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EXECUTIVE SUMMARY

What changes for the asset manager as
Al enters the industry

Active investment management built its value proposition on a simple claim: our people see what
others miss. That claim worked when the seeing was genuinely scarce. Market screening, factor
analysis, peer benchmarking, data aggregation. All of it required experienced analysts and proprietary
data infrastructure. Al has commoditized every piece of the quantitative seeing. The screening that
took a team of three now runs in minutes. The data infrastructure that cost millions to build is
available as a subscription.

What remains defensible is the investment thesis itself: the qualitative judgment about why a sector, a
management team, or a structural trend will play out differently than consensus expects. That
judgment lives in two or three heads. It is not documented in a form that demonstrates institutional
repeatability. When those people leave, the basis for the performance claim leaves with them. LPs
know this. They are asking harder questions about what is systematic and what is individual brilliance.
Al-powered due diligence platforms are giving allocators the tools to test the answer.

For the CEO or CIO of a mid-market asset management firm, this is not a technology question. Itis a
revenue question, because capital allocation decisions increasingly favor funds that can demonstrate
systematic process. A profit question, because competing on quantitative speed against firms with
better Al infrastructure compresses margins without differentiation. And a valuation question, because
the same AUM managed through institutional process earns a different multiple than AUM dependent
on key-person risk.

The strategic move is not to build a better quant platform. That arms race does not differentiate. It is
to make the investment judgment visible, systematic, and auditable before the next LP meeting forces
the question. The funds that move first do not just protect their AUM. They become the institutional
choice in a market where personal brilliance is no longer enough.

This briefing is about what that move looks like, and how a management
team gets it done before the next fundraise puts the question on the table.
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THE SHIFT

The proof burden just changed. LPs
are armed.

Active management was built on an information asymmetry. The manager saw things the allocator
could not verify independently. Performance was the proxy for process. If the returns were strong, the
LP did not need to understand exactly how the investment thesis got applied to each decision. Trust
filled the gap.

That gap is closing. Al-powered due diligence platforms now give institutional allocators automated
fund screening, risk flagging, and process verification capability that did not exist two years ago. The
CFA Institute published detailed frameworks for Al-enhanced allocator workflows. LPs are not just
asking better questions. They have tools to audit the answers.

Al does not replace your CIO's instinct. It makes the process around
that instinct visible, repeatable, and auditable. That is the difference
between a fund and a franchise.

The mid-market fund is caught in a structural bind. Too large to rely on a single star PM's reputation.
Too small to afford the institutional infrastructure that large firms use to demonstrate process rigor.
The passive investing wave has already changed the proof burden permanently. Al-equipped LPs raise
it further. The fund that cannot demonstrate systematic, repeatable process loses capital to the one
that can. Not because the process is better. Because the process is visible.

GRAIL Industry Briefing 3



Revenue. Profit. Valuation.

Under the old model these three questions had three different answers. AI
ties them together. Demonstrate institutional process and you move all
three at the same time.

Where does
your next
billion in AUM
come from?

Capital allocation decisions
are shifting toward funds
that demonstrate
systematic investment
process. Every fundraise,
every LP review, every
mandate competition now
includes questions about
process repeatability. The
fund that can show how
judgment gets applied
consistently across every
decision wins allocations
over the fund that says
"trust our team." The AUM
flows toward proof.
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02 - PROFIT

What are you
spending
analyst time on
that AI already
does better?

Market screening, factor
analysis, data aggregation,
peer benchmarking,
literature synthesis. Every
hour your team spends on
quantitative assembly is an
hour not spent on the
qualitative judgment that
actually differentiates. The
profit question is not
whether to cut analysts. It is
whether your cost structure
reflects where the actual
edge lives.
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What is your
firm worth
without your
top two people?

The equity multiple on a
management company
depends on how the buyer
prices the durability of the
AUM. Key-person risk is a
discount. Institutional
process that survives
leadership transitions is a
premium. The same AUM,
the same fee income, at
very different multiples
depending on one
architectural question: is
the edge personal or
institutional?



Two columns. Every function in the
firm sorts itself between them.

The pattern is consistent across every function in an asset management firm. Quantitative assembly,
routine reporting, and standard compliance work are compressing toward commodity. The work that
appreciates is the work that depends on judgment under ambiguity, LP relationship trust, and
institutional knowledge that a generic platform cannot replicate.

Market screening and factor analysis Investment thesis construction under ambiguity
Data aggregation and peer benchmarking Knowing when the quantitative model is wrong

DDQ response assembly and LP reporting LP relationship trust and allocator intent reading
Regulatory disclosure and compliance reporting Begime change recognition before the data confirms

it

Performance attribution and scenario modeling
Institutional narrative that survives due diligence

Whichever column the management team trains the organization into over the next three years is the
firm it becomes. The decision is not whether Al affects investment management. It is which side of the
line the leadership deliberately moves the organization toward.
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Two paths. Same technology. Opposite
outcomes.

Every mid-market asset manager faces the same Al technology. The outcomes depend entirely on
what the firm chooses to build with it.

THE DEFAULT PATH THE REPOSITIONING PATH

Automate the quant layer Make the judgment visible

Buy Al screening tools. Speed up factor Document the investment process. Encode the thesis
analysis. Compete on data processing construction. Build LP-ready evidence that the edge is
speed against every other fund doing the systematic, not personal.

same.

Keep the edge personal Institutionalize the edge

Star PM reputation drives AUM. Key-person Encode investment reasoning, risk assessment

risk accepted as cost of business. methodology, thesis construction approach. Make the
Succession is a future problem. process auditable and transferable.

Treat LP relations as personal Build LP intelligence

Relationship capital lives in individual Encode relationship context, communication patterns,
heads. Contact history, preferences, portfolio discussion history. The LP relationship
portfolio discussion context are becomes institutional, not personal.

unstructured.

Defend current AUM Earn institutional mandates

Performance alone justifies fees. Process Systematic process becomes a fundraising asset. LP
documentation is a compliance exercise, due diligence reveals capability, not dependency. The
not a competitive asset. same performance at a stronger allocation.

Same technology. Opposite outcomes. The difference is whether process
documentation is a compliance exercise or a competitive weapon.
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FOUR LEVERS

The growth levers that compound
when used together

Repositioning is not a single decision. It is four levers, each available to the firm right now, that
compound when pulled together. Used in isolation, any one produces a modest gain. Used together,
they convert a fund into a franchise.

1 Document the investment process in institutional form

Not marketing materials. The actual decision framework. How a thesis gets constructed. How
risk gets assessed. How position sizing reflects conviction under uncertainty. The reasoning
that lives in the CIO's head, encoded so that LP due diligence reveals systematic capability.
This is the lever that converts personal edge into institutional edge.

2 Build LP intelligence infrastructure

Every LP interaction generates signal: allocation preferences, risk appetite shifts, competitive
positioning questions, timing indicators. Structure it, encode it, make it available to the entire
investor relations function. The LP relationship becomes an institutional asset that survives
personnel changes. The fund that knows its allocators institutionally wins mandates the fund
that knows them personally cannot retain.

3 Free analyst time for judgment, not assembly

Al handles market screening, data aggregation, factor analysis, and report assembly. The
hours recovered go into thesis construction, conviction testing, and relationship work. The
fund does not cut the team. It redirects the team toward the work that actually differentiates.
Cost structure follows value, not headcount.

4 Turn process documentation into a fundraising asset

The same documentation that makes the investment process institutional becomes the
strongest answer to LP due diligence. When the allocator asks "how do you use Al in your
investment process?", the answer reveals systematic capability, not individual dependency.
The process documentation is not overhead. It is the single most valuable fundraising artifact
the firm can produce.
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GRAIL - HOW WE THINK

Business first. Technology second.

GRAIL is an Al-native management consultancy. We help European mid-market leadership teams
figure out the one or two things that fundamentally change about their business as Al enters their
industry, and then build the capability to act on it before competitors do. For asset management
specifically, we approach the challenge from the business side: how the investment process becomes
institutional, how LP relationships become durable, and how the management company becomes a
franchise rather than a collection of individual talents.

The market offers two things: vendor lock-in dressed as
transformation, and consulting reports dressed as strategy. GRAIL
delivers a third option: working Al capability that you own.

WHAT YOU GET WHY IT MATTERS

Senior advisory direct to the CEO and CIO Founded by operators, not technologists
Working Al capability the firm owns from day one Business-first strategy, technology second
Custom agents built around your investment process Process architecture, change management,

workflow design

Outcomes in weeks, not quarters
Results before you commit to scale

No lock-in at any phase of the engagement
Each next step earned, never assumed
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Three sessions with your leadership
team. No IT project. Working tools
from week one.

GRAIL starts with the management team because organizational
transformation cannot outrun the leadership team's personal
understanding of what is possible. Three workshops. Each delivers
standalone value. Each earns the right to the next.

WORKSHOP 01

How to think

The strategic foundation.
Where Al creates real value
in asset management and
where it is noise. The
institutional process thesis.
The LP due diligence
preparation frame. Your
leadership team leaves with
a shared frame for the rest
of the work, and with the
first working agent built live
in the room.

WORKSHOP 02

Your Al team

A half-day activation. Each
member of the leadership
team receives a personal
suite of five to ten custom
agents trained on their
workflow, their decisions,
their competitive
landscape. Market monitor.
LP communication
preparation. DDQ response
drafter. Portfolio analytics.
Working tools from week
one, not slides about tools.

WORKSHOP 03

Competitive
edge

Refinement from real usage.
Agents upgraded based on
how the team actually used
them. The investment
process documentation
roadmap. The LP-ready
institutional narrative. The
recommendation for what
comes next, earned by what
just shipped.

Three weeks. No IT project. No board approval needed to start. The sharpest
strategic conversation your leadership team will have this year, backed by

working tools they are already using.

GRAIL
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What to ask in your next leadership
meeting

The questions where the leadership team cannot agree on an answer are the ones worth a longer
conversation. Ask these honestly. The point is not the polished response. The point is whether the
answer would survive contact with a sophisticated LP three months from now.

If your CIO were unavailable for six months, how much of your investment
process would continue at the same quality?

When your next LP asks "how do you use Al in your investment process?", does
the answer reveal systematic capability or individual talent?

What fraction of your LP relationship intelligence is institutional versus personal
to individual relationship managers?

How many hours per week does your investment team spend on data assembly
that Al could handle, and where would those hours go instead?

If an allocator used AI-powered due diligence to audit your process claims

against your actual decision records, what would they find?

If any of these questions land somewhere uncomfortable, that is the
conversation worth having.

JOHAN GRONSTEDT - GRAIL - JOHAN@GRAIL.WORKS - GRAIL.WORKS
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IN THIS SERIES

There’s a version of this briefing for
every seat at the table.

GRAIL has produced industry briefings calibrated to the specific reality of each C-suite role.

» YOU ARE READING

CEO

Revenue. Margin.
Valuation.

Three numbers your board
reads. Al is rewriting all three
in your industry.

CHRO

Capacity. Capability.
Promise.

The biggest talent transition of
a career. Compete on
capacity, not headcount.

CFO

Capital. Forecast.
Story.

What you allocate this year is
the story your board reads
next year.

Hall

Moat. Speed.
Allocation.

The platform moat that
survives 2028 is being chosen
this year.

00

Cheaper. Better. Faster.

The triple threat that used to
be a tradeoff is now table
stakes.

HHI

Margin. Pace. Position.

The whole GTM playbook is
being rewritten in real time,
across every commercial team
at once.

Visit grail.works for the full series.

GRAIL

An Al-native management consultancy helping European mid-market leadership teams figure out what
fundamentally changes about their business as Al enters their industry.

www.grail.works



