


E X E C U T I V E  S U M M A R Y

You have seen this on your sales floor

Every commercial leader at a mid-market B2B SaaS firm has had the same Monday. Q1 NRR came in

below plan. The forecast owner cannot reconstruct the account story. Your top enterprise AE gave

notice Friday and three of her largest accounts went quiet over the weekend. An AI-native competitor

just closed a deal in a segment you thought was safely yours. Your CMO is pushing a €400K spend on

a new ABM platform. Your CEO's weekend LinkedIn post said "AI is our priority for 2026" and you have

not yet told him what that means for the commercial team.

You have run commercial teams for ten years. The playbook used to work. Hire strong AEs. Build

marketing around lead volume. Hire CS to keep customers alive. Let the product win. The best reps

stood out in eighteen months. NRR stayed above 110. The board was happy.

Something changed. Your reps are working harder and closing less. Your top AEs are burning out.

New hires are ramping in twelve months instead of six. Marketing's MQLs convert worse every quarter

because the buyer arrives already decided. Your CS team is reactive, learning about renewal risk three

weeks before the contract. And an AI-native competitor is now demoing a workflow you have spent

three years building.

This is not a you problem. It is an industry problem and a function problem happening at the same

time. Most commercial leaders are treating them as two. The ones who see them as one are going to

own the next decade of B2B SaaS growth.

This briefing covers what is happening in your industry, what it means for
your sales floor and your CS team, and the three questions your leadership
team should answer before the next board cycle.
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L E N S  O N E    ·    Y O U R  I N D U S T R Y

The feature moat that ran your
business for fifteen years is dissolving

For fifteen years, the reason your best enterprise customers stayed was the feature gap. You shipped

workflows your competitors could not build in under three years. The switching cost was real. The

buying committee understood it. Every renewal conversation anchored on the same line: rebuilding

this would take four engineers eighteen months. Nobody rebuilt.

AI does not behave the same way. A well-funded AI-native entrant with six engineers now reaches

feature parity on a multi-year product in twelve to eighteen months. The switching cost argument

holds for another quarter or two, then collapses when the entrant demos the workflow in front of your

customer's CFO. The feature moat that protected your ARR is not gone yet, but your customers can

see the road.

Your top accounts can now evaluate a complete alternative to your
platform in a six-week pilot. The feature conversation is over. The next
conversation is about what else you are worth keeping.

Two other shifts arrived at the same time. Platform players are bundling AI into their base tier.

Microsoft Copilot already connects to Salesforce, Jira, and GitHub via MCP. When Copilot absorbs the

workflow that is your core feature, your feature is no longer a purchase decision, it is a checkbox

inside a suite your customer already owns. And buyers arrive already decided. 94% of B2B buyers

now use generative AI in the buying process, 41% have a preferred vendor before formal evaluation

starts, and procurement is running AI benchmarking tools that arrive at the meeting better prepared

than your AE does. Your price floor is already set before your rep walks in, not negotiated once they

arrive.
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L E N S  T W O    ·    Y O U R  F U N C T I O N

Your AEs, your CSMs, your marketing
team, and your rev ops are feeling it
every day

Your AEs. Your top quartile carries 2-3x the quota of your bottom quartile. The gap has always been

there. What changed is that your top AEs are burning out because the buyer now arrives with three

vendors already evaluated and half the conversation pre-decided. Your middle AEs are losing deals to

AI-native competitors they did not know were in the room. Your new hires are ramping in twelve

months instead of six because nobody wrote down what the top AE actually does in the first call.

Your CSMs. This is where the NRR story really lives. Your best CSMs carry the customer politics, the

champion's tenure, the exec sponsor's real agenda, the usage patterns that predict renewal ninety

days before the CRM flags it. None of that is written down. When a senior CSM leaves, their accounts

go quiet for weeks, and three months later a renewal that looked locked churns. The board asks why.

Your forecast owner tells the truth: nobody else had the relationship. This is happening across every

mid-market SaaS company, and it is the single largest unmanaged risk on your P&L.

Your marketing team. MQL volume is up, conversion is down, and the team cannot explain the gap.

The buyer now researches in ChatGPT, Perplexity, Gemini, G2, and private peer forums before they hit

your website. If your brand is not cited in those sources, you are not on the shortlist. The leading SaaS

firms have already moved marketing from lead factory to authority engine. Original research the

answer engines cite. Named customer outcomes with specific metrics. Senior voices in trade press

and on podcasts. Marketing's job is moving from filling the funnel to making sure you are already the

preferred pick before the funnel starts.

Your rev ops. The function that used to run CRM hygiene, forecast cadence, and quarterly

dashboards is becoming the architecture of your entire commercial engine. The tools every AE uses.

The data that flows between marketing, sales, and CS. The agents that capture what your best AEs

and CSMs know. The metrics that prove the transformation to the CFO. Most SaaS commercial leaders

still treat rev ops as reporting. The ones pulling ahead are repositioning rev ops as the architect who

ties sales, marketing, and CS into one system. This is the quietest change on your sales floor and the

one with the most upside.
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S A L E S .  M A R K E T I N G .  C S .  R E V  O P S .

The winners are already running one
commercial system

Your industry is compressing because AI-native entrants close feature gaps in a year and platforms

bundle your workflow into a base tier. Your function is compressing because your best AEs and CSMs

carry knowledge nobody has ever captured, and they are tired. Same force, two altitudes. But there is

a third thing happening that most SaaS commercial leaders have not named yet, and it is the one that

matters most.

Look at the firms pulling ahead. Sales, marketing, CS, and rev ops are running as one commercial

motion, not four separate teams. Marketing attends the pipeline review every week. The CS head is in

the new-logo deal reviews. Sales AEs feed back what the buyer actually asked so marketing's next

authority piece targets the real question. Renewal risk signals flow from CS into the account plan in

sales. The data is shared, the tools are shared, the metrics are shared. One system.

Most commercial leaders still run four teams with four plans. A Gong-category copilot for the reps. A

campaign refresh for marketing. A Gainsight dashboard for CS. A new forecast model for rev ops.

Twelve months later nothing compounds because the four plans never met.

Your competitors who get this will renew accounts on expansion terms you
cannot match. Their AEs walk in with what yours do not. Their marketing is
the preferred pick before the evaluation opens. Their CS team sees the churn
signal ninety days early. Four things compounding into one moat. The one
your CEO has been asking you about.

You have eighteen to twenty-four months. The AI adoption debate is over. Your question now is

whether you lead the architecture yourself, or the CFO hires someone who will.
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T W O  P A T H S

What most SaaS firms are doing. What
the winners are doing instead.

Every commercial leader has had the AI conversation by now. Most are making the same four

decisions.

THE DEFAULT PATH THE WINNERS' PATH

Run sales, marketing, CS, and rev
ops as four teams
Four plans that never meet. A copilot for reps,

campaigns for marketing, Gainsight for CS, a
dashboard for rev ops.

Run one commercial motion
across all four
Marketing in pipeline review. CS in new-logo

reviews. Shared data, tools, and metrics. One
system.

Buy a sales copilot and declare AI
strategy done
Every competitor has the same copilot within six
months. The tool is the commodity.

Build the tools your team actually
uses
Tuned to your ICP, your accounts, your product.
Yours to keep, compounding with every deal and

renewal.

Push marketing for more MQL
volume
More leads, worse conversion. The buyer already

chose a vendor before the form fill.

Build authority where buyers
actually research
Research the answer engines cite. Named

outcomes. Your brand is the preferred pick
before evaluation opens.

Let your best CSMs carry account
knowledge in their heads
They leave. Three renewals go quiet. NRR drops
and the story is lost.

Capture what they know now,
while they are there
Account intelligence moves into a system every
CSM uses. Renewal risk surfaces ninety days

early.

Same technology. Same twelve months. Opposite outcomes. The difference is
the operator, not the AI.
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T H R E E  Q U E S T I O N S

Pipeline. Productivity. Retention.

Three numbers every SaaS commercial leader is tracking. None of them
used to be the same question. They are now.

0 1    ·    P I P E L I N E

Are we the
preferred
vendor before
the evaluation
starts?
Most of your pipeline came

in already decided against

you. 41% of buyers arrived

with a vendor chosen. Your

AEs are showing up to

confirm, not to persuade.

The fix sits earlier than the

funnel. Authority at the

specification stage.

Whether your brand is the

one ChatGPT cites.

Whether your research is

the one procurement reads.

Whether your customers

are already talking about

you in the peer forums

where buying teams

compare notes.

0 2    ·    P R O D U C T I V I T Y

Why does our
top AE close
three times
what the
median does?
Your top quartile runs

€2.4M. Your bottom quartile

runs €600K. Same product,

same ICP, same pricing.

The gap is preparation,

account intuition, and

pattern read, and none of it

is written down. You have

tried training, coaching,

playbooks. The gap

persists. 2026 is the first

year it closes, not by hiring

better AEs, but by putting

your top AE's preparation in

every AE's hands before the

first call.

0 3    ·    R E T E N T I O N

What happens
when our best
CSM leaves?
The account intelligence

that drives your NRR sits in

your senior CSMs' heads.

The champion's tenure, the

exec sponsor's real agenda,

the usage signals that

predict churn. When a

senior CSM leaves, the

relationship breaks, three

accounts go quiet, and a

renewal you thought was

locked churns two quarters

later. Your CRM data did not

see it coming. Your CSM

would have. Now she works

somewhere else.
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F O U R  M O V E S

What the firms winning this play are
actually doing

Four concrete moves any SaaS commercial leader can start this quarter. Each touches one sub-

function. Pulled together, they fuse your team into one commercial system.

1 Sales: put your top AE's preparation in every AE's hands before the first call
Your top AE prepares for an hour per call. Your median AE prepares for ten minutes. The gap

is visible in win rates, ACV, and pricing discipline. Four to six hours of weekly prep

compresses to fifteen minutes when the agent knows your accounts, your competitors, and

your product. Your top AE is already doing this mentally. The rest of the team needs the tool.

2 Marketing: move from MQL volume to answer-engine authority
Your MQL pipeline is degrading because the playbook is ten years old. Buyers research in

ChatGPT, Perplexity, G2, and peer forums you do not track. Build authority where they

research. Original research the answer engines cite. Named customer outcomes with specific

metrics. Your brand becomes the preferred pick before the form fill.

3 CS: build the ninety-day renewal-risk early warning
The signal that predicts churn is already in your data. Product usage patterns. Support ticket

volume. Exec turnover at the account. Payment cadence. Your best CSM reads these

instinctively ninety days before renewal. An agent trained on your own renewal history reads

them too, flags the at-risk accounts early, and gives the CSM time to act. NRR moves. Your

CEO sees it.

4 Rev ops: move from reporting to architecture
The rev ops leader who runs CRM hygiene and forecast dashboards is now the architect of

your commercial engine. They own the tools every AE and CSM uses. They own the data

flowing between marketing, sales, and CS. They own the agents capturing what your best

people know. This is the hardest move to hire for. Without it, the other three stay siloed and

the NRR gain never shows up on the P&L.
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G R A I L    ·    H O W  W E  T H I N K

The only firm that joins the sales-floor
conversation to the working tools

The SaaS commercial leader in 2026 has four places to go for help. None can do what we do.

Revenue-intelligence vendors like Gong, Chorus, and Clari record your meetings and give you

dashboards. They do not sit with you to talk about what to do with what they recorded, and they do

not build tools tuned to your accounts. They sell a platform.

The big consulting firms will write you a two-million-euro go-to-market strategy deck. They cannot

put a working preparation tool in your AEs' hands in three weeks. Their cost structure needs analyst

hours. You get the deck or the tool, never both.

Your CRM's AI platform (Salesforce Einstein, HubSpot Breeze, Microsoft Copilot for Sales) wants an

eighteen-month implementation project that installs an agent inside their platform. Their business

needs you dependent on the platform. That is not our business.

Point sales-tech vendors (Outreach, Apollo, Clay, 11x.ai, Seismic) will sell you another tool. Your AEs

will not use it. You have seen this before.

The market offers four things you have already said no to. GRAIL is the
fifth option.

W H A T  Y O U  G E T

Senior advisory that speaks sales-floor, not strategy-
deck

Working tools your AEs and CSMs use the same
week

Custom agents built on your accounts, your product

The start of a system that captures what your best
people know

No vendor lock-in at any phase of the engagement

W H Y  I T  M A T T E R S

Founded by operators who have run SaaS
commercial teams

Business first, technology second

Three weeks from first meeting to working tools

Your team keeps the tools, you own the IP

Every next step earned by what just shipped
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G R A I L    ·    H O W  W E  W O R K

Three sessions with your commercial
leadership team. Working tools from
week one.

We start with your commercial leadership team because the change cannot
outrun the team's personal understanding of what is possible. Three
workshops. Each delivers standalone value. Each earns the right to the
next.

W O R K S H O P  0 1

How to think

Walk through what is

happening in SaaS and on

your sales floor. Build the

first working tool in the

room: a pre-call prep agent

for one of your AEs, on one

of your real accounts, for

one of your real deals. Your

leadership team leaves with

a shared view of what to do

next and the first working
tool in their hands.

W O R K S H O P  0 2

Your team's
tools

A half-day activation. Each

commercial leadership team

member leaves with five to

ten working tools tuned to

their accounts, their

segment, their product.

Pre-call prep. Live call

capture. Follow-up drafts.

Renewal-risk early warning.

Expansion-signal tracking.

Tools your AEs and CSMs

use the same week, not

slides about tools.

W O R K S H O P  0 3

Ready to roll

Refined tools based on real

use. The rollout plan to your

wider sales, marketing, and

CS teams. The knowledge-

capture plan for your best

AEs and CSMs. The NRR

defence playbook for your

renewal book. And the CEO

and CFO conversation with

numbers they can check,

not a deck they cannot
argue with.

Three weeks. No IT project. No board approval needed to start. The tools
your team is already using when we finish.
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F I V E  Q U E S T I O N S

For your next leadership team meeting

The questions where your leadership team cannot agree on an answer are the ones worth an hour on

the agenda.

Of your top 50 target accounts this quarter, how many already see you as the
preferred vendor before the evaluation starts? If you do not know, how would
you find out?

What is the revenue gap between your top AE and your median AE, and what
have you actually transferred from the top to the middle in the last twelve
months?

If your three best CSMs left tomorrow, what would happen to the accounts they
own? What would your NRR look like twelve months later?

Where is your average AE spending their Monday morning today, and where
would they need to spend it to close one more deal per quarter?

Which of your AEs or CSMs is already doing what the rest of your team will need
to do by 2027 to hit plan? What would it take for that behaviour to be the default
across the team?

If any of these produces a disagreement in your leadership team, that is the
conversation worth having before the board asks.

JOHAN GRÖNSTEDT  ·  GRAIL  ·  JOHAN@GRAIL.WORKS  ·  GRAIL.WORKS
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I N  T H I S  S E R I E S

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

Visit grail.works for the full series.

www.grail.works

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

CEO
Revenue. Margin.
Valuation.

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

CFO
Capital. Forecast.
Story.

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

COO
Cheaper. Better. Faster.

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

CHRO
Capacity. Capability.
Promise.

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

CPTO
Moat. Speed.
Allocation.

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

CCO
Margin. Pace. Position.

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

▸  YOU ARE READING

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


