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Executive Summary 
 

The accounting, tax, and audit profession across New Zealand and Australia faces a convergence of 
structural pressures that threaten its capacity to serve the economies it underpins. A talent shortfall 
projected to exceed 10,000 qualified professionals by 2026, escalating regulatory complexity from IRD and 
ATO enforcement regimes, and the rising expectations of clients for faster, deeper, and more strategic 
advisory services have created an urgent need for a fundamentally innovative approach to professional 
service delivery. 

Ziffy Agent Swarm Intelligence (Ziffy ASI) is a multi-agent AI architecture purpose-built for the ANZ 
professional services sector. Rather than deploying a single general-purpose AI model, Ziffy ASI 
orchestrates a coordinated swarm of specialized AI agents, each equipped with domain expertise in tax, 
audit, compliance, financial analysis, GST/BAS, payroll, and strategic advisory. Inspired by the principles of 
biological swarm intelligence, where collective behavior produces outcomes far exceeding individual 
capability, Ziffy ASI dynamically classifies incoming queries, spawns the appropriate expert agents, and 
synthesizes their independent analyses into unified, comprehensive advisory responses. 

This white paper presents the conceptual architecture, the market forces driving its necessity, the 
biological and computational foundations of the swarm intelligence paradigm, and the implications for 
accounting and audit firms seeking to transform their service delivery in the age of agentic AI. 
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1. The Crisis in ANZ Professional Services 
 

1.1 A Talent Emergency 
The accounting profession across Australia and New Zealand is experiencing an unprecedented workforce 
crisis. According to Chartered Accountants Australia and New Zealand (CA ANZ), over 90% of firms are 
struggling to recruit skilled accountants, with several critical occupations falling well below the 67% vacancy 
fill rate threshold that signals a national shortage. 

Source: CA ANZ 2025 Occupation Shortage List Submission; Jobs and Skills Australia 2025 OSL Report 

The pipeline of new talent is collapsing. Enrolments in Australia’s Accounting Professional Year programme 
plummeted from 7,122 in 2018 to just 340 in 2024, representing a decline of over 95%. The Australian 
Bureau of Statistics projects a need for 338,362 accountants by 2026, requiring nearly 10,000 new 
professionals annually, a rate the current supply cannot sustain. Simultaneously, approximately 22,000 
experienced practitioners are projected to leave the workforce through retirement by 2026. 

Source: CA ANZ data; Australian Bureau of Statistics workforce projections; NCS Corp analysis 2025 

The shortage is acute across specific disciplines. CA ANZ’s 2025-member survey of 395 firms that advertised 
vacancies found that taxation accountants face the highest risk of national shortage, with financial 
investment advisers achieving only a 29% fill rate, finance managers 37%, and management accountants 
45%. 

Source: CA ANZ 2025 Occupation Shortage Survey; Accounting Times, March 2025 

1.2 Regulatory Intensification 
Against this workforce contraction, regulatory demands are intensifying on both sides of the Tasman. In 
New Zealand, Inland Revenue received NZ$116 million in additional enforcement funding in 2024 and 
committed to delivering a return of NZ$4 for every additional dollar spent. This has translated into a 
dramatic increase in audit activity, with the number of interpretation and consultation notes surging from 
five over the previous four years to 22 in 2024 alone. 

Source: CPA Australia, “Well-funded IRD drives an aggressive compliance approach”; PwC NZ Tax Tips Year in Review 
2025 

The NZ Taxation (Annual Rates for 2025–26, Compliance Simplification, and Remedial Measures) Bill 
introduces further complexity across employee share schemes, crypto-asset reporting, non-resident visitor 
rules, and GST provisions. In Australia, new climate reporting and assurance requirements are 
compounding the existing regulatory burden, with CA ANZ warning these obligations will further 
exacerbate the auditor shortage. 

Source: NZ IRD Tax Policy 2025; CA ANZ Acuity Magazine 

1.3 The Advisory Imperative 
Clients are no longer satisfied with backward-looking compliance work. A BDO Audit Innovation Survey 
found that 97% of finance leaders are willing to pay more for audit firms that leverage advanced 
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technologies, while 81% report greater trust in technology-forward firms, an 18-percentage-point increase 
year-on-year. The profession must transition from reactive compliance delivery to proactive, strategic 
advisory, but it cannot do so when its capacity is consumed by the volume and complexity of regulatory 
work. 

Source: BDO Audit Innovation Survey 2025; Journal of Accountancy, November 2025 
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2. Why Single-Model AI Falls Short 
 

The accounting profession has attempted to adopt AI, but most implementations rely on single-model 
architecture: one general-purpose AI managing all queries regardless of domain or complexity. This 
approach has fundamental limitations in professional services contexts. 

2.1 The Variability Problem 
As Danielle Supkis Cheek, Senior VP of AI, Analytics, and Assurance at Caseware, observed: auditors are 
expected to perform repetitive tasks “just slightly differently enough that automation can be hard.” A single 
model cannot simultaneously maintain the precision required for GST calculations, the interpretive 
judgment needed for transfer pricing analysis, and the strategic framing demanded by restructuring advice. 

Source: Journal of Accountancy, February 2026 

2.2 The Hallucination and Reliability Risk 
In regulated professional services, accuracy is non-negotiable. Multi-agent systems address this through 
cross-validation mechanisms where multiple agents verify each other’s outputs. Research indicates that 
collaborative multi-agent approaches can improve accuracy by up to 40% in complex analytical tasks 
compared to single-model deployments. 

Source: Collabnix, Multi-Agent and Multi-LLM Architecture Guide, 2025 

2.3 The Scalability Ceiling 
A monolithic AI cannot scale to match the breadth of professional services. Tax law interpretation requires 
different reasoning patterns than audit risk assessment. Financial statement analysis demands different 
capabilities than payroll compliance. Forcing a single model to excel across all domains produces mediocre 
results in each. 

The Big Four have already recognized this architectural reality. KPMG launched Workbench, a multi-agent 
collaboration environment that mirrors human audit teams. EY’s Agentic Platform deploys 150 AI agents 
to assist 80,000 tax professionals. Deloitte’s Zora AI targets finance workflows with specialized agentic 
capabilities. The direction of travel is clear: the future of professional services AI is multi-agent, not 
monolithic. 

Source: Bloomberg Tax, March 2025; Unity Connect, Big Four AI Agents Overview, 2025 

  



Ziffy Agent Swarm Intelligence | White Paper 

Zato | Ziffy ASI | Confidential | Page 6 

3. Swarm Intelligence: From Nature to Professional 
Advisory 
 

3.1 Biological Foundations 
Swarm intelligence is a paradigm rooted in the collective behavior of decentralized, self-organized systems 
observed in nature. Schools of fish make life-or-death navigational decisions through subtle vibrations. Bee 
colonies select optimal hive locations through a distributed deliberation process. Ant colonies discover 
shortest paths through pheromone-based feedback loops. In every case, the collective intelligence of the 
swarm vastly exceeds the cognitive capacity of any individual member. 

Source: Hassanien & Emary, Swarm Intelligence: Principles, Advances, and Applications, CRC Press, 2018; Nitti et al., “A 
collective intelligence model for swarm robotics applications,” Nature Communications, 2025 

The core principles that make biological swarms effective are directly applicable to AI system design: 
decentralized control (no single point of failure), specialization (each agent optimized for its role), 
emergent intelligence (collective output exceeds individual capability), and adaptive resilience (the system 
continues functioning even if individual agents fail). 

3.2 Computational Swarm Intelligence 
Artificial Swarm Intelligence (ASI) translates these biological principles into computational frameworks. 
Research from Carnegie Mellon University and Unanimous AI demonstrated that groups collaborating 
through swarm intelligence platforms achieved an effective collective IQ of 128, placing them at the 97th 
percentile, significantly exceeding the performance of individual members. 

Source: Rosenberg et al., “Large-Scale Group Brainstorming and Deliberation Using Swarm Intelligence and Generative 
AI,” Proceedings of the 27th International Conference on Enterprise Information Systems, 2025 

The Swarm Intelligence market reflects this growing recognition, valued at USD 452.5 million in 2024 and 
projected to reach USD 7.23 billion by 2032, representing a compound annual growth rate of 41.2%. 

Source: AnalystView Market Insights, Swarm Intelligence Market Report, February 2026 

3.3 The LLM-Swarm Convergence 
The convergence of large language models (LLMs) with multi-agent system architectures represents what 
researchers call LLM-Driven Multi-Agent Systems (LLM-MAS). This architectural paradigm enables role-
based specialization, where each agent functions as a domain expert, combined with collaborative 
synthesis, where agents’ independent analyses are aggregated into responses of far greater depth and 
reliability than any single agent could produce. 

Gartner reported a 1,445% surge in multi-agent system inquiries from Q1 2024 to Q2 2025, reflecting 
accelerating enterprise interest. Over 80% of enterprise workloads are expected to run on AI-driven 
systems by 2026, with multi-agent architectures leading this transformation. 

Source: Gartner, “Multiagent Systems in Enterprise AI,” December 2025; Collabnix enterprise research, 2025 

  



Ziffy Agent Swarm Intelligence | White Paper 

Zato | Ziffy ASI | Confidential | Page 7 

4. The Ziffy ASI Framework 
 

Ziffy Agent Swarm Intelligence (Ziffy ASI) applies the principles of biological swarm intelligence and LLM-
MAS architecture to the specific demands of ANZ professional services. The framework operates through 
four conceptual phases. 

4.1 Phase 1: Intelligent Orchestration 
Every interaction begins with the Orchestrator Agent, which analyses the incoming query to determine its 
nature, scope, and complexity. The orchestrator performs three critical functions: 

• Classification: Queries are assessed as Simple (factual lookups, standard rates, common 
deadlines), Hard (scenario analysis, legislative interpretation, multi-step calculations), or 
Complex (multi-jurisdictional, document analysis, restructuring, cross-entity). 

• Decomposition: Hard and complex queries are broken into self-contained sub-tasks, each scoped 
to a specific domain and designed for independent parallel execution. 

• Agent Routing: Each sub-task is assigned to the most appropriate specialist agent type, with the 
computational model calibrated to the complexity of the specific sub-task. 

This classification-first approach ensures that simple questions receive fast, efficient responses while 
complex queries receive the deep, multi-perspective analysis they demand, without over-engineering 
every interaction. 

4.2 Phase 2: Specialist Agent Deployment 
Ziffy ASI maintains a council of seven specialist agent types, each embodying deep domain knowledge 
relevant to ANZ professional services: 

Agent Type Domain Expertise Regulatory References 

Tax Specialist Income tax, transfer pricing, 
R&D credits, international tax 

Income Tax Act 2007 (NZ), ITAA 1997 (AU), DTA 
treaties 

Audit Expert Risk assessment, compliance, 
methodology, assurance 
standards 

ISA (NZ), ASA (AU), NZ IFRS, AASB standards 

Compliance Advisor Regulatory obligations, 
governance, AML/CFT, privacy 

AML/CFT Act (NZ), AUSTRAC, Privacy Act provisions 

Financial Analyst Statement analysis, forecasting, 
valuation, due diligence 

NZ GAAP, AASB, financial instruments standards 

GST/BAS Specialist GST/BAS lodgement, cross-
border supplies, input tax credits 

Goods and Services Tax Act 1985 (NZ), GST Act 
1999 (AU) 

Payroll & Employment PAYE, FBT, KiwiSaver, 
superannuation, employment 
law 

PAYE rules (NZ/AU), FBT Acts, KiwiSaver/SG 
provisions 

Strategic Advisor Restructuring, succession, entity 
selection, M&A 

Companies Act (NZ), Corporations Act (AU), CA ANZ 
guidance 
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Each agent is provisioned with domain-specific instructions, relevant legislative frameworks, and access to 
real-time information retrieval tools when current regulatory data is required. 

4.3 Phase 3: Adaptive Model Routing 
A distinguishing feature of Ziffy ASI is its adaptive model routing, which assigns different AI models to 
different agents based on the cognitive demands of each sub-task. This mirrors how professional services 
firms staff engagements: routine compliance work is managed by capable but cost-efficient team 
members, while complex advisory matters engage senior specialists. 

• Fast-response models: Manage simple factual queries, standard rate lookups, and well-
established compliance questions with speed and efficiency. 

• Balanced-reasoning models: Power scenario analysis, legislative interpretation, and multi-step 
calculations requiring structured analytical thinking. 

• Deep-reasoning models: Tackle multi-jurisdictional questions, complex restructuring advice, and 
comprehensive document analysis requiring sophisticated professional judgment. 

This tiered approach optimizes both response quality and computational efficiency, ensuring that every 
query precisely receives the level of analytical depth it warrants. 

4.4 Phase 4: Synthesis and Collective Intelligence 
The final phase embodies the core principle of swarm intelligence: collective output exceeding individual 
capability. A dedicated Synthesis Agent collects independent analyses from all deployed specialist agents 
and produces a unified advisory response. 

The synthesis process resolves conflicts between agent perspectives, identifies areas of consensus and 
disagreement, prioritizes actionable recommendations, distinguishes between NZ-specific and AU-specific 
advice where both jurisdictions apply, and highlights areas requiring further professional investigation. The 
result is a response with the breadth of a multi-disciplinary advisory team and the consistency of a single, 
coherent voice. 
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5. Applications for ANZ Professional Services 
 

5.1 Tax Advisory 
Tax practitioners face an intensifying compliance environment. The NZ IRD’s enforcement funding increase 
and shift toward full audit activity, combined with the ATO’s ongoing compliance programmes, require tax 
advisors to navigate an expanding body of legislation with shrinking team capacity. Ziffy ASI enables: 

• Rapid analysis of cross-border tax implications under both NZ and AU tax treaties 

• Simultaneous assessment of transfer pricing, thin capitalization, and hybrid mismatch rules 
across jurisdictions 

• Real-time legislative research integrated with structured analytical frameworks. 

• Multi-agent review of R&D tax credit eligibility with concurrent compliance risk assessment 

5.2 Audit and Assurance 
The auditor shortage is particularly acute, with CA ANZ flagging a nationwide shortage of external auditors. 
Meanwhile, new climate reporting and assurance requirements in Australia are expanding the scope of 
work. The multi-agent approach mirrors how audit teams already operate: different specialists examining 
various aspects of an engagement, with a lead synthesizing findings into a coherent opinion. 

• Parallel analysis of financial statements across risk, compliance, and technical accounting 
dimensions 

• Document intelligence for engagement letter review, management representation analysis, and 
workpaper assessment. 

• Simultaneous evaluation against NZ IFRS and AASB standards where dual reporting is required. 

5.3 GST/BAS and Indirect Tax 
With the NZ IRD identifying 227,000 crypto users conducting NZ$7.8 billion in transactions, and ongoing 
cross-Tasman supply chain complexity, indirect tax compliance is becoming increasingly demanding. Ziffy 
ASI’s specialist GST/BAS agent can work in parallel with tax and compliance agents to address the full 
spectrum of indirect tax obligations. 

5.4 Strategic Advisory and Restructuring 
Complex client advisory matters, such as entity restructuring, succession planning, or cross-Tasman 
expansion, inherently require multi-disciplinary input. Ziffy ASI’s ability to simultaneously engage tax, 
compliance, financial analysis, and strategic agents’ mirrors the cross-functional teams that firms assemble 
for their highest-value engagements. 
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6. The Competitive Landscape 
 

The Big Four have committed billions to AI transformation. KPMG announced USD 2 billion over five years 
targeting USD 12 billion in added revenue. EY’s AI platform assists 80,000 tax professionals across three 
million compliance cases. Deloitte’s Zora AI targets finance workflow automation. PwC has trained over 
315,000 employees in AI capabilities. 

Source: Bloomberg Tax; Accountancy Age; Business Insider; PwC Annual Report 2025 

However, as former EY UK Chair Hywel Ball observed, larger firms face adoption friction: even small process 
changes can take months or years. The AI in accounting market, valued at USD 6.68 billion in 2025, is 
projected to reach USD 37.6 billion by 2030, growing at 41% CAGR, creating space for agile, purpose-built 
solutions that can outpace enterprise-scale deployments. 

Source: Mordor Intelligence, AI in Accounting Market Report 2025; Accountancy Age, August 2025 

Ziffy ASI is positioned to serve the firms that cannot wait for Big Four-scale AI programmes to mature: the 
mid-tier and boutique accounting, tax, and audit practices across New Zealand and Australia that need 
expert-level AI augmentation now, without the multi-year implementation timelines and multi-million-
dollar budgets. 
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7. Governance, Ethics, and the Human Role 
 

7.1 AI as Augmentation, Not Replacement 
Ziffy ASI is designed to augment professional judgment, not replace it. As the AICPA and CPA.com 2025 AI 
in Accounting Report emphasized, AI is reshaping the profession toward more strategic advisory services, 
but the human element remains crucial for judgment, relationship management, and strategic guidance. 
The framework provides analysis and structured recommendations; the professional provides the 
judgment, context, and client relationship that transforms information into advice. 

Source: CPA.com, AICPA and CPA.com 2025 AI in Accounting Report; ISACA, 2025 

7.2 Transparency and Accountability 
Every Ziffy ASI response includes full visibility into the analytical process: which agents were deployed, 
what sub-tasks they addressed, which models powered their analysis, and how the synthesis agent 
resolved any conflicts. This transparency is essential for firms operating under professional standards that 
require demonstrable analytical rigor. 

7.3 Responsible AI Principles 
Ziffy ASI operates within a governance framework that reflects the professional obligations of the firms it 
serves: 

• Appropriate disclaimers: All outputs carry clear guidance that responses constitute analytical 
support, not formal professional advice. 

• Human-in-the-loop: The architecture is designed for professional review and validation, not 
autonomous client-facing deployment. 

• Regulatory currency: Real-time web search capabilities ensure agents can access the most 
current legislative and regulatory information. 

• Audit trail: Full process transparency supports quality assurance and professional oversight 
requirements. 
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8. Future Directions 
 

The multi-agent architecture of Ziffy ASI is designed for progressive capability expansion: 

• Inter-agent deliberation: Future iterations will enable agents to debate and challenge each 
other’s analyses before synthesis, further strengthening output quality through adversarial 
reasoning. 

• Longitudinal memory: Persistent client context will enable agents to build understanding of 
client-specific circumstances, entity structures, and historical advisory positions across 
engagements. 

• Integration with practice management: Direct connections with accounting platforms (Xero, 
MYOB), document management systems, and engagement workflow tools will enable seamless 
embedding into existing practice operations. 

• Expanded domain coverage: Additional specialist agents for forensic accounting, insolvency, 
climate reporting assurance, and Maori authority taxation will extend coverage to emerging 
practice areas. 

• Cross-swarm collaboration: As multi-agent standards mature, aligned with what Gartner 
describes as the emerging “Internet of Agents,” Ziffy ASI agents will be capable of collaborating 
with external agent systems for broader advisory coverage. 

Source: Gartner, “Multiagent Systems in Enterprise AI,” December 2025 
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9. Conclusion 
 

The ANZ accounting, tax, and audit profession stands at an inflection point. The convergence of a critical 
talent shortage, intensifying regulatory demands, and escalating client expectations for strategic advisory 
creates a structural gap that cannot be closed by traditional approaches to workforce planning and 
technology adoption. 

Ziffy Agent Swarm Intelligence offers a fundamentally different paradigm: instead of a single AI attempting 
to be an adequate generalist, a coordinated swarm of specialized agents produces collective intelligence 
that exceeds what any individual agent, or any individual practitioner, can deliver alone. This mirrors both 
the biological reality of how swarms solve complex problems and the professional reality of how accounting 
firms already structure their highest-quality engagements. 

For the mid-tier and boutique firms that form the backbone of the ANZ profession, Ziffy ASI represents an 
opportunity to access the kind of multi-disciplinary analytical depth that was previously the exclusive 
domain of large-scale enterprises with billion-dollar technology budgets. The swarm is here. The question 
is not whether AI will transform ANZ professional services, but which firm will harness its collective 
intelligence first. 
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