Impact Strategic Alignment Operational Readiness
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Q3When adjusting your supply chain to 
combat tariff pressures, what is your 
top priority? (N=288)
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3. Strategic Alignment
The New Supply-Chain Priority

While cost-focused solutions have been favored as quick remedies, they 
are no longer the dominant lens for supply chain adjustments. Only 16% 
of respondents now prioritize the lowest-cost provider. In today’s 
fragmented regulatory and geopolitical landscape, alignment with one’s 
long-term goals is not enough—alignment now spans cross-functional 
teams, supply chain ecosystems, and cross-border regulatory 
engagement, forming the connective tissue of enterprise resilience.

Nearly 70% of the respondents prioritize strategic alignment or 
reliability over lowest cost in supply chain decisions.

Implications

Pricing Adjustment

Pricing Adjustment Cash Flow Impact Strategic Alignment Operational Readiness
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Q8Which factor poses the greatest challenge to your organization's 
tax operation efficiency? (N=249)
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4. Operational Readiness 
Tax Transformation to Close the Gap

Implications

Digital enablement is rapidly transforming 
both tax authorities and taxpayers. 
Modernized infrastructure enhance precision 
in risk identification and enforcement, 
particularly in complex arrangements. This 
elevates the need for upstream data accuracy 
and tax-sanitized information at the source. 
Standardization and automation are becoming 
foundational to improving data quality, 
strengthening compliance and enhancing 
competitiveness. As a result, tax-related 
operating model transformation is rising 
rapidly on C-suite agendas. 

Beyond macro volatility, the most immediate challenges stem from 
internal constraints. Insufficient processes, limited data 
capabilities, skill gaps and workforce downsizing account for 51% 
of the operational challenges identified. 

Pricing Adjustment Cash Flow Impact Strategic Alignment Operational Readiness
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Cost Signals (Findings 1 & 2)

Pricing and cash flow sensitivity as 
catalysts for change

Alignment (Finding 3)

Supply chain and stakeholder 
ecosystems as connective resilience

Together, these findings inform the Strategic Response Compass for 
leaders navigating the complexity. The compass orients decisions 
around three critical pillars: Cost Signals (pricing and cash flow 
sensitivity as catalysts for change), Alignment (supply chain and 
stakeholder ecosystems as connective resilience), and Enablement 
(digital and operational readiness as engines of transformation). Agility 
and resilience remain essential, and in this context, they materialize 
through these three capabilities. The call to action is clear: treat cost 
signals as early warnings, align ecosystems beyond cost, and embed 
digital enablement at the core. Organizations that act on these 
imperatives will not only withstand uncertainties but will transform 
volatility into foresight, momentum, and lasting competitive advantage.

The Strategic 
Response Compass

Enablement (Finding 4)

Digital and operational readiness 
as engines of transformation
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Methodology
The survey gathered perspectives from 363 senior executives 
and professionals across the Asia Pacific region during the 
period from August 1 to September 21, 2025. Respondents 
represented a broad cross-section of markets, including mainly 
Australia, China, Hong Kong, India, Indonesia, Japan, Malaysia, 
Myanmar, New Zealand, the Philippines, Singapore, South Korea, 
Taiwan, Thailand, and Vietnam. Their diverse industry 
backgrounds provided a rich and multifaceted view of the current 
business landscape. A detailed demographic profile of 
participants is presented in the section beginning on Page 38.

Respondents were recruited through a dual-channel approach: 
formal email invitations to qualified individuals within our existing 
client network, complemented by open access via LinkedIn to 
broaden participation and reflect real-world market dynamics. 
Inputs from individuals outside the target population, such as 
those from academia, were acknowledged but excluded from the 
analytical dataset to preserve the integrity and focus of the study.
Data was collected through an online questionnaire, designed to 

offer a concise and intuitive experience aligned with 
contemporary digital engagement patterns. The survey structure 
emphasized clarity and efficiency, enabling respondents to 
provide thoughtful input within a streamlined format.

Our analysis integrates quantitative survey results with 
qualitative insights derived from client interactions, market 
observations, and concurrent Deloitte research. This blended 
approach enables us to interpret the data within a broader 
strategic context, highlight the forces shaping the region’s 
business landscape, and surface the strategic considerations 
that leaders will need to navigate in an increasingly complex 
environment.

132025 AP Tax & Tariff Complexity Survey Report©  2026 Deloitte Asia Pacific Services Limited.
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Key Findings & Analysis
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To deepen the insights introduced in the Executive Summary, this 
chapter unpacks the survey results through three themes— 
the pursuit of stability, heightened cost sensitivity, and the elevation 
of resilience and agility, capturing direct responses from the survey 
participants. 

This structure ensures a coherent narrative from high level insights to 
detailed analysis, guiding readers through both the “What” and the 
“Why” behind this year’s results.

©  2026 Deloitte Asia Pacific Services Limited.
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I. Pursuit of 
Stability Becomes
New Priority

Looking back upon the past three Asia Pacific Tax 
Complexity Surveys¹, we asked respondents to rank the 
importance of three dimensions—predictability of tax law 
developments, complexity of tax laws, and consistency in 
tax law interpretation and enforcement—in relation to 
business decision-making. These survey results consistently 
show that predictability and consistency have been 
perceived by respondents as the two most important 
considerations. In this year’s survey, respondents were also 
invited to assess how the geopolitical environment is 
affecting taxes and tariffs for their businesses. While no 
single concern dominated, 34% of respondents identified 
uncertainty as their primary challenge, ranking highest 
among all factors. This highlights the strain today’s 
geopolitical environment places on businesses and 
reinforces that achieving greater certainty remains their 
foremost priority.

Q6What areas concern you the most about the geopolitical environment on taxes and 
tariffs and the impact it may have on your business? (N= 258)
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Others (please specify):
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Count Percentage
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III.
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1. Deloitte, “Risk, uncertainty and opportunity in a changing tax landscape—2014 Asia Pacific Tax 
Complexity Survey”, 2014；Deloitte, “ Shifting sands: risk and reform in uncertain times—2017 Asia 
Pacific Tax Complexity Survey”, 2017；Deloitte, “2021 Asia Pacific Tax Complexity Survey”, 2021



172025 AP Tax & Tariff Complexity Survey Report©  2026 Deloitte Asia Pacific Services Limited.

Pursuit Of Stability 
Becomes
New Priority

Stacking Tariffs & Retaliatory Tariffs1.

In recent years, businesses’ concerns about uncertainty have gradually 
shifted from the unpredictability of how specific tax policy is designed and 
implemented within individual jurisdictions where they operate, to broader 
uncertainties surrounding the evolving international economic, political, 
and tax environment. Since February 2025, the U.S. administration has 
proposed to implement multiple rounds of aggressive tariff hikes, affecting 
nearly all regions with Asia Pacific bearing a significant portion of the 
pressure and covering a wide range of goods imported into the United 
States. In response to these risks, major economies including the EU, 
Canada and China have swiftly introduced various countermeasures, such 
as imposing retaliatory tariffs, export controls, and anti-circumvention 
investigations—measures extending beyond tariff actions. Some of these 
measures have been suspended or withdrawn following negotiations, while 
others remain in effect. The speed, scope, and magnitude of these policy 

shifts are arguably unprecedented. However, the very foundations of the 
organization’s long-standing norms and expectations have been 
undermined by these developments. Consequently, 45% indicated it is too 
uncertain to predict how trade policies will evolve over the next 12–24 
months. Among those who did offer their anticipation, the majority believe 
that rising tariffs represent an irreversible trend, with only 11% of total 
respondents expecting tariff rates to decrease or rollback—reflecting a 
cautious and largely pessimistic outlook on the trade policy. These findings 
underscore a paradox—while companies crave predictability, the very 
interactions among jurisdictions and their authorities have often amplified 
volatility, creating overlapping rules, sudden tariff shifts, and fragmented 
compliance obligations.

I.

I.
II.

II.
III.

III.
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Q5How does your company anticipate 
trade policies will evolve over the next 
12-24 months? (N=269)
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This uncertainty about policy evolving direction is also 
shaping business’s attitudes toward taking responsive 
actions. We observe that, when confronted with recent 
tariff changes, over 4 in 10 respondents (41%) have not 
yet made any significant operational changes—an 
intriguing finding. In Deloitte’s 2025 Global Tax Policy 
Survey, only 4% of respondents stated they would take 
no action in response to increased tariffs or new non-
tariff barriers to trade². Despite the two surveys being 
conducted less than a year apart, the shift in responses 
appears strikingly divergent. We hypothesize that the 
frequent and far-reaching tariff policy shifts led by the 
U.S., and the resulting global wave of retaliatory 
measures, have eroded companies’ ability to project 
the short-term developments in global trade policy. As 
rapid policy change becomes the new norm and the 
direction of future shifts grows increasingly 
unpredictable, businesses have adopted a more 
cautious stance toward making structural adjustments. 
Instead, they are favoring low-cost responses—such as 
price adjustments as the quick reaction (as discussed 
in Executive Summary on page 7)—or maintaining the 
status quo to manage the volatile and disorderly shifts 
in the international trade environment.

Once the direction of global trade policy’s development 
becomes clearer and more stable, businesses must 
move beyond reactive adjustments and embed agility 
into their supply chains through integrated scenario 
planning and cross-functional collaboration aligned 
with long-term strategic objectives, so that to adapt to 
the new policy landscape and restore a new dynamic 
equilibrium. Tax and tariffs impact would not be the sole 
consideration for such scenario planning, but could be 
a key driver especially in a cross-border merger 
scenario.

How has your company primarily adapted to 
recent tariff changes? (N=362)

I.

I.
II.

II.
III.

III.
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2. Deloitte, “2025 Global Tax Policy Survey | Deloitte”, 2025

https://www.deloitte.com/global/en/services/tax/research/2025-global-tax-policy-survey.html


Pursuit Of Stability 
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Another layer of uncertainty facing businesses stems from the rising tax 
controversy issues. According to an OECD report published in 
September 2025, “High levels of debt coupled with significant emerging 
spending needs relating to climate change, ageing and, in some 
countries, increased defence spending, has meant that jurisdictions of 
all income levels have adopted strategies to mobilise more revenues”3 
Pressure on local governments to increase fiscal revenues is, to some 
extent, contributing to a more stringent tax administration environment. 
It is therefore not surprising that in this year’s survey, nearly half of the 
respondents identified a volatile regulatory environment as the greatest 
challenge affecting their operation efficiency.

Tax controversy is emerging as a high-impact, low-frequency cost that 
businesses can no longer afford to ignore. While disputes may not occur 
often, their consequences-substantial liabilities, reputational damage, 
and credit rating implications—can be significant. The survey shows that 
35% cite arrangements lacking economic substance as a top 
controversy risk, closely followed by misapplication of tax rules at 33%.

Controversy on the Rise 

In cases of tax controversies, your company is mostly challenged on: 
(N=255)
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2.

3.OECD, “Tax Policy Reforms 2025 OECD and Selected Partner Economies”, September 11, 2025
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Our regional practice echoes the feedback from the marketplace. Whether its tariffs introduced 
into an already volatile global landscape, tax policy development lagging behind the pace of 
economic innovation, or advanced digital technologies driving greater transparency, controversy 
is becoming increasingly complex. Tax audits are more sophisticated, and while scrutiny has 
intensified, so too has the opportunity for dialogue and negotiation between taxpayers and 
authorities. 

In China, for example, tax authorities have taken steps to enhance certainty on tax compliance 
and consistency on tax treatment by issuing illustrative Q&As to clarify regulation provision, 
publishing regionally aligned administrative discretionary benchmarks for tax penalties, and 
piloting advance tax rulings in several cities. These initiatives have helped improve predictability 
and consistency in tax treatment. At the same time, tax authorities are increasingly focusing on 
leveraging digital tools to collect and analyze vast amounts of tax and non-tax data submitted by 
taxpayers through various government reporting channels. 

Companies can consider leveraging mechanisms such as advance pricing arrangements, 
advance tax rulings and proactively communicating with tax authorities supported by tax 

advisors before implementing complicated transactions. These mechanisms can help mitigate, 
to some extent, the risk of future tax controversies, but they do not resolve all issues. 
Maintaining comprehensive supporting documentation is a critical prerequisite for tax defense, 
and digital tools can enhance the efficiency of record-keeping. However, this year’s survey also 
found that almost 1 in every 4 respondents cited lack of supporting documentation as their 
greatest challenge in tax controversies.

This gap often stems from legacy processes and historical transactions predating widespread 
digital adoption. Moreover, while digital tools excel at capturing standardized data across 
routine operations, they are still evolving to support the deeper analytical narratives often 
required in complex tax defences. As businesses continue to digitize their operations, the next 
frontier lies in integrating technology not just for compliance, but for strategic insight to bridge 
the gap between data and defensibility, such as to strengthen their documentation practices by 
leveraging advanced digital solutions that capture not only transactional data but also the 
underlying business rationale, ensuring greater consistency, traceability, and audit readiness in 
the face of increasing tax scrutiny. 

I.

I.
II.

II.
III.

III.
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Pursuit Of Stability 
Becomes
New Priority

Over the past decade, international tax reform led by the G20 and OECD has 
continued to evolve, transitioning from BEPS 1.0 into the BEPS 2.0 era. The rapid 
development of the digital economy has disrupted the existing international tax 
framework, which was originally designed for traditional economic models. In 
response to the tax challenges arising from digitalization, great efforts around the 
world eventually gave way to multilateral negotiations aimed at establishing globally 
agreed rules for taxing the digital economy, with the consensus on the Two-Pillar 
Solution achieved in 2021.

Despite the continuous advancement of international tax reform, business concerns 
over uncertainty have not diminished. In the 2021 Asia Pacific Tax Complexity Survey 4, 
we examined businesses’ expectations regarding the impact of Pillar Two rules on 
overall business competitiveness. At that time, as the Pillar Two framework was still 
in its early design phase, respondents’ views were almost evenly split between 

positive, negative, and neutral impacts. In recent years, an increasing number of 
jurisdictions—including Japan, South Korea, Vietnam, Singapore, and Hong Kong SAR 
in the Asia-Pacific region—have formally incorporated Pillar Two rules, including the 
GloBE rules (IIR and UTPR) and the Qualified Domestic Minimum Top-up Tax (QDMTT), 
into their domestic legislation. According to latest OECD data, more than 65 
jurisdictions have already implemented or taken concrete steps to implement the 
GloBE Rules or a QDMTT 5. 

In this year’s survey, we revisited businesses’ view on the prospects of global 
implementation of Pillar Two rules (excluding the United States). Surprisingly, even as 
Pillar Two has moved to practical implementation stage, more than half of 
respondents remain skeptical about its global rollout. Fewer than 20% of 
respondents express confidence that Pillar Two will be eventually implemented 
worldwide.

3. Advancement of Global Tax Reform

4. Deloitte,  “2021 Asia Pacific Tax Complexity Survey”, 2021
5. OECD, “OECD Secretary-General Tax Report to G20 Leaders (G20 South Africa, November 2025) | OECD “, November 22, 2025
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Two key factors contribute to this skepticism. First, the Pillar Two framework is inherently complex, 
and a lack of clarity or understanding on the rules among business decision-makers amplifies 
concerns about implementation challenges. Second, the global rollout of Pillar Two relies heavily 
on coordinated action across jurisdictions. However, countries have differing domestic tax policy 
priorities and may not implement the rules at the same pace or with the same level of 
commitment. Respondents’ attitudes reflect a lack of confidence that jurisdictions will act in a 
harmonized and consistent manner. 

Taking into account both the need to boost tax revenues and the imperative to maintain national 
competitiveness in attracting foreign investment, some jurisdictions—particularly developing 
economies are inclined to adopt a cautious approach by prioritizing the implementation of the 
QDMTT to ensure they can collect top-up taxes within their own jurisdiction first. As a result, it is 
not surprising that 27% of respondents in this year’s survey indicated that the implementation of 

Pillar Two rules will effectively become global compliance of domestic minimum tax. This reflects 
a growing recognition that, in the absence of coordinated global enforcement of GloBE rules, 
domestic minimum top-up taxes may become the primary—and most immediate—compliance 
requirement for multinational enterprises operating in jurisdictions that have enacted or are 
advancing QDMTT legislation. 

Therefore, for large MNEs, the phased implementation of Pillar Two rules across jurisdictions will 
not only increase group’s overall tax costs but also necessitate greater attention to the rising 
complexity of tax management. The cost of navigating this complexity, both in terms of systems 
and talents, is now a core consideration in tax strategy. This calls for cross-departmental and 
cross-regional collaboration within the group. Digital solutions can serve as an effective enabler, 
helping companies monitor the latest tax regulatory developments and enhance the efficiency of 
tax-related data processing.
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II. Businesses
Are More Sensitive
to Cost Than Ever

In today’s volatile trade and regulatory environment, cost sensitivity has evolved from a financial metric into a 
strategic reflex. Businesses are no longer treating cost as a static input to be optimized, but as a dynamic signal 
that triggers structural decisions, operational redesign, and cross-functional coordination. This year’s survey 
reveals that organizations across the region are recalibrating their approach to cost with tax playing a more 
prominent role throughout the process, particularly in how they manage pricing, tax operations, controversy 
risk, and cash flow exposure.

Pricing Adjustment 
The First Reflex, Not the Final Answer
Pricing remains the most immediate lever businesses pull in response to tariff-
driven cost shocks. By mid September 2025, 41% of the respondents remained no 
major changes. However, 26% identified pricing adjustments as their primary 
short-term response, twice the proportion who turned to alternative sourcing 
strategies (13%), while only 6% have chosen to absorb the costs internally. This 
trend is further supported by Deloitte’s 2025 Global Tax Policy Survey: while 
businesses responses to increased tariffs or new non-tariff barriers to trade 
remain diverse and no single response option was favored by a majority, 29% of 

respondents opted to raise prices, and nearly equal proportions indicated plans 
to relocate production bases (16%) or reconfigure export market strategies (16%)6.

When asked about modifying intercompany pricing, 31% of the respondents have 
made a deliberate decision not to change, while another 38% have yet to take any 
action. Among those who did respond, nearly two-thirds opted to adjust 
intercompany pricing, compared to one-third who chose to take a deeper dive to 
examine the underlying transaction structures.
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Q1 Q4How has your company primarily adapted to 
recent tariff changes? (N=362)

Has your company modified (or considered modifying) aspects 
of its intercompany transactions in light of the tariffs: (N=278)
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This trend underscores a clear preference for agility over complexity. Pricing is fast, flexible, and 
operationally lightweight, making it the go-to reflex, even if not the ultimate solution. It serves as a 
transitional lever. Prolonged reliance on price increases risks eroding competitiveness, especially in 
demand-constrained markets. As a result, businesses are using pricing as a buffer while they explore 
more resilient strategies, such as supplier diversification, nearshoring, and regionalized production. 
The strategic use of pricing is no longer just about passing on costs. It’s about buying time and 
creating space to adapt. In response, internal adjustments among related parties are one of the 
common measures adopted by businesses to contain the overall business impact of supply chain 
restructurings. Adjustments to the fundamental aspects of related-party transactions—including 

changes to counterparties and non-price elements of cross-border arrangements—involve 
significant tax, legal, and operational complexities, which ultimately feed into the final transaction 
pricing. While tax and tariffs cost pressures may drive companies to adjust intercompany 
arrangements and corresponding pricing methodology, transfer pricing changes should not be solely 
aimed at reducing or passing costs. Instead, companies should conduct a comprehensive review of 
the overall transaction structure, clearly delineate the functions and risks assumed by each related 
entity across the value chain, and determine the appropriate arm’s-length compensation accordingly. 
This has become even more fundamental to synergy evaluation in deal scenarios.
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Businesses
Are More Sensitive
To Cost Than Ever

Cost sensitivity now extends far beyond tariffs and tax liabilities. The administrative 
and operational costs of managing tax and customs compliance have surged, 
driven by regulatory complexity, digital reporting obligations, and the 
implementation of global tax reforms like Pillar Two. Businesses are investing in 
digital tools, shared service centers, and centralized tax operating models 
(insourced and outsourced) to contain these rising costs.

The shift is both reactive and strategic. On one hand, companies are responding to 
immediate pressures such as the need to monitor evolving tariffs, manage supplier 
qualifications, and comply with new registration and filing requirements. On the 
other, they are reengineering their tax functions to operate as lean, digitally 
enabled service hubs. According to Deloitte’s 2025 Asia-Pacific CFO Survey, 78% 
of respondents plan to embed more automation while 33% are expanding shared 
service centers7. 

In this year’s survey, we further explored business perceptions of tax operation 
efficiency. Interestingly, respondents are almost evenly split between attributing 

the biggest challenges to external factors—such as volatile regulatory 
environments—and internal operational constraints. When examining the internal 
challenges in detail, only 6% identified headcount reductions as the greatest 
impediment to tax operation efficiency. This reflects a growing reliance on digital 
tools to automate routine, labor-intensive tax processes—such as tax compliance 
and bookkeeping—reducing dependency on manual effort. These moves are not 
just about efficiency. They are about freeing up tax professionals to focus on 
strategic planning, scenario modeling, and cross-border structuring—shifting the 
tax function from a compliance-centric role to a strategic business partner. 

However, execution gaps persist. 22% of survey respondents cited lack of 
standardization and automation in internal processes, along with another 14% 
highlighted insufficient data processing capabilities and 9% on insufficient digital 
skills, depicting the primary bottlenecks in meeting evolving digital reporting 
requirements. These challenges are particularly acute in multinational 
environments where divergent jurisdictional requirements collide.

Tax Management Cost 
From Compliance Burden to Strategic Investment 
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Q8
Digital governance is accelerating and increasingly 
shaping the way business operate. As tax authorities 
raise the bar, companies are finding that traditional 
approaches to compliance may no longer suffice. 
Responding effectively requires more than just meeting 
obligations. It calls for building resilience and agility.

For many organizations, this means exploring scalable, 
interoperable tax technologies that can adapt to 
evolving global standards. While the path forward may 
vary by jurisdiction and maturity level, the direction is 
clear: digital readiness is becoming a key enabler of 
both compliance and competitiveness. Therefore, 
companies are advised, with no delay, to recognize the 
strategic importance of investing in digital 
infrastructure—not only to control internal tax 
management costs but also to meet evolving external 
regulatory demands. Effectively integrating digital 
technologies with business, financial, and tax 
requirements will remain a critical long-term 
consideration.

Which factor poses the greatest 
challenge to your organization's tax 
operation efficiency? (N=249)
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Businesses
Are More Sensitive
To Cost Than Ever

Q2

Perhaps the most telling indicator of heightened cost 
sensitivity is how quickly businesses are willing to act. 
Based on this survey, 41% of respondents would consider a 
fundamental supply chain realignment even with tariff-
related costs increases below 20%, while another 42% 
would act when those rise between 21% and 40%. This 
rapid response threshold underscores how deeply cost 
pressures are reshaping strategic priorities.

When viewed through the lens of a typical Pareto 
distribution, we can broadly assess the financial resilience 
of businesses today. Over 80% of companies rely on a 
revenue buffer within 40% of existing tariff-related costs to 
absorb the compounded effects of cost volatility. Fewer 
than 20% sit in the "head" of the curve with greater revenue 
flexibility. But even within this group, the distribution 
remains fragmented, following the same Pareto dynamics.

This low tolerance for cost shocks signals a fundamental 
shift: volatility is no longer a passive risk but a strategic 
catalyst. Businesses are increasingly treating cost triggers 
not as operational nuisances, but as imperatives for 
transformation leading them to consider acquiring targets 
that can expedite such transformation.

Cash Flow Impact 
Sensitivity as a Strategic 
Wake-up Call 
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This sensitivity is not confined to low-margin sectors. It spans 
industries from automotive and chemicals to technology and 
financial services. The need to transition to cost-competitive, 
compliant, and reliable suppliers—while managing evolving 
regulatory requirements—has placed new pressure on 
operational budgets and liquidity planning. In the context of Pillar 
Two, the potential reallocation of tax cost among jurisdictions 
has further complicated cash flow forecasting.

The other side of the Pareto curve is also noteworthy with 2% of 
the participants indicating they would act only when the impact 
exceeds an 80% increase. On one hand, it reflects a small cohort 
of highly resilient players with high revenue margin to absorb 
significant shocks. On the other, our market experience 

highlights a niche group with sophisticated, deeply entrenched 
supply chains which are so mature that fundamentally 
reconfiguring them would be prohibitively costly. As a result, 
these companies often turn to alternative solutions. While such 
options carry their own price tags, they are, in relative terms ,far 
more economical than undertaking full-scale supply chain re-
engineering. 

To manage this, businesses are turning to scenario planning and 
supply chain resilience strategies. By modeling different tariffs 
and tax outcomes, they can proactively adjust sourcing, pricing, 
and structuring decisions. This is not just about protecting 
margins. It’s about preserving agility in a world where cost is both 
a constraint and a catalyst.

At what percentage increase in tariff-related costs would your company 
fundamentally realign your value chain? (N=299)
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III. Tax Strategies Rooting for 
Resilience and Agility Are Now 
a Boardroom Priority

Tax implications now permeate nearly every 
strategic decision, from supply chain 
realignment, to working capital management, 
to M&A planning. As a result, tax functions are 
embedding upstream into cross-functional 
teams, working alongside manufacturing, 
sales and marketing, finance, legal, 
procurement, human resource, and 
operations, working to reinforce every 
business pursuit with sensible cost efficiency, 
while aligning to a higher business purpose. 
This proactive engagement helps mitigate 
unintended risks and positions tax as no longer 
a reactive function, but a strategic enabler.

The complexity of interpreting tax rules, across 
both fast-evolving and traditional industries, 
demands tight coordination among internal 

stakeholders. Demonstrating genuine 
economic substance requires not only sound 
business rationale but also cohesive 
documentation strategies. Even minor 
operational adjustments can trigger cascading 
impacts across departments, making cross-
functional alignment essential. In this year’s 
survey, 33% of respondents cited “strategic 
alignment with long-term goals” as a key 
priority in supply chain reconfiguration, just 
behind “reliability and stability” (36%). Taken 
together, nearly 70% of respondents placed 
stability and alignment at the forefront. Against 
this backdrop, tax teams have reached a 
historic high in proactively engaging and 
collaborating across functions—a momentum 
that continues to build.

Q3When adjusting your supply chain to combat tariff 
pressures, what is your top priority? (N=288) 

Internal Alignment 
Tax as a Strategic Integrator

While cost focused solutions have been favored as quick 
remedies, they are no longer the dominant lens for supply 
chain adjustments. Only 16% of respondents now prioritize 
the lowest-cost provider. In volatile tariff environments, the 
cheapest option often carries hidden risks from compliance 
exposure to sudden disruption. Companies are increasingly 
aware that cost lowering without resilience can undermine 
long term competitiveness.
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Tax Strategies Rooting For 
Resilience And Agility Are Now 
A Boardroom Priority

Tax transformation is never one-sided. Tax authorities 
around the world are rapidly modernizing their digital 
infrastructure, reshaping the compliance landscape. 
Across Asia-Pacific region, countries like China, India, 
Malaysia and Japan are implementing e-filing/e-invoicing 
systems and automated information exchange 
mechanisms. This enables more precise risk 
identification and enforcement, particularly in complex 
arrangements. Businesses, in turn, face a growing array 
of reporting obligations, from Pillar Two filings and 
Country-by-Country Reports (CbCR) to export control 

declarations and ESG tax disclosures. These 
developments demand upstream data accuracy and 
“tax-sanitized” information at the source, as emphasized 
in Deloitte’s 2025 Tax Transformation Trends Survey8.

In this context, the role of the tax function has evolved 
beyond mere compliance execution to encompass a 
more strategic involvement in the design and 
management of the business’s broader information 
architecture. To navigate this complexity, tax teams must 
play a pivotal role in:

Navigating Interactions and Collaboration 
with Authorities

Where appropriate, tax functions should leverage technology solutions—such as automated data extraction, cleansing, 
and validation tools—to enhance both the efficiency and accuracy of compliance processes. 

Ensuring consistency in reporting data across 
multiple channels and jurisdictions, minimizing 
the risk of discrepancies that could trigger 
regulatory scrutiny;

Balancing the required level of data granularity 
against the operational cost of data collection, 
while also managing confidentiality obligations 
to avoid over-disclosure or excessive 
compliance burden.
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Recommendations
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Recommendations to Harness the Complexity

A Lifecycle-driven Approach 
Strategic Responses across Business Stages
The interplay of industry context, business model, and level of tariff exposure leads to divergent implementation approaches in business’ tariff response strategies. 
Deloitte has seen a definite life cycle in how affected businesses are responding and framing a tariff strategy.

As highlighted in our survey findings, businesses initially tend 
to adopt low-impact measures—such as pricing adjustments 
and cost controls—to quickly stabilize operations in the short 
term. At this initial reactive stage, businesses are advised to 
focus on tax and tariffs implications directly associated with 
the pricing adjustments and work for quick remedies, e.g., 
changes in tariff rates will directly affect profit before tax and 
corporate income tax costs; adjustments to pricing strategy 
for related-party transactions may give rise to transfer pricing 
risks; forecast the impact of pricing adjustment and cost 
controls on consumer demand, etc.

As businesses progress through the next stages, they are better positioned to embed agility into supply chain 
realignment with long-term strategic objectives including acquisition of companies that enable faster 
realignment—proactively enhancing their ability to adapt to future, unforeseen tariff changes and avoiding a 
return to reactive crisis management. 

Modern agility is no longer just the ability to pivot quickly in response to change. Under the Strategic Response 
Compass, its clearest expression is scenario planning. Today’s scenario planning is no longer about isolated 
issues but about designing adaptive pathways that respond to regulatory divergence, operational constraints, 
and strategic priorities—overlapping and influencing one another in real time. 

Tariff volatility illustrates this interplay. It does not simply trigger pricing adjustments. It reshapes sourcing 
strategies, contract terms, and market prioritization. A temporary price increase may buy time, but it must be 
modeled alongside supplier transitions, production base relocation, and transfer pricing recalibration. These 
moves require coordination across tax, legal, finance, and operations, rather than siloed technical execution.

Pricing Adjustment
Remains the “First Line of Defense”

Embedding Agility
and Realignment for the Long Run

1.
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Recommendations To Harness The Complexity
Digital Enablement
Not Only about Systems
Digital enablement is rapidly transforming the tax function from a reactive compliance executor into a proactive strategic partner. 

As regulatory complexity intensifies against the 
backdrop of global tax reform, geopolitical shifts, 
expanding reporting obligations, etc., businesses 
are investing in digital infrastructure to manage risk, 
improve accuracy, and unlock strategic agility. The 
rise of digital governance reflects a fundamental 
shift in how businesses manage tax and tariff 
complexity. Organizations are advised to consider 
the deployment of digital tools or encouraged to 
invest more in digital infrastructure to transform 
their global trade and tax operations, including but 
not limited to:

Invest in Digital Infrastructure

2.

To navigate increasing regulatory complexity and meet data collection demands across tax and other 
business functions, such as automating data collection, validation, and reporting through technology 
solutions that are integrated with tax compliance requirements, to enhance accuracy, ensure real-
time compliance, and strengthen "tax-sanitized" data at the source.

To drive the integration of tax/tariffs data capture and control points into the core business systems 
such as the management process of intelligent product classification, analysis of export/import 
declaration data, and real-time tracking of tariff rates and trade policy changes across jurisdictions, 
to ensure compliance needs are embedded directly into operational workflows.

To automate routine, standardized but labor-intensive processes such as compliance filings, 
bookkeeping, tariff reporting, and documentation, to reduce manual effort and error rates and 
enhance real-time responsiveness and data integrity.
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Digital enablement is fundamentally reshaping how tax functions are organized and delivered. 
Tax and finance leaders are advised to rebalance their operating models with a greater mix of 
shared services, outsourcing, and core in-house capabilities. The driver is clear: rising 
compliance demands, talent shortages, and the need to scale automation across jurisdictions. 
Deloitte’s 2025 Tax Transformation Trends highlights this “optimal resource mix” shift, with 
leaders prioritizing automation and AI alongside expanded SSC/outsourcing footprints to meet 
the pace of regulatory change9.

Survey findings reinforce this urgency. Over 40% of respondents (see Q8 on page 26) identified 
insufficiencies in processes, data capabilities, or staff skills as their greatest challenge. This has 
elevated operating model transformation to a C suite priority. Hybrid resourcing models— 
expanding shared service center (“SSC”) scope, selectively outsourcing high volume or high 

change jurisdictions, and retaining strategic in house tax expertise for policy, controversy, and 
structuring—are gaining momentum. These models are not simply about efficiency; they are 
about resilience, ensuring organizations can absorb shocks from volatile regulatory 
environments while maintaining strategic control.

Investment trends support this direction. Deloitte’s 2025 AP CFO Survey shows that 38% of 
CFOs plan to expand SSCs or centers of excellence, while 78% will embed more automation and 
digital technologies into operations 10. This dual focus of structural redesign and digital 
enablement creates scalability, reduces overhead, and frees tax teams to focus on higher value 
priorities such as scenario planning and cross-border structuring.

Digital Enablement Is Not Only about Systems

332025 AP Tax & Tariff Complexity Survey Report©  2026 Deloitte Asia Pacific Services Limited.

9.Deloitte, “2025 Tax Transformation Trends | Deloitte”, 2025
10.Deloitte, “APAC CFO 2025 survey report | Deloitte Insights”,2025

https://www.deloitte.com/global/en/services/tax/research/tax-transformation-trends.html
https://www.deloitte.com/us/en/insights/topics/business-strategy-growth/apac-cfo-2025-survey-report.html


342025 AP Tax & Tariff Complexity Survey Report©  2026 Deloitte Asia Pacific Services Limited.

Recommendations To Harness The Complexity
Enterprise Alignment
Collaboration, Coordination, and Connection

Nowadays, tax and tariffs issues are rarely just about “tax” or “tariffs”. The complexity of 
today’s environment requires a coordinated, multidisciplinary approach—one that brings 
together tax, legal, risk, supply chain, and finance leaders to navigate disruption and build 
long-term resilience. Cross border and cross-functional collaboration, coordination and 
connection are critical. 

Given the high degree of technical complexity involved in tax and tariffs policy analysis, the 
tax function must proactively engage at the front end of business planning, M&A planning 
and decision-making. The early engagement of tax persons can help C-suite leaders better 
understand how the complexity of tax and tariffs rules would affect the business operation 
so that they can build the tax and tariffs indicators into the strategic planning and 
mitigates unintended risks. 

While geopolitical tensions have introduced significant headwinds to globalization, the 
trend of businesses expanding into overseas markets remains irreversible. Multinational 
operations fundamentally depend on an efficient global tax collaboration framework. The 
collaboration framework must be aligned with the company’s unique business model and 
overarching group management objectives. Taking Pillar Two reporting as an example, in-
scope MNE groups can choose a centralized approach where the headquarters assumes 
full responsibility for all GloBE reporting, while local subsidiaries are tasked solely with 
providing data. Or under a decentralized approach, local GloBE reporting is delegated to 
individual subsidiaries, with the headquarters playing a coordinating and supervisory role. 
Regardless of how responsibilities are distributed across group entities, different 
approaches require strong cross-border collaboration, coordination, and connection to 
ensure consistency, compliance, and efficiency in meeting global tax obligations.

3.

342025 AP Tax & Tariff Complexity Survey Report©  2026 Deloitte Asia Pacific Services Limited.



352025 AP Tax & Tariff Complexity Survey Report©  2026 Deloitte Asia Pacific Services Limited.

Recommendations To Harness The Complexity
Constructive Engagement
Strengthening Relationships with Tax Authorities

As tax oversight intensifies worldwide, companies need to proactively build and sustain 
constructive engagements with tax authorities and integrate compliance communication 
across the entire lifecycle of tax and tariffs management. A structured approach to 
engage early, comply consistently, and respond effectively, helps enhance tax certainty 
and transparency. 

Prior to launching new operations, especially those involving cross-border transactions or 
emerging business models, companies can leverage tools such as advance pricing 
arrangements and advance tax rulings to secure clarity on tax treatment and mitigate 
future disputes. Industry associations and similar platforms can also be utilized to 
provide feedback and advocate for clear, practical tax policies.

Companies are required to strictly adhere to information reporting requirements 
regarding submission timelines, data granularity, and format, ensuring consistency 
across all reporting channels to avoid regulatory scrutiny. Digital tax solutions can 
improve the efficiency and accuracy of data collection, validation, and reporting. 

When facing a tax examination or tax audit, a structured and proactive response strategy 

is critical—timely preparation of supporting documentation and transparent and 
professional communications with tax authorities can help reach consensus. Where 
significant disagreements arise, companies may pursue administrative reconsideration or 
tax litigation as appropriate to safeguard their legal rights, balancing compliance with 
sustainable business value.

Last but not the least, these recommendations reinforce the central message of this 
year’s survey: agility and resilience remain essential, enabling organizations to navigate 
tax and tariff complexity with confidence—and they materialize through three core 
capabilities: Cost Signals, Alignment, and Enablement. The Strategic Response Compass, 
which integrates these capabilities into a coherent decision architecture, provides the 
organizing logic behind the lifecycle approach, digital investments, cross-functional 
coordination, and constructive regulatory engagement outlined above. By strengthening 
these interconnected capabilities, businesses can move beyond reactive measures and 
build the structural resilience needed to operate effectively in an environment where 
complexity is not an exception, but the norm.

4.
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The release of details of “side-by-side package” in relation to the Pillar Two rules has 
eased some of the uncertainty in the marketplace. Organizations are shifting from 
speculation to preparation, recognizing that complexity may rise before it stabilizes, 
despite the policy’s intention to simplify. Equally encouraging is the resilience 
demonstrated by both the economy and the businesses operating within it. Leaders are 
approaching turbulence with greater wisdom, treating disruption not as a temporary 
disturbance but as a condition to be mastered. This shift from reactive compliance to 
proactive readiness, empowers the most important sources of competitive strength.

AI, especially Agentic AI, will be the headline capability of 2026. In tax and legal 
operations, its role is shifting from task automation to autonomous orchestration, where 
AI agents can interpret rules, gather data, execute multi step workflows, and surface 
risks without constant human prompting. Early adopters are already deploying Agentic 
AI across their tax and legal functions, signalling a new competitive frontier defined by 
how quickly and confidently organizations embrace transformation. It is not about AI 
replacing tax teams, but about modern operations harnessing the power of human AI 
teaming to elevate accuracy, capacity, and strategic impact.

Navigating 2026 
Thriving through Turbulence with 
Greater Wisdom
The 2025 Asia Pacific Tax & Tariff Complexity Survey was never about a single point in time. It was a snapshot of structural shifts that are still unfolding. As we look into 
2026, its core findings continue to hold with even greater force. Economic volatility, regulatory acceleration, and geopolitical fragmentation remain defining features of 
the Asia Pacific landscape. Deloitte’s Finance Trends 2026 highlights that APAC finance leaders are responding not with caution, but with sharper discipline—doubling 
down on resilience, technology adoption, and enterprise wide influence11. These themes mirror the survey’s message: 

Cost sensitivity, pricing adjustment, supply chain alignment and tax transformation remain essential levers. Agility is no longer optional, it has become a Nexus—an 
organizing force that brings cost discipline, digital enablement, and stakeholder alignment together as an interconnected system.

As we navigate 2026, two updates have captured our attention—

1. 2.
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the world 
described by the 2025 survey is not passing but becoming the new normal. The 
convergence of economic uncertainty, Pillar Two implementation, and AI enabled 
enforcement is accelerating the need for tax and tariff agility. In 2026, the question is no 
longer whether to transform, but how quickly and how deliberately. Those who anchor 
cost discipline, digital enablement, and stakeholder alignment within a coherent 
agility framework will be best placed to navigate what comes next—not just to stay 
compliant, but to compete with conviction.

Taken together, 

©  2026 Deloitte Asia Pacific Services Limited.



382025 AP Tax & Tariff Complexity Survey Report©  2026 Deloitte Asia Pacific Services Limited.

Demographic Profile 
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In which industry/sector is your company primarily engaged?  
(238 respondents)

Notes: 

1) Industry and sector classifications are based on Deloitte’s taxonomy;
2) Although the question sought to identify each organization’s primary industry or sector, some answers involve multiple categories. The data presented reflects the full set of 
selections, 
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Understanding the respondent base 
provides important context for 
interpreting the insights presented in 
this report. The demographic profile 
that follows outlines the composition 
of the 363 respondents in the 2025 
Asia Pacific Tax and Tariff Complexity 
Survey. As demographic questions 
were optional, not every item received 
a full set of responses. Even so, the 
data highlights the geographic, 
industry, and professional diversity 
underpinning the analysis, providing a 
strong foundation upon which the 
broader strategic themes of the report 
are built.
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Please indicate all the Asia Pacific jurisdictions in which your company has business operations. 
(232 respondents)
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What is the Asia Pacific gross revenue of your 
company per the most recent financial year? 
(231 respondents)

What is the global consolidated gross revenue of 
your company per the most recent financial year?
(203 respondents)

53%
6%

14%

19% 2%
5%

43%

5%9%

42%

Less than US$0.5 billion

US$5 billion to 10 billion

US$10 billion to 20 billion

US$1 billion to 5 billion

US$0.5 billion to 1 billion

More than US$20 billion

US$1.16 billion
 (approx. over €1 billion)

US$0.29 billion to 0.58 billion
 (approx. €0.25 billion to 0.5 billion)

US$0.87 billion to 1.16 billion
 (approx. €0.75 billion to 1 billion)

US$0.58 billion to 0.87 billion
 (approx. €0.5 billion to 0.75 billion)

Note: Percentages may not sum to 100% due to rounding. Note: Percentages may not sum to 100% due to rounding.
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3%

24%

10%

7%

43%

14%

What is the size of your company’s tax department in Asia Pacific? (220 respondents)

We now have finance and tax SSCs

11-20 persons

1-5 persons

6-10 persons

Over 20 personsWe do not have dedicated tax function.

Note: Percentages may not sum to 100% due to rounding.
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Which best describes your job role?
(217 respondents)

How closely are you involved in tax and tariff-related 
business strategy? (217 respondents)

3% 6% 4%

18%

14%

6%

35%

3%

11% 7%

28%

42%

23%

Informed but not directly involved

Not involved in tax and tariff matters

Directly responsible

Consulted as a subject 
matter expert

Head of Legal

Head of Customs

CIO / CTO / IT & Digital 
Strategy

CFO / Financial leadership

Head of Procurement & Supply Chain

Head of Tax / TP

Others

CEO / Executive leadership

Head of Operations & Transformation
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Appendix
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Q

Q

Q

Q

Q

Q

Q

Q

Q

Survey Questionnaire

How has your company primarily adapted to recent tariff changes?

• Adjusted pricing strategies
• Shifted sourcing to alternative suppliers
• Absorbed costs internally without passing them on
• Explored new trade agreements or partnerships
• No major changes
• Others, please specify:

At what percentage increase in tariff-related costs would your company fundamentally 
realign your value chain?

• <20%
• 21-40%
• 41-60%
• 61-80%
• >80%

When adjusting your supply chain to combat tariff pressures, what is your top priority?

• Lowest cost provider
• Reliability and stability
• Speed and logistical efficiency
• Strategic alignment with long-term goals
• Agility

Has your company modified (or considered modifying) aspects of its intercompany 
transactions in light of the tariffs:

• Not yet
• No plan to change
• Yes—modifying the pricing of the intercompany transactions
• Yes—changing more fundamental details of the intercompany transactions

How does your company anticipate trade policies will evolve over the next 12-24 months?

• Expecting more tariff increases
• Gradual stabilization of existing policies
• Likely reduction or rollback of tariffs
• Too uncertain to predict

What areas concern you the most about the geopolitical environment on taxes and tariffs and 
the impact it may have on your business?

• Instability (eg: uncertainty in sales pricing)
• Cost pressure
• Supply chain disruptions (eg: goods being held at the border)
• Ability to plan, long term, for the business
• Others (please specify):

In cases of tax controversies, your company is mostly challenged on:

• Arrangements lack of economic substance
• Lack of supporting documentation
• Application of wrong tax rules/regulations
• Others (please specify):

Which factor poses the greatest challenge to your organization's tax operation efficiency?

• Volatile regulatory environment
• Lack of standardization and automation in internal processes
• Insufficient data processing and analysis capabilities
• Insufficient digital skills amongst tax professionals
• Workforce downsizing

How do you view the global implementation(excluding US) prospects of Pillar Two?

• It will eventually be implemented globally
• It may still face uncertainty
• It effectively becomes global compliance of domestic minimum tax
• Others, please specify

1.

2.

3.

4.

5.

6.

7.

8.

9.
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mspeers@deloitte.com.au

Bangladesh
Nurul Haque
nhaque@deloitte.com
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