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Compounds
or kvaporate

What changes for the
energy and environment
advisory firm as Al
enters its industry

“Every project your firm
delivers is generating
knowledge worth more
next year than today.
The question is whether it
accumulates for the firm
or evaporates with the
individual.”
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request?

()2  How many hours does®
your team spend
rebuilding what was
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O 3 What is your practice
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leave?
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EXECUTIVE SUMMARY

What changes for the energy and
environment advisory firm as Al
enters its industry

Energy and environment advisory firms face a problem most industries do not have. The knowledge
that matters most is not old knowledge aging out. It is new knowledge being generated through
frontier projects in offshore wind, green hydrogen, battery storage, and carbon capture. Every
assessment, every permitting engagement, every regulatory interaction produces precedent that will
govern commercial opportunities for the next twenty years. The race is to encode that knowledge
faster than it is created.

The structural challenge is that the people generating this knowledge are the same people being
recruited away at forty percent salary premiums by project developers, infrastructure funds, and
larger competitors. The firm is simultaneously building expertise through project experience and
losing it through departure. Each project kickoff that starts from scratch because the previous project
lead has moved on is a compounding loss the firm never recovers.

For the CEO of an energy advisory firm, this is a revenue question, a profit question, and a valuation
question. Revenue, because the firm that responds to a developer's feasibility request in two weeks
instead of eight wins the mandate. Profit, because every project that rebuilds the assessment
framework from scratch is margin destroyed by repetition. Valuation, because the difference between
a practice built on three specialists and a practice built on institutional knowledge infrastructure is the
difference between a fragile asset and a durable one.

The strategic move is to treat every frontier project as a knowledge investment, not just a fee
engagement. Encode the regulatory interaction outcomes, the evidence approaches that worked, the
stakeholder landscapes, and the technical methodologies before the project lead who generated them
moves on. The firms that do this compound their advantage with every engagement. The firms that do
not reset with every departure.

This briefing is about what that compounding infrastructure looks like, and
how a management team builds it before the next specialist walks out the
door.
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THE SHIFT

The knowledge problem is
acceleration, not preservation.

Most industries worry about preserving existing knowledge as experienced people retire. Energy and
environment advisory has the opposite problem. The knowledge that matters most did not exist five
years ago. Offshore wind permitting in Nordic waters, hydrogen pathway assessment, battery energy
storage system grid integration, carbon capture advisory. These specializations are being invented in
real time through the firms delivering the first generation of projects.

Every major engagement generates regulatory and technical precedent that will shape commercial
opportunities for decades. The regulator's view on acceptable environmental impact for a specific
technology in a specific jurisdiction. The evidence approach that persuaded a planning authority. The
stakeholder engagement sequence that built community consent. These are not generic insights.
They are jurisdiction-specific, technology-specific, and project-specific. They are also perishable if
they stay in one person's head.

Every project your firm delivers is generating knowledge worth more
next year than today. The question is whether it accumulates for the
firm or evaporates with the individual.

The talent market makes this urgent. Experienced energy transition specialists are being recruited by
project developers and infrastructure funds at salary premiums that mid-market advisory firms cannot
match on compensation alone. The firm that encodes project knowledge institutionally changes the
equation. It becomes a place where each new engagement builds on everything the firm has learned
before, not a place where each project lead starts from their own experience alone. The knowledge
infrastructure is both a competitive asset and a retention tool.
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Revenue. Profit. Valuation.

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

How fast can
you respond to
a developer's
feasibility
request?

The firm with encoded
precedent from comparable
projects responds in two
weeks with a credible scope
grounded in real regulatory
outcomes. The firm without
it needs eight weeks to
rebuild the assessment
approach from scratch.
Developers choose speed.
The mandate goes to the
firm that can demonstrate
relevant experience
instantly, not the one that
needs to find the right
person first.
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02 - PROFIT

How many
hours does

your team
spend
rebuilding
what was
already
learned?

Every project that
reconstructs the regulatory
engagement approach,
rebuilds the technical
assessment framework, and
re-maps the stakeholder
landscape from scratch is
margin lost to repetition. If
encoded precedent saves
one week per project
across ten projects per
year, the compound effect
is months of recovered
capacity. That capacity is
either profit or growth.
Currently it is neither.
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What is your
practice worth
if three
specialists
leave?

A practice built on three
senior specialists who carry
the regulatory relationships,
the technical judgment, and
the project precedent in
their heads is a fragile
asset. A practice built on
institutional knowledge
infrastructure that
compounds with every
engagement is a durable
one. Acquirers and
investors price the
difference. The same
revenue, at very different
multiples, depending on
where the knowledge lives.



WHERE VALUE MOVES

Two columns. The whole industry sorts
itself between them.

The pattern is consistent across every function in an energy advisory firm. Standard data analysis,
compliance checking, literature review, and bid documentation are all compressing toward commodity.
The work that appreciates is the work that depends on knowing the regulatory landscape, the
technology edge cases, and the stakeholder dynamics at a depth that no generic Al platform can
match. The further a function sits from project-specific judgment, the more pressure it is under.

DEPRECIATING APPRECIATING

Standard environmental impact documentation Regulatory relationship intelligence and precedent

Regulatory compliance checking and monitoring Novel environmental judgment for unprecedented
projects

Literature review and technology comparison
Stakeholder engagement strategy and community

Bid documentation and qualification responses consent

Market scanning and project pipeline tracking Site-specific technical judgment under uncertainty

Sensing which developers are serious and building
trust

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 advisory work. It is which side of the line the
leadership deliberately moves the practice toward.
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Two paths. Same technology. Opposite
outcomes.

The financial logic of the choice in front of the management team is unforgiving in either direction.
The same Al technology, deployed into the same firm, produces opposite outcomes depending on
what the firm chooses to build.

THE DEFAULT PATH THE REPOSITIONING PATH

Compete on speed alone Compete on accumulated intelligence
Use Al to produce standard deliverables Use Al to encode and compound project knowledge. Win
faster. Win on turnaround. Race to the on depth. Become the firm that knows more about a
bottom on price for commodity technology in a jurisdiction than anyone else.
assessments.

Let project knowledge Encode every project as precedent
evaporate Regulatory outcomes, evidence approaches, stakeholder

maps. Encoded before the project closes. Searchable by
every team member on the next comparable

Each engagement generates precedent.
None of it is captured. Every departure

resets the practice. engagement.

Compete for talent on salary Make the firm worth staying at

Match the 40% premium or lose the Build knowledge infrastructure that makes each person
specialist. No structural retention more capable here than anywhere else. Retention
advantage. through compounding, not compensation.

Build a practice on people Build a practice on infrastructure

Three specialists carry the value. Fragile Knowledge compounds in the firm, not in individuals.
to departure. Discount on valuation. Durable through transitions. Premium on valuation.

Same technology. Opposite outcomes. The difference is whether knowledge
compounds for the firm or evaporates with the individual.
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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 build knowledge infrastructure that turns every project into a permanent competitive asset.

1
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Encode project knowledge before the project lead moves on

Not project documentation. The judgment. What the regulator actually cared about versus the
published requirements. The evidence approach that built consent. The stakeholder sequence
that worked and why. The technical methodology choices that mattered. Capture itin a
structured, searchable form before the engagement closes. This is the lever that converts
project experience into institutional intelligence.

Build real-time regulatory and policy monitoring across markets

The firm tracking offshore wind policy across five Nordic markets, hydrogen safety standards
across the EU, and BESS grid integration rules simultaneously spots opportunities that firms
tracking manually miss entirely. Al makes multi-market, multi-technology monitoring
economically viable for a mid-market firm. The intelligence advantage compounds with every
month of accumulated monitoring.

Turn knowledge infrastructure into a retention advantage

A senior specialist at a firm where every previous engagement is accessible, searchable, and
builds on the last one is more capable than the same person at a firm where they start from
their own experience alone. The knowledge infrastructure makes the firm a better place to do
frontier work. When a developer offers a forty percent salary premium, the specialist weighs
what they would lose. That calculation changes when the firm has built something worth
staying for.

Frame knowledge infrastructure as a twenty-year competitive investment

The regulatory precedent being established through early energy transition projects will
govern commercial opportunities for decades. The firms that encode this precedent now are
building an asset that appreciates for twenty years. This is not an efficiency project or an IT
initiative. It is the strategic investment that determines which firms build durable practices
and which ones reset with every market cycle.
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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 energy and environment
advisory specifically, the question is not which tasks to automate. It is how to build knowledge
infrastructure that makes every frontier project compound the firm's competitive position instead of
generating intelligence that evaporates with the next departure.

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 GMT Founded by operators, not technologists

Working Al capability you own from day one Business-first strategy, technology second

Custom agents built around your business logic Context 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 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.

WORKSHOP 01

How to think

The strategic foundation.
Where Al creates real value
in energy and environment
advisory and where it is
noise. The knowledge
compounding thesis. The
talent retention
infrastructure. 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
management team receives
a personal suite of five to
ten custom agents trained
on their workflow, their
decisions, their competitive
landscape. Regulatory
monitor. Precedent search.
Bid accelerator.
Stakeholder mapper.
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 knowledge
infrastructure roadmap. The
talent retention
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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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 major developer three months from now.

When your team kicks off the next offshore wind assessment in a jurisdiction
where you have delivered before, does it start from the accumulated intelligence
of every previous engagement or from scratch?

If your two most experienced energy transition specialists left tomorrow for a
project developer, how much of the regulatory precedent and technical judgment
they carry would remain accessible to the rest of the team?

A developer asks you to scope a hydrogen pathway assessment for a market you
have worked in before. Can you respond in two weeks with a credible approach
grounded in previous outcomes, or does it take eight?

How many of the regulatory interaction outcomes, evidence approaches, and
stakeholder engagement sequences from your last ten projects are encoded in a
form anyone on the team can find and use?

If an acquirer asked what your practice is worth without the three people who

carry most of the knowledge, what would the honest answer be?

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



