An Industry Briefing from GRAIL
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EXECUTIVE SUMMARY

You have seen this in your bid room

Every commercial leader at a mid-sized IT consulting firm in Europe has had the same Monday
morning. A four-million-euro digital transformation RFP closed on Friday. Your bid team worked three
weeks on it. You lost to a firm that quoted twenty-eight percent fewer hours at the same blended rate
and offered a fixed-price wrapper on the outcome. Your practice MD's reaction was that the
competitor quoted irresponsibly. The client picked them anyway.

Your inbox shows two procurement letters from framework clients asking for Al-efficiency
benchmarking before next quarter's rate renegotiation. Your best senior architect, the one on the
account that drives eleven percent of your revenue, forwarded you an Al-native competitor's
recruiting note on Sunday night with a line that said "just thought you'd want to see this." Three things
on one desk by Monday morning.

You have run this practice for fifteen years. The pattern used to be simple. Hire good consultants.
Promote the ones who sell. Bid time and materials on everything. Blend the ratecard. Let utilization do
the work. The business was understandable.

Something changed. Clients are asking for Al-efficiency benchmarks in RFPs. Your bids are losing to
firms that quote fixed-price with confidence you cannot match. Your senior architects are fielding
recruiting calls weekly. Your board is asking why the commercial function cannot defend the ratecard.
This is not a you problem. It is an industry problem and a function problem, happening at the same
time. The commercial leaders who see them as one own the next decade of IT consulting growth.

This briefing covers what is happening in your industry, what it means for
your bid room and your practice MDs, and the three questions your
leadership team should answer before the next board cycle.
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LENS ONE . YOUR INDUSTRY

IT consulting just lost the pricing
model that ran it for thirty years

Every technology wave your industry absorbed in the last three decades gave clients a reason to pay
for more consulting hours. Client-server architecture needed people. SAP and Oracle implementations
needed thousands of people. Cloud migration needed even more people across longer horizons.
Digital transformation projects expanded billable scope across every function of the buyer's business.
The pricing model survived every wave because every new technology gave clients new reasons to
hire more consultants for longer. Your business has run on time and materials for thirty years and it
never once broke.

Al does not behave the same way. The client still needs the same SAP migration, the same data
platform build, the same Salesforce rollout. The scope of the work is unchanged. But the code writing,
the standard integrations, the test automation, the boilerplate, and the documentation can now be
done in a fraction of the hours. Under time and materials, faster delivery at the same ratecard means
less revenue for the same scope. Your clients have noticed. Their procurement teams are showing up
to ratecard conversations with their own Al-efficiency benchmarks, quoting what an Al-augmented
delivery should cost.

Your ratecard is no longer negotiated in your meeting. It is
benchmarked before your bid team walks in. The firms quoting fixed-
price on outcomes are capturing Al efficiency as margin. The firms still
billing hourly are watching clients demand the efficiency as discounts.

The competitors in your segment are not waiting. One Danish firm has moved its book to eighty
percent fixed-price contracts and posts superior profitability while time-and-materials peers grind on
two percent growth. Major European firms have committed significant budget to Al partnerships in the
last twelve months. The ones moving first are running twenty to thirty percent fewer junior consultants
per engagement and still winning more bids. Their pre-sales architects are walking into workshops
with estimates that hold up against the client's own Al benchmarks. The buyer-side shift is the other
half of the story. Enterprise IT buyers now run vendor research through ChatGPT, Perplexity, and
Copilot enterprise search before they hit your website. If your firm is not cited in that response, you
are not on the shortlist. Ninety percent of RFPs now arrive with a preferred vendor already selected.
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LENS TwWO : YOUR FUNCTION

Your bid team, your practice MDs, and
your rev ops are feeling it every day

Your bids. Your team walks into specification workshops where the client has already benchmarked
Al-efficient delivery and sized the engagement in their head. The firms that prepared with their own
estimation model arrive with a fixed-price outcome and a confidence interval. Win rate on fixed-price
bids is running double the time-and-materials rate. Your team loses on two fronts. You quote more
hours because your estimate carries more risk. And you quote time and materials because your team
does not trust the estimation to commit to a fixed price. Both show up as "expensive and risk-averse"
in the procurement scorecard.

Your marketing team. The demand-generation playbook changed in one year. Organic search is
falling even on the pages that used to convert. Enterprise IT buyers research in answer engines,
industry analyst reports, and practitioner communities before they hit your website. If your firm does
not show up when a buyer asks ChatGPT "which firms do SAP S/4HANA migration well in the
Nordics," you are not on the shortlist. Your MQL pipeline is degrading in quality, and the answer is not
more MQLs. The leading firms are shifting marketing from lead factory to authority engine. Original
research the answer engines cite. Senior-architect voices in trade press. Case studies with named
clients and specific outcomes. Presence in the forums where IT leaders privately compare vendors.

Your rev ops. The function that used to run CRM hygiene, forecast cadence, and utilization
dashboards is becoming the architecture of your entire commercial engine. The estimation model your
bid team runs. The agents every senior architect uses in the bid defence. The data flowing between
customer success and marketing. The metrics that prove the pricing-model shift to the CFO. All of it
runs through rev ops. Most commercial leaders still treat rev ops as reporting. The ones pulling ahead
are repositioning the rev ops leader as the architect who ties bid management, pre-sales, marketing,
and customer success into one commercial system.

Your senior architects. The people who carry your largest accounts are getting weekly recruiting
calls from Al-native competitors with equity to offer. Two or three of yours are seriously considering.
When your best senior architect leaves, the client calls you and asks if the replacement is as good.
The knowledge that made the relationship work was never in any system. It was in their head. Twenty
years of customer politics, competitive near-misses, estimation intuition, architectural pattern
recognition. 2026 is the first year this is structurally extractable into infrastructure. Call transcripts,
engagement retrospectives, bid-defence recordings, architectural decision logs. The knowledge can
stay with the firm even when the person does not.
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BID. MARKETING. REV OPS.

The winners are already running one
commercial system

Your industry is compressing because Al takes hours out of delivery. Your function is compressing
because your bid team cannot estimate fast enough and your buyers arrive pre-armed. Same force,
two altitudes. But there is a third thing happening that most commercial leaders have not named vyet,
and it is the one that matters most.

Look at the firms pulling ahead. Bid management, pre-sales, marketing, and customer success are
running as one commercial motion, not four separate functions. The estimation model is shared
across every practice. Customer success feeds new engagement data into the model weekly.
Marketing's authority content is written from the actual case studies the estimation model references.
Rev ops owns the whole architecture. Senior architects contribute to the knowledge base before they
leave the firm, not after. Everyone is working the same system.

Most commercial leaders are still running four teams with four plans. A Copilot rollout for the
consultants. A new website for marketing. A CRM upgrade for rev ops. An AMS retention bonus for the
best senior architects. Twelve months later nothing compounds, because the four plans never met.

Your competitors who get this will win fixed-price bids your team cannot
estimate. Their marketing will be the preferred pick before the RFP drops.
Their rev ops has captured what their best senior architects know and made
it available to every bid. Four 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 Al adoption debate is over. Your question now is
whether you lead the pricing-model shift yourself, or the CFO hires someone who will.
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What most firms are doing. What the
winners are doing instead.

Every commercial leader has had the Al conversation by now. Most are making the same four
decisions. A smaller group is making different ones.

THE DEFAULT PATH THE WINNERS' PATH

Protect the ratecard on time and Reprice around fixed-price
materials outcomes

Push back on Al-efficiency benchmarks. Hold Capture Al efficiency as margin. The client cannot
the blended rate. Watch clients demand benchmark hours that are not the unit of purchase.

discounts anyway.

Roll out Copilot and call it the AI Build an estimation model on your

strategy own engagement data

Every competitor has the same tools in six Tuned to your practices, your competitors, your

months. The tool is the commodity. historical wins. Yours to keep. Compounding with
every bid.

Push marketing for more MQL Build authority where the buyer

volume actually researches

More campaigns, more leads. Leads convert Original research. Senior-architect voices. Answer

worse because the buyer chose a vendor engines cite you. Preferred pick before the RFP

before the RFP. drops.

Offer retention bonuses to your Capture what they know before they

best senior architects leave

They take the bonus for one year and take the The knowledge moves into a system every bidder

call from the Al-native the next. uses. Rev ops owns it. The exit becomes a lower-

stakes event.

Same technology. Same twelve months. Opposite outcomes. The difference is
the operator, not the Al
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Ratecard. Fixed-price. Architect.

Three questions every commercial leader at an IT consulting firm is
tracking. None of them used to be the same question. They are now.

Why can we no
longer defend
the ratecard?

The client procurement
team walked in with its own
Al-efficiency benchmark
and asked why a two-
thousand-hour engagement
is not a thirteen-hundred-
hour engagement at the
same blended rate. Your bid
manager had no answer.
The firms winning this
conversation have already
shifted the conversation
from hours to outcomes.
The firms losing it are
discounting into a margin
floor the offshore
competitor sets.

GRAIL

02 - FIXED-PRICE

Why are we
losing bids to
firms quoting
fixed-price?

The RFP shortlisted three
firms. Two quoted time and
materials. One quoted
fixed-price with a clear
timeline and accountability.
The client picked the fixed-
price bid. Your team walked
away saying the competitor
quoted irresponsibly. Three
quarters later the
competitor is two years
ahead on the account. Your
team lacks the estimation
capability to commit to a
fixed price without hidden
risk. Al-assisted estimation
on your own historical data
closes that gap.

INDUSTRY BRIEFING

What happens
when our best
senior
architects
leave?

Your top partners and
senior architects carry
between twenty and forty
percent of your enterprise
accounts. Two or three are
fielding weekly calls from
Al-native competitors.
When one leaves, the client
calls you and asks if the
replacement is as good.
You cannot truthfully say
yes. The knowledge was
never in any system. In
2026 it can be, but only if
you move before the exit
conversation.
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FOUR MOVES

What the firms winning this play are
actually doing

Four concrete moves any commercial leader can start this quarter. Each touches one function. Pulled

together, they fuse your function into one commercial system.

1

GRAIL

Bid management: fixed-price estimation with senior-architect confidence

The core commercial capability. Your bid team reads the RFP, benchmarks it against the
closest forty historical engagements in your firm's own data, and produces a defensible fixed-
price range in forty-eight hours with confidence intervals your senior architects can argue
with. Your bidders stop asking for two more weeks to scope. Your firm stops losing to
competitors who quote with confidence you cannot match. The estimation model does not
make the pricing decision. It gives your senior bidders the accuracy to commit to a fixed price
without carrying hidden risk.

Marketing: authority in the answer engines, not lead volume

Your MQL pipeline is degrading because the playbook is ten years old. Enterprise IT buyers
research in ChatGPT, Copilot, Perplexity, and Gemini before they reach your website. More
MQLs will not fix this. What fixes it is building authority where the buyer is actually
researching. Original research the answer engines cite. Customer stories with specific
outcomes and named clients. Senior-architect voices in trade press. Structured data the Al
models can parse. Your firm becomes the preferred pick before the RFP is scoped, rather than
a late entrant trying to catch up.

Rev ops: move from reporting to architecture

The rev ops function that used to run CRM hygiene and utilization dashboards is the new
center of gravity for your commercial engine. In the leading firms, rev ops owns the estimation
model, the agents every bidder uses, the data flowing between customer success and
marketing, the knowledge-capture pipeline from senior architects, and the metrics that prove
the pricing shift to the CFO. This is the hardest move to hire for and the one that makes every
other move possible. Without it, the other three stay siloed inside their own functions.

Knowledge: capture what your senior architects know, before they leave

Every senior architect and principal consultant carries fifteen to twenty years of application
knowledge in their head. Customer politics, competitive near-misses, architectural pattern
recognition, estimation intuition. It has always been biographical, which is why your ramp for a
new senior is eighteen months. Al now extracts that knowledge from call logs, bid-defence
recordings, engagement retrospectives, and architectural decision logs, into a system every
consultant uses. Ramp compresses. When the recruiting call lands, the knowledge stays.
Longest lead time. Start now.
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GRAIL . HOW WE THINK

The only firm that joins the bid-room
conversation to the working tools

The commercial leader at an IT consulting firm in 2026 has four places to go for help. None of them

can do what we do.

The big IT services consultancies will sell you a commercial-excellence program delivered by a

partner-led team billing analyst hours. Their commercial model depends on the exact pricing logic
your firm is trying to break. They cannot have this conversation with you without threatening their own

P&L.

The Big Four will sell you a pricing transformation that lands in year two. You do not have year two.

Your board is asking why bids are losing now.

The boutique pricing consultancies understand the profit-driver math. They do not understand IT
consulting delivery. They cannot put a fixed-price estimation tool in your bid team's hands that reads
your historical engagement data. They are not builders.

The Al vendors in your CRM and productivity stack sold you Copilot already. Every competitor has
the same tools within six months. The tool is the commodity. What your firm needs is a commercial

capability, not another dashboard.

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

fifth option.

WHAT YOU GET

Senior advisory that speaks bid-room, not strategy-
deck

Working tools your bid team uses the same week
Custom estimation agents tuned to your practices

The start of a knowledge system your senior
architects feed

No vendor lock-in at any phase of the engagement

GRAIL INDUSTRY BRIEFING

WHY IT MATTERS

Founded by operators who have led consulting
practices

Business first, technology second

Three weeks from first meeting to working tools

Your firm keeps the tools, your firm owns the IP

Every next step earned by what just shipped, never
assumed
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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.

WORKSHOP 01

How to think

Walk through what is

happening in your industry
and in your bid room. Build
the first working tool in the
room: a fixed-price
estimator tuned to one of
your practices, on one of
your real historical
engagements, for one of
your real bid patterns. Your
leadership team leaves with
a shared view of what to do
next and the first working
tool already in their hands.

WORKSHOP 02

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 practice, their
competitors, their bid
patterns. Pre-RFP
qualification scoring. Fixed-
price estimation.
Competitive-positioning
drafts. Live bid-defence
prep. Authority-content
seeds for marketing. Tools
your bidders use the same
week, not slides about
tools.

WORKSHOP 03

Ready to roll

Refined tools based on real
use. The rollout plan to your
wider bid, pre-sales,
marketing, and customer-
success teams. The
knowledge-capture plan for
your senior architects. The
fixed-price shift playbook
for your practice MDs. 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.

GRAIL
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For your next leadership team meeting

The questions where your leadership team cannot agree on an answer are worth an hour on the
agenda. Ask these honestly.

Of the last ten bids you lost, how many went to firms that quoted fixed-price with

confidence your team could not match? If you do not know, how would you find
out?

What is your firm's ratio of fixed-price to time-and-materials revenue, and how
does it compare to two years ago? Which practice MDs are moving the ratio
fastest, and what do they do differently?

If your top three senior architects took competing offers next quarter, what

would happen to the accounts they own? What have you actually captured into
the firm in the last twelve months?

When an enterprise IT buyer asks ChatGPT or Copilot which firms do your core

service best, does your firm appear in the answer? What would it take to be the
firm the answer engines cite first?

Which of your bidders is already doing what the rest of your team will need to do

by 2027 to keep winning? What would it take for that behaviour to be the default
across the bid function?

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

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.

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.

» YOU ARE READING

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



