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•	 High volumes of cross‑border expenses with varying 
VAT eligibility rules

•	 Fragmented documentation, especially around local 
supplier services and technical deployment work

•	 Intercompany invoicing complexities affecting 
reclaim eligibility 

•	 Country‑specific variations in rules for tolls, transport, 
local services, and maintenance activities

How a Global Logistics Business Maximised EU VAT Recovery With VAT IT

A leading global logistics business operating across Europe generates extensive cross‑border travel, technical deployments, and 
supplier‑driven expenses. With high volumes of operational activity, particularly in countries with elevated VAT rates, reclaim 
opportunities were both significant and chronically under‑optimised.

To unlock maximum recovery across the EU, the organisation partnered with VAT IT to streamline submissions, strengthen 
documentation processes, and enhance reclaim visibility. The result: a robust, scalable VAT reclaim engine delivering consistent 
annual returns.

This global logistics business specialises in intralogistics, warehouse mobility, and technical service operations across Europe. 
Their business model includes manufacturing, distribution, rental services, and ongoing equipment servicing - all of which 
generate high‑value reclaimable expenses.

These activities create substantial opportunities for EU 8th Directive VAT recovery, with consistently strong historic reclaim 
performance.

Despite generating large amounts of reclaimable expenditure, the organisation faced several obstacles typical of multinational 
logistics and industrial groups:

The internal finance and expense teams required a partner capable of structuring reclaim processes, strengthening audit 
readiness, and navigating nuanced EU legislation across multiple jurisdictions.

Operating from the Netherlands under a major 
international brand, they support industries such as:

•	  
Manufacturing

•	 Warehousing

•	 Logistics and distribution

Their footprint requires teams to travel frequently for: 

•	  
On‑site technical work

•	 Equipment installation and deployment

•	 Training and commissioning

•	 Maintenance and repair of warehouse equipment

Logistics Case Study

VAT RECLAIM

Client Overview

The Challenge
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Employee & technical mobility

Fuel

Parking and toll charges

Training and events

Supplier & operational costs

Repairs, maintenance, and local technical 
services

Installation and warehouse engineering

Spare parts and consumables

Office & administrative expenses

Electronic consumables

Office materials

Professional services

VAT IT undertook a comprehensive review of the client’s historic reclaim data, categories of spend, and documentation sources. 
This included analysis of travel patterns, supplier invoices, technical service workflows, and intercompany allocations.

Intercompany reallocations were a major determinant of eligibility. VAT IT helped the client classify:

Across 2023–2026, the global logistics business achieved:

The highest reclaim values came from key operational regions:

Belgium alone accounted for nearly half of total recovery, tied to intensive technical deployments and high local VAT rates.

This high success rate reflects strong documentation standards, clean data, and precise alignment with EU VAT refund 
requirements.

With a full audit‑ready methodology and an expert team handling multi‑country requirements, reclaim efficiency increased 
substantially.

VAT IT guided the finance team on required documentation: original third‑party invoices, recharge source data, allocation 
sheets, and audit trails.

These costs aligned strongly with reclaimable items under EU VAT law.

VAT IT consolidated and assessed reclaimable expenses across key categories:

The VAT IT Solution

Intercompany Invoice Analysis

End-to-End Management

A Data-Driven Reclaim Strategy

Consistent, High‑Value VAT Recovery

Top Recovering Countries

The Results

Potentially reclaimable items (e.g., disbursements, 
supported recharge costs, VAT‑bearing expenses 
linked to activity in reclaim countries) 

VAT categorisation and country‑by‑country analysis

Submission preparation and validation

Responding to tax authority queries

Ensuring full compliance with local refund rules

Identifying recurring reclaim opportunities

Improving documentation structure to protect future claims

Belgium 

£510,939
France 

£231,458
Germany 

£214,085
Austria 

£80,528

£1,037,009
in total VAT submitted

£818,021
fully reclaimed

£20,158
partially reclaimed

≈81%
overall success rate

VAT IT supported the client through the full reclaim lifecycle:

Non‑reclaimable items (e.g., overhead allocations, mark‑ups, 
internal shared services)
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VAT IT identified ongoing annual reclaim potential of £250,000–£330,000, driven by:

VAT IT’s combination of reclaim expertise, documentation guidance, and multi‑country support ensures the client continues to 
capture every reclaimable opportunity.

With complex technical operations and extensive cross‑border activity, logistics and industrial businesses risk losing significant 
value each year through unclaimed VAT. Effective reclaim management is not just a cost‑recovery exercise, it’s an operational 
strategy that:

If your organisation incurs travel, supplier, or technical service costs across Europe, you could be leaving hundreds of thousands 
in recoverable VAT unclaimed.

Annual Reclaim Potential

Why this matters

Unlock your VAT Reclaim Potential

•	 High travel frequency across the EU

•	 Recurring technical and equipment‑based services

•	 Large spend concentrations in high‑VAT jurisdictions

•	 Strong operational consistency year‑on‑year

The result is a steady, scalable reclaim pipeline offering meaningful financial return.

Partnering with VAT IT has transformed the client’s reclaim landscape, delivering:

Reduced financial leakage and optimised cost 
management

Audit‑ready compliance, improving tax authority 
interactions

Clear documentation processes that support future 
claims

Strategic Impact

Reliable VAT recovery across multiple EU jurisdictions

Visibility over high‑value reclaim categories, allowing 
better internal planning

Confidence that historic and ongoing claims are 
maximised

Explore how VAT IT can help you recover more:

Let’s uncover your hidden VAT recovery opportunities and turn compliance into financial value.

•	 Strengthens financial performance

•	 Reduces compliance exposure

•	 Ensures transparency in global expense management

•	 Maximises return on unavoidable travel and supplier 
costs

•	 Protects against audit risks

The global logistics business now operates with full confidence that its VAT reclaim position is optimised, accurate, and 
future‑proof.

Simplify your VAT Compliance. Stay compliant with e-Invoicing.Talk with our VAT specialists.
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