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What changes for

the industrial manufacturer
as Al enters its
commercial layer

“The gap between your
best and average sellers is
not a skills problem. It is a
knowledge distribution
problem. Al solves it for
the first time.”

| ( ) 1 What if every seller
' performed at eighty
percent of your best?

How much does your
commercial layer
actually cost per
revenue euro?

Does your commercia [
advantage survive a
top-performer ,f"
departure? i
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EXECUTIVE SUMMARY

What changes for the industrial
manufacturer as Al enters its
commercial layer

In most industrial sales teams, three to five people generate forty percent of revenue. They are usually
over fifty. They carry decades of application knowledge: which sensor fails in flour dust above 40
degrees, which housing survives a washdown environment, which customer contact actually makes
the buying decision. That knowledge was earned through thousands of site visits, failed installations,
and late-night troubleshooting calls. It cannot be trained. It can only be accumulated. And when those
sellers retire or leave, the revenue impact does not show up immediately. It surfaces twelve to
eighteen months later, as customer relationships quietly migrate to a competitor whose seller
remembered what yours forgot.

Every industrial manufacturer has tried to close the gap between top and average sellers. Training
programs. Ride-alongs. Mentorship. CRM investments. Process standardization. None of it has
worked. The gap persists because it is structural, not motivational. The top seller's advantage is
accumulated application knowledge that cannot be transmitted through a classroom or encoded in a
CRM field. Al changes this for the first time. The knowledge can now be extracted from call logs,
technical reports, tender responses, and installation records. It can be structured, queried, and served
to any seller at the moment they need it.

For the CEQ, this is a revenue question, a profit question, and a valuation question. Revenue, because
an organization where every seller performs at eighty percent of the best seller's level competes like a
company twice its size. Profit, because the commercial layer is the largest cost center outside
production, and compressing preparation time from hours to minutes changes the economics of every
customer interaction. Valuation, because a company whose competitive advantage lives in individual
heads earns a discount, while one whose commercial intelligence is institutional earns a premium.

The strategic move is not to hire more sellers. It is to make every seller dramatically more effective by

turning application knowledge from biography into infrastructure. The companies that solve this first
do not just improve sales productivity. They change the competitive dynamics of their market.

This briefing is about what that move looks like, and how a management
team gets it done before the next top performer walks out the door.

GRAIL Industry Briefing 2



THE SHIFT

Application knowledge becomes
infrastructure, not biography.

Industrial sales has always been a knowledge business disguised as a relationship business. The
relationship matters. But what makes the relationship productive is the seller's ability to walk into a
customer's plant and immediately understand the application environment, the failure modes, the
competitive alternatives, and the pricing history for that specific account. That ability takes fifteen to
twenty years to build. It lives entirely in the seller's head. And the company has no way to transfer it.

This is why the performance bell curve in industrial sales has never moved despite decades of
investment. The top seller is not more motivated. They are not better trained. They simply know things
that cannot be taught in a classroom: that a particular proximity sensor fails in high-humidity food
processing environments but works perfectly with a specific protective housing mounted at a fifteen-
degree angle. That knowledge was earned through a failed installation in 2011 and a customer
complaint in 2014. No CRM captured it. No training manual includes it.

The gap between your best and average sellers is not a skills problem. It
is a knowledge distribution problem. Al solves it for the first time.

Al changes the economics of knowledge distribution completely. The application knowledge can now
be extracted from work artifacts that already exist: call transcripts, meeting notes, tender responses,
technical reports, installation records, customer complaint logs. The expert does not need to
document anything new. The system learns from what they are already producing. The five-year
learning curve compresses to months. The performance gap that has resisted every intervention
becomes structurally closeable. Not by replacing the top seller. By giving every seller access to what
the top seller knows.
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Revenue. Profit. Valuation.

Under the old model these three questions had three different answers. AI
ties them together. Move the commercial capability and you move all three
at the same time.

What if every
seller
performed at
eighty percent
of your best?

A fifteen-person sales team
carrying 150,000 euros
each in annual revenue. A
five percent improvement
produces 112,000 euros in
additional revenue against a
program investment of
35,000 euros. At ten
percent the return doubles.
Scale that across a hundred
sellers in multiple countries
and the compound effect is
transformational. The math
is not theoretical. It is the
calculation industrial sales
leaders do themselves
when they see what Al-
augmented preparation
actually looks like.

GRAIL

02 - PROFIT

How much

does your
commercial

layer actually
cost per
revenue euro?

Sellers spend forty to sixty
percent of their time
preparing to sell,
documenting what was
sold, and reporting what
happened. That is not
selling. That is overhead. Al
compresses preparation
from hours to minutes and
follow-up from days to
minutes. The same team
produces more revenue
without adding headcount.
Operating margins in
industrial manufacturing
run five to twelve percent.
Even small shifts in
commercial efficiency move
profit materially.
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Does your
commercial
advantage
survive a top-
performer
departure?

Each senior seller departure
costs eighteen to thirty-six
months of knowledge
rebuilding at 1.5 to 2 times
base salary in replacement
cost. The revenue impact
surfaces as customer
relationships quietly
migrate. A company whose
commercial intelligence is
institutional, not personal,
eliminates this risk entirely.
The same revenue base, at
a very different risk profile,
commands a different
valuation.



Two columns. Every function in the
commerecial layer sorts itself between
them.

The pattern is consistent across every function in an industrial sales organization. Account research,
competitive analysis, quotation generation, and CRM documentation are all compressing toward
commodity. The work that appreciates is the work that depends on reading a customer's unstated
needs, building trust in a plant walkthrough, and knowing which application problem the customer has
not articulated yet. The further a function sits from the customer relationship, the more pressure it is

under.

Pre-meeting account research and competitive Reading political dynamics in a customer

analysis organization

Standard quotation and proposal generation Sensing which application problem is not yet
articulated

CRM data entry, meeting summaries, activity

reporting Building trust face-to-face in a plant environment

Product specification lookup and comparison Creative deal structuring for strategic accounts

Pipeline reporting and forecast aggregation Coaching a struggling seller through a complex deal

Whichever column the management team trains the sales organization into over the next three years
is the commercial capability it builds. The decision is not whether Al affects the sales team. It is which
side of the line the leadership deliberately moves the organization toward.

wn
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Two paths. Same technology. Opposite
outcomes.

Every industrial manufacturer will deploy Al into the commercial layer. The difference is not the
technology. It is what the company chooses to optimize for.

THE DEFAULT PATH THE REPOSITIONING PATH

Automate the CRM Augment the seller

Better reporting, cleaner data, automated follow- Every seller gets the preparation quality of the
ups. Efficiency gains visible in quarter one. best. Application knowledge at the point of need.
Plateau by quarter four. Win rates shift structurally.

Buy generic sales tools Build application-specific

Platforms built for B2B SaaS, not technical sales. intelligence

They record calls and serve content. They do not

e ) Agents trained on your product portfolio,
know application environments.

installation history, and competitive landscape
for each market.

Train country by country Scale from group level

Each geography experiments independently. Prove the model in one country. Localize and
Nothing scales. The UK pilot never reaches deploy to the next in weeks. Export the
Germany. intelligence as a group asset.

Accept the bell curve Close the bell curve

Top sellers outperform. Average sellers survive. Turn application knowledge from biography into
The gap persists. Retirement remains a revenue infrastructure. Every departure is a staffing
event. event, not a revenue event.

Same technology. Opposite outcomes. The difference is whether you optimize
for reporting efficiency or commercial capability.
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FOUR LEVERS

The growth levers that compound
when used together

Commercial transformation is not a single decision. 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 change the competitive dynamics of the market.

1 Encode top-seller knowledge into organizational infrastructure

Not by asking experts to document what they know. By extracting knowledge from work
artifacts that already exist: call transcripts, tender responses, technical reports, installation
records. The expert does not change their behavior. The system learns from what they are
already producing. This converts personal knowledge into permanent infrastructure before
retirement or departure removes it.

2 Al-augment the full sales meeting cycle

Preparation compressed from two to four hours to fifteen minutes. Follow-up from days to
minutes. Coaching from quarterly pipeline reviews to after every customer interaction. This
produces immediate, measurable commercial impact. The kind of result that funds everything
that follows. Sellers spend their time on the work that actually drives revenue: face-to-face
with customers, reading application environments, building trust.

3 Scale proven systems across geographies from group level

Fund centrally, innovate locally, share automatically. A sales intelligence system that works in
one country can be localized for the next in weeks: different competitive landscape, different
installed base patterns, different product emphasis. The manufacturer that treats Al
innovations as exportable group assets captures a compounding advantage over country-by-
country experimentation.

4 Invest in the commercial layer, not just the product layer

Most industrial manufacturers pour Al investment into sensor intelligence, predictive
maintenance, and loT platforms. The commercial organization, where revenue is actually
generated, gets nothing. Only four percent of Nordic B2B manufacturers achieve strong Al
returns. The commercial layer is where the untouched opportunity sits. The companies that
recognize this first compete on a different playing field.
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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 industrial manufacturers
with large sales organizations, we focus on the commercial layer because that is where Al creates
structural competitive advantage. Not CRM automation. Not generic sales enablement. Al-augmented
commercial capability built around your product portfolio, your application knowledge, and your
competitive landscape.

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

WHAT YOU GET WHY IT MATTERS

Senior advisory direct to the CEO and VP Sales Founded by operators, not technologists

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

Custom agents built around your sales meeting Context architecture, change management, workflow
cycle 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 the commercial layer and
where it is noise. The
augmentation framework.
The knowledge distribution
thesis. 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. Pre-meeting
intelligence. Technical
solution matching. Tender
acceleration. 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 commercial
transformation roadmap.
The cross-country scaling
plan. 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.

GRAIL
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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 customer three months from now.

If your top three sellers retired tomorrow, how much of what makes them
effective could you actually transfer to their replacements? Not product
knowledge. The application insight, the competitive intuition, the judgment that
comes from a thousand site visits.

What percentage of your sellers’ time is spent preparing to sell, documenting
what was sold, and reporting what happened, versus actually being in front of
customers?

When a deal was lost last quarter because the seller did not know your company
had a solution for that exact application, where did the knowledge exist and why
did it not reach the seller?

If a proven AI-augmented sales system in one country could be localized and
deployed in the next market in weeks, what is preventing you _from building it,
and is the blocker technical or organizational?

Your board wants more revenue per seller. Your training budget has doubled.
The bell curve has not moved. At what point does the leadership team conclude
the problem is structural, not motivational?

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



