


What is Shifting in The Tax Technology and
Consulting Industry 

The Big 4 are losing market share ⟶ the winners will be boutique
consulting firms 

Strategy firms are moving downstream. Systems integrators are
moving upstream.

In PE land client value is binary: either it moved EBITDA or it didn’t. 

Redesign of business model, the first hit are the entry-level
consulting jobs.

AI is stripping consulting down to its core. Outcomes are won by
judgment, influence, and the ability to move decision-makers.

The traditional partnership model is eroding as titles and liability
remain, but real ownership, autonomy, and influence disappear.

AI is dismantling the Big 4’s core model turning the pyramid into an
hourglass and shifting power from traditional accountants to
technologists.



Yet many transformations fail



Why People Resist Change

In tax, change is rarely resisted because of technology.
It is resisted because it disrupts judgment, routines, and
accountability in high-risk environments.

Common reactions include:
Fear of getting it wrong
Loss of control over expertise
Uncertainty about new tools and expectations
Increased workload before benefits are visible

Key insight
When change is introduced without shared understanding
and peer support, resistance becomes a rational response. 

Source: e-Bright, 2026/WEF publications 





Source: e-Bright, 2026/WEF publications 



Source: e-Bright, 2026/WEF publications 



Spectrum of Agents in Tax

What's the latest VAT policy
update on international

taxation for a specific line
item?

eg. VAT Determination

Automated tax data extraction
and reconciliation, enabling

faster, audit-ready ETR
reporting.

eg. Integral

Extract information from the
database and output an

answer.
eg. TaxBright

Generates localized,
compliant reports using
structured data and YtY

adjustments. 
eg. TP Report Generator

Automates and manages
the end-to-end Record to

Report (R2R) process.
eg. Cadency by Trintech

Performs trend and
predictive analytics. 

eg. Moonlit.ai or Lexgen

Info retrieval agent Doc generator agent 

Tax policy agent Tax knowledge agent Tax analysis agent

Reconciliation agent
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Common Pitfalls of AI Implementation
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AGENT AGENT

HUMAN

As tax becomes more digital, exposure increases

Individual interpretation becomes risky 
Inconsistent practices become visible 
Key-person dependency becomes dangerous

Risk is no longer mitigated only by controls and
systems, but by shared understanding, collective

judgement, and institutional memory.
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