


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

What changes for the biotech company
as AI enters its industry

Mid-market biotech companies carry a fragility that rarely appears on the balance sheet. The

experimental rationale, regulatory narrative, and scientific decision history behind every development

programme live primarily in the heads of a small number of principal scientists. When one of those

scientists leaves, the programme does not stop. It slows. Regulatory timelines stretch. Partnership

due diligence exposes gaps. The institutional memory that makes a programme credible to regulators

and acquirers degrades quietly and expensively.

AI has not changed this fragility. It has changed whether the fragility is fixable. For the first time, it is

feasible to extract, structure, and encode the reasoning behind ten years of experimental decisions

into institutional knowledge systems. Not the data itself. The rationale. Why a target was prioritized.

Why an assay approach was abandoned. Why a specific formulation path was chosen over the

obvious alternative. This is the context that regulators probe, partners scrutinize, and acquirers price.

For the CEO of a biotech company, this is a revenue question, a profit question, and a valuation

question. Revenue, because licensing negotiations stall when the team cannot articulate programme

history with confidence. Profit, because reconstructing lost context after a departure costs months of

senior scientist time. Valuation, because acquirers and partners discount programmes where the

knowledge infrastructure is thinner than the science.

The strategic move is to build programme knowledge infrastructure while the scientists who carry the

context are still available. The companies that move first do not just protect existing programmes.

They make every programme more credible to regulators, more attractive to partners, and more

valuable at exit.

This briefing is about what programme knowledge fragility costs, and how
a management team builds the infrastructure to survive it.
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T H E  S H I F T

Programme knowledge was always
fragile. Now it is fixable.

Every development programme accumulates a layer of reasoning that never makes it into formal

documentation. The principal scientist knows why a particular target was deprioritized in 2019. The

regulatory lead remembers how a specific agency interpreted a requirement differently from what the

guidance document says. The formulation chemist carries the history of twelve failed approaches that

shaped the current one. This reasoning is the difference between a programme that moves

confidently through regulatory interactions and one that reconstructs its own history under pressure.

Biotech has always known this fragility existed. The standard response was retention packages,

documentation mandates, and the assumption that small teams share knowledge organically. None of

these have worked reliably. Retention packages delay departures. They do not prevent them.

Documentation mandates produce compliance artifacts, not accessible reasoning. Small-team

assumptions fail the moment the team grows past fifteen people or the programme spans more than

five years.

The cost of a principal scientist leaving is not the replacement hire. It is
the six months of regulatory delay while the team reconstructs context
that was never written down.

AI changes the equation because it makes extraction and structuring of tacit programme knowledge

feasible for the first time. Not as a documentation exercise. As an institutional knowledge system that

captures the reasoning, the failure modes, the strategic choices, and the regulatory narrative context

in a form that survives personnel transitions. The technology to do this exists now. The question is

whether management teams build it while the people who carry the knowledge are still available.
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T H R E E  Q U E S T I O N S

Revenue. Profit. Valuation.

Under the old model these three questions had three different answers.
Programme knowledge infrastructure ties them together. Strengthen the
knowledge layer and you move all three at the same time.

0 1    ·    R E V E N U E

How confident
is the team in
the next
regulatory
interaction?
Licensing revenue depends

on programme credibility.

When the regulatory team

prepares for an IND

meeting by reconstructing

experimental rationale from

scattered documents, the

preparation takes longer,

the narrative is weaker, and

the agency interaction is

less productive. Every

month of regulatory delay is

a month of lost licensing

timeline.

0 2    ·    P R O F I T

What does it
cost to
reconstruct lost
context?
When a principal scientist

departs, senior researchers

spend months piecing

together the reasoning

behind decisions made

years ago. That

reconstruction absorbs the

most expensive talent in the

organization on work that

produces no new science.

The real cost is not the

departed scientist's salary.

It is the opportunity cost of

the scientists who stay.

0 3    ·    VA L U AT I O N

What does a
partner see
during due
diligence?
Acquirers and licensing

partners probe programme

continuity directly. When

due diligence reveals that

the programme narrative

depends on three people

being in the room, the

valuation reflects the risk.

Institutional programme

knowledge that is

accessible, structured, and

survives personnel changes

earns a different price than

personal knowledge in a

few heads.
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W H E R E  V A L U E  M O V E S

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

The pattern is consistent across every function in a biotech organization. Computational analysis,

literature synthesis, and data compilation are compressing toward commodity. The work that

appreciates is the work that depends on knowing why specific scientific decisions were made, what

the regulatory history actually means, and what failed experiments revealed about the programme's

direction.

D E P R E C I A T I N G

Literature review and competitive pipeline monitoring

Target identification and molecular simulation

Standard regulatory documentation assembly

Progress tracking and milestone reporting

Biomarker data compilation and analysis

A P P R E C I A T I N G

Why a target was prioritized over the obvious
alternative

Regulatory strategy from actual agency interactions

Experimental rationale behind failed and successful
approaches

Partnership narrative that survives key-person
scrutiny

Translational judgment from a decade of programme
context

Whichever column the management team trains the organization into over the next three years is the

company it becomes. The decision is not whether AI affects research operations. It is whether the

leadership deliberately builds the institutional knowledge layer or lets it remain personal.
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T H E  C H O I C E

Two paths. Same technology. Opposite
outcomes.

The same AI technology, deployed into the same biotech company, produces opposite outcomes

depending on what the company chooses to protect.

THE DEFAULT PATH THE REPOSITIONING PATH

Accelerate discovery
Use AI for target ID and molecular

simulation. Compress the early pipeline. The
gains are real but they plateau at discovery.

Protect programme knowledge
Use AI to encode experimental rationale, regulatory

context, and decision history. Build infrastructure that
makes every programme more resilient.

Assume small teams share
Trust that principal scientists pass

knowledge organically. Accept the risk that
a departure costs months of reconstruction.

Build institutional memory
Extract the reasoning from senior scientists while

they are available. Make programme context
accessible to the next generation of researchers.

Prepare for regulators
reactively
Reconstruct programme history before each
interaction. Spend weeks assembling

context from documents and personal
recollection.

Maintain regulatory readiness
Keep the regulatory narrative current and accessible.

Reduce preparation time from weeks to days. Improve
the quality of every agency interaction.

Let due diligence expose gaps
Partners and acquirers discover key-person

dependency during evaluation. The
valuation discount is priced in quietly.

Make continuity a selling point
Demonstrate institutional programme knowledge

during partnership discussions. The premium is
earned by showing the knowledge survives any single

departure.

Same technology. Opposite outcomes. The difference is whether the
management team protects the science or just accelerates it.
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F O U R  L E V E R S

The growth levers that compound
when used together

Building programme knowledge infrastructure is not a single project. It is four levers, each available to

the company right now, that compound when pulled together. Used in isolation, any one produces a

modest gain. Used together, they transform programme resilience from a vulnerability into a

competitive asset.

1 Extract programme rationale while principal scientists are available
Not lab notebooks. The reasoning. Why a target was deprioritized. Why an assay approach

was abandoned after twelve attempts. Why the regulatory strategy changed after a specific

agency interaction. This context is the difference between a programme that moves through

milestones confidently and one that stalls when the person who remembers leaves.

2 Build the regulatory narrative as a living system

The regulatory narrative is not a document produced before a filing. It is the accumulated

story of why every major programme decision was made. When that narrative lives in an

institutional system rather than in the regulatory lead's memory, every agency interaction

starts from a stronger position. Preparation time drops. Narrative quality improves. The

programme becomes more credible with every interaction.

3 Use AI to accelerate the preparation work around scientific judgment
Literature synthesis, competitive pipeline monitoring, regulatory precedent research. These

are the preparation tasks that consume senior scientist time without requiring senior scientist

judgment. Compressing them frees the most expensive talent to do the work only they can do:

translational decisions, regulatory strategy, and the experimental judgment that advances the

programme.

4 Make programme continuity visible to partners and acquirers

The biotech that can demonstrate institutional programme knowledge during due diligence

earns a different valuation than one where the story depends on three scientists staying. The

evidence is not a documentation audit. It is the ability to answer detailed programme history

questions without calling in the founding team. That capability is visible to partners and it is

priced.
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G R A I L  ·  H O W  W E  T H I N K

Business first. Technology second.

GRAIL is an AI-native management consultancy. We help European mid-market leadership teams

figure out the one or two things that fundamentally change about their business as AI enters their

industry, and then build the capability to act on it before competitors do. For biotech and research

companies, the fundamental change is that programme knowledge infrastructure is now feasible. The

question is no longer whether to document institutional knowledge. It is whether to build systems that

make that knowledge survive any single departure.

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

W H A T  Y O U  G E T

Senior advisory direct to the CEO and GMT

Working AI capability you own from day one

Custom agents built around your business logic

Outcomes in weeks, not quarters

No lock-in at any phase of the engagement

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

Founded by operators, not technologists

Business-first strategy, technology second

Context architecture, change management, workflow
design

Results before you commit to scale

Each next step earned, never assumed
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G R A I L  ·  H O W  W E  W O R K

Three sessions with your management
team. No IT involvement. 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.

W O R K S H O P  0 1

How to think

The strategic foundation.

Where AI creates real value

in biotech and research and

where it is noise. The

programme knowledge

infrastructure thesis. The

augmentation framework.

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.

W O R K S H O P  0 2

Your AI team

A half-day activation. Each

member of the

management team receives

a personal suite of five to

ten custom agents trained

on their workflow, their

decisions, their competitive

landscape. Regulatory

precedent research.

Competitive pipeline

monitoring. Literature
synthesis. Working tools

from week one, not slides

about tools.

W O R K S H O P  0 3

Competitive
edge

Refinement from real usage.

Agents upgraded based on

how the team actually used

them. The programme

knowledge roadmap. The

partnership readiness

assessment. The

recommendation for what

comes next, earned by what

just shipped.

Three weeks. No IT involvement. 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.
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F I V E  Q U E S T I O N S

What to ask in your next leadership
meeting

The questions where the room 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 licensing partner three months from now.

If your lead scientist on the flagship programme accepted an offer next month,
how many months before the team could confidently walk a regulator through
the programme's decision history?

When you last prepared for a regulatory interaction, how much senior scientist
time was spent reconstructing context that someone who left had carried in their
head?

If a licensing partner asked during due diligence how the programme would
continue without any single individual, would the answer be credible or
aspirational?

What fraction of the experimental rationale behind the current development
approach is documented in a form that a new team member could access
independently?

When the board asks about programme continuity risk, is the answer a retention
package or an institutional knowledge system that survives any departure?

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

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.

▸  YOU ARE READING

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.

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


