


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

You have seen this on your bid floor

Every commercial director at a mid-sized European energy or environmental advisory firm has had the

same Monday morning. A developer emails on Sunday asking for rapid feasibility on a hybrid Baltic

site by Thursday. The lead on your most comparable prior project left for an infrastructure fund two

months ago. The second lead is on parental leave. Your hydrogen specialist forwards you a LinkedIn

message at 11pm: a developer is offering her a commercial lead role at a 45% premium. Your CEO

texts on Sunday. The board wants the five-year growth model on Wednesday.

You have done this job for fifteen years. The pattern used to be simple. Hire strong specialists. Build a

track record project by project. Turn each new technology area into a capability and win the bids that

play to it. The market sorted it out. You won a decent share. The business was understandable.

Something changed. Your bid turnaround is slipping on exactly the work that used to be your edge.

The rapid-response feasibilities where precedent depth wins, and your competitors are now showing

three comparable references while your team shows one. Your specialists are being sounded out by

the developers you are bidding to. Framework renewals are harder than they were three years ago.

Your CEO is asking why the firm is not keeping pace with Ramboll and Afry.

The cause is not a you problem. Your industry and your function are compressing at the same time, in

the same direction. Most commercial directors are treating them as two problems. The ones who see

them as one are going to own the next decade of energy transition advisory growth.

This briefing covers what is happening in your industry, what it means for
your bid floor and your commercial 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

Energy advisory just entered its first
race it cannot win by hiring

For forty years every new advisory technology area worked the same way. Environmental impact

assessment in the 1990s. Onshore wind in the 2000s. Solar and storage in the 2010s. You hired ahead

of the wave, built a practice, and the specialists you hired accumulated a track record project by

project. That track record is what won the next bid, and the next one, and the framework agreement

behind them. The pace of new technology areas gave you time to build depth before the market

moved on.

Offshore wind, hydrogen, BESS, and CCUS behave differently. The Nordic offshore wind pipeline is 7

GW by 2030 and 65 GW by 2050. Green hydrogen targets 4-6 GW of electrolysis capacity by 2030.

These disciplines barely existed as professional specialisations five years ago. Every project is frontier

work, generating regulatory, technical, and stakeholder precedent worth more next year than today.

The firms that landed the early projects in each technology are banking an asset competitors cannot

buy. And the people who did those projects, the ones with three frontier projects behind them at 38

years old, are being recruited at 40% salary premiums by the developers and infrastructure funds you

are trying to sell to.

You are generating the scarcest asset in your sector on every live
project. Most of it is walking out the day the lead takes the developer's
offer.

The competitors pulling ahead are not waiting. They are banking regulatory interaction outcomes,

evidence approaches, stakeholder maps, and technical methodology while the project is still running.

By the time the lead leaves, the learning from her project stays on the firm's side. On the client side,

developers and infrastructure funds are using AI-assisted scanning to pre-qualify bidders. By the time

the letter of request lands on your desk, the developer has a shortlist. If your firm's work is not already

referenced in the research that trained their pre-qualification view, you are not on the list.
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L E N S  T W O    ·    Y O U R  F U N C T I O N

Your bid floor, your marketing team,
and your bid management are feeling it
every day

Your bids. Your specialists walk into rapid-feasibility responses where the developer has already

researched comparable work. The ones who arrive with three referenceable prior projects pulled on

day one convert at about double the rate of those who arrive with one pulled by hand on day three.

The bids you are losing are not going to cheaper firms. They are going to firms whose precedent was

deeper and more accessible.

Your marketing team. The lead-generation playbook changed in a single year. Conference

sponsorship and generic thought-leadership are falling as the entry point. Developers and

infrastructure funds run their internal diligence through answer engines and industry-specific

research tools before they issue a request. If your firm's work is not referenced in the sources that

shape those searches, you are not in consideration. The leading firms are shifting marketing from

events and whitepapers to citable original research in two or three technology areas. Your brand

becomes the reference the answer engine returns.

Your bid management. The function that used to run bid logistics, precedent library admin, and

quarterly win-rate reporting is becoming the architecture of your entire commercial engine. The tools

every specialist uses. The project data captured as projects run. The agents that pull precedent from

call logs and regulator correspondence in thirty minutes. The metrics that prove precedent depth to

the CFO. Most firms still treat bid management as coordination. The ones pulling ahead are

repositioning the bid management lead as the architect who ties specialists, projects, and marketing

into one system.

Your specialists' week. Precedent lookup for a bid. Regulatory position research. Competitive

intelligence on comparable projects. Six to ten hours per rapid response that used to be the cost of

serious work. That work now lands in thirty minutes when your team is set up for it. Your best

specialists use the freed time to win more bids. Your middle ones use it to do the same things they did

before, which is not enough.

Your senior leads. Your three most-requested specialists in offshore wind, hydrogen, and BESS carry

30-40% of the firm's frontier revenue. They are 35-45, not 55+. They are not retiring. They are being

recruited by the developers they are selling to. When one leaves, two years of project precedent

leaves with her, and the framework renewal falls over 18 months later. You know which ones have had

the call.
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B I D S .  M A R K E T I N G .  B I D  M A N A G E M E N T.

The winners are already running one
precedent engine

Your industry is compressing bid-response timelines because developers are now AI-armed. Your

function is compressing specialist capacity because your people have alternatives you did not have to

compete with before. Same force, two altitudes. But there is a third thing happening that most

commercial directors have not named yet, and it is the one that matters most.

Look at the firms pulling ahead. Bidding, marketing, and bid management are running as one

precedent engine, not three separate teams. Marketing knows which technology areas the specialists

want to publish in. The bid management lead is in the project kickoff. Specialists are encoding

regulator interactions while the project runs. The data flows between the three functions. The tools

are shared. The metrics are shared. Every project contributes to an asset that compounds.

Most commercial directors are still running three teams with three plans. A bid-response tool for the

bid team. A conference budget for marketing. A SharePoint refresh for bid management. Twelve

months later nothing compounds, because the three plans never met, and every project resets to

scratch.

Your competitors who get this will respond to rapid-feasibility requests in 24
hours with the depth of three prior comparable projects referenced. Their
marketing is the citable source a developer finds when they run the pre-
qualification search. Their bid management captures what the project
generates while it is still running. Three things compounding into one. This is
what the next eighteen months look like if you do not move.

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

whether you build the precedent engine yourself, or the CFO hires someone who will.
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T W O  P A T H S

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

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

decisions. A smaller group is making different ones.

THE DEFAULT PATH THE WINNERS' PATH

Run bids, marketing, and bid
management as three teams
Three plans that never meet. A bid-response

tool. A conference budget. A SharePoint
refresh.

Run one precedent engine across all
three
Marketing in the project kickoff. Bid management in

the specialist retrospective. Shared data and
metrics.

Buy a bid-automation tool and
call it the AI strategy
Every competitor has the same tool within six
months. The tool is the commodity.

Build the agents your specialists
actually use
Tuned to your projects, your regulators, your
technology areas. Yours to keep, compounding with

every project you run.

Sponsor more conferences,
publish more whitepapers
Event budgets rise. The developers are

researching somewhere else.

Publish citable research in two
technology areas
Original analysis developers and funds reference.

Your firm becomes the source before the request
for offer is drafted.

Hope your best specialists stay,
pay them when they threaten to
leave
The precedent they built walks out the day
they accept a developer offer.

Encode what each frontier project
generates while it is running
Precedent stays. The departure is costly but not
catastrophic. Framework renewal survives.

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

Bids. Specialists. Precedent.

Three questions every commercial director in energy and environmental
advisory is tracking. None of them used to be the same question. They are
now.

0 1    ·    B I D S

Why are we
losing bids we
should be
winning?
The rapid-feasibility

response went to a firm that

referenced three

comparable prior projects

while yours referenced one.

They did not price you out.

They pulled deeper

precedent on day one. This

is happening more often

than a year ago and the

trend is in one direction.

Your team is not losing

talent. It is losing the

precedent race.

0 2    ·    S P E C I A L I S T S

What happens
when our
senior leads
take the
developer's
offer?
Your three most-requested

specialists in offshore wind,

hydrogen, and BESS carry

30-40% of your frontier

revenue. They are 35-45

and being actively recruited
by the developers you are

bidding to, at 40%

premiums. You have never

found a way to make what

they have learned

institutional. Two are in

quiet conversations now.

The framework renewal falls

over 18 months later.

0 3    ·    P R E C E D E N T

Where is the
precedent we
generated last
year?
Your team delivered three

offshore wind assessments,

two hydrogen pathways,

and four BESS permits last

year. Each one generated

regulatory interaction

outcomes, evidence

approaches, stakeholder

maps, and technical

methodology worth more

next year than today. Ask

your next project lead to

pull that precedent in thirty

minutes. You know the

answer. Precedent stays on

the balance sheet only if

the firm captures it.
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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 commercial director can start this quarter. Each touches one function.

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

1 Bids: get your specialists into rapid responses with 30-minute precedent pulls
The specialist who arrives at a 72-hour feasibility with three referenceable prior projects

pulled in thirty minutes wins at about twice the rate of one who pulls from memory. The tools

are tuned to your firm's project history, your technology areas, your regulator dialogues. Your

best specialists already do this mentally. The rest needs the agent.

2 Marketing: shift from event sponsorship to citable research
Your MQL pipeline is degrading because developers no longer rely on conferences or

whitepapers at the research stage. They run internal diligence through answer engines that

return the firms whose work is referenced in published research. Publish original analysis in

two technology areas where you have the precedent to defend it. Your firm becomes the

reference the developer finds before the request for offer is drafted.

3 Bid management: move from coordination to precedent architecture
The bid-management function that used to run logistics and precedent-library admin is the

new centre of gravity for your commercial engine. In the leading firms, it owns the tools every

specialist uses, the data flowing from live projects into the precedent asset, and the metrics

that prove depth to the CFO. This is the hardest role to hire for and the highest-return.

Without it, the other three moves stay siloed.

4 Specialists: encode what each frontier project generates while it is running
Every frontier project generates regulatory interaction outcomes, evidence approaches,

stakeholder maps, and technical methodology. Today most of it ends the project in the lead's

head. AI extracts this from call logs, regulator correspondence, milestone minutes, and

project reviews as the project runs. When the lead leaves, the precedent stays. The

framework renewal survives her departure. Longest lead time of the four. Start now.
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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 bid-floor
conversation to the working tools

The commercial director in 2026 has four places to go for help. None of them can do what we do.

Bid-automation and proposal-software vendors sell a content drawer. They do not sit down and

talk about what to do with your precedent once it is captured, and they do not build the agents that

turn a specialist's call log into a bid-ready reference on day one.

The big consulting firms will write you a two-million-euro strategy deck delivered by a partner-led

team billing analyst hours. They cannot put a working precedent agent in your specialist's hands in

three weeks. Their cost structure is built the other way.

Sector-specialist IT consultancies want to run an eighteen-month platform project you stay

dependent on. Their business model needs you inside their platform as system of record. That is not

our business.

Point AI tools for technical work will sell you GIS-AI, environmental-modelling AI, or permit

screening. Your specialists will use them for the narrow thing they do and keep the precedent in their

heads anyway. 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 the project floor, not
strategy-deck

Working tools your specialists use the same week

Custom agents built on your projects, your
regulators

The start of a precedent asset your firm owns

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 built and led
commercial teams

Business first, technology second

Three weeks from first meeting to working tools

Your specialists keep the tools, you own the IP

Every next step earned by what just shipped, never
assumed
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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 your industry

and on your bid floor. Build

the first working tool in the

room: a rapid-feasibility

precedent agent for one of

your specialists, on one of

your real projects, for one

of your real technology

areas. Your leadership team

leaves with a shared view of
what to do next and the first

working tool already in their

hands.

W O R K S H O P  0 2

Your team's
tools

A half-day activation. Each

member of your commercial

leadership team leaves with

five to ten working tools

tuned to their technology

areas, their regulators, their

project history. Precedent

pulls. Regulator dialogue

tracking. Developer and

infrastructure fund

intelligence. Citable-

research drafts. Framework

renewal prep. Tools your
specialists 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 bid and marketing

teams. The precedent-

capture plan for your

current live projects. The

retention argument for your

senior specialists. 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. Ask these honestly.

Of the last ten rapid-feasibility responses you lost, how many went to firms that
referenced deeper precedent, not a cheaper price? If you do not know, how
would you find out?

If your senior offshore wind lead accepted a developer's offer next quarter, how
much of what she has learned in her three years with you would survive her
departure on the firm's side?

Ask your next project lead to pull structured precedent from your three most
comparable prior projects in thirty minutes. What came back? What did not?

Where is your marketing team investing their energy today, and where would
they need to invest it to be the citable reference the developer finds before the
request for offer is drafted?

Which of your specialists is already encoding what she learns as she goes? What
would it take for that behaviour to be the default across every frontier project?

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.


