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EXECUTIVE SUMMARY

What changes for the regulatory
advisory firm as Al enters its industry

CSRD, DORA, and the EU Al Act are creating the largest wave of regulatory advisory demand in a
generation. The demand is real, growing, and non-discretionary. For the CEO of a regulatory and
compliance advisory firm, this looks like a growth story. It is. But it is also a trap.

The trap is staffing the wave with headcount. Every new compliance mandate requires monitoring,
gap analysis, documentation, and obligation mapping. That production work is now Al-executable at
the same quality level a junior analyst delivers. The firm that hires proportionally to demand builds a
cost structure that a competitor with Al-augmented delivery will undercut within two to three years.
The demand floor protects revenue today. It does not protect margin tomorrow.

There is a second problem, and it is more uncomfortable. Regulatory advisory firms are increasingly
asked to advise clients on Al governance, Al Act compliance, and responsible Al adoption. The
sophisticated client is starting to ask a simple question: does the advisory firm practice what it
advises? The firm that visibly uses Al in its own delivery is more credible when advising on Al
regulation. The firm that does not faces an emerging credibility gap that gets harder to close with
every engagement.

The strategic opportunity is not defensive. CSRD alone creates over a thousand new reporting
obligations across the Nordics. The firm that builds Al-augmented monitoring and analysis capacity
now can serve three times the advisory volume with the same specialist headcount. That is a market-
share play during a non-repeatable regulatory wave. The firms that move first do not just protect
margin. They capture disproportionate share of a growing market while competitors are still hiring.

This briefing is about what the credibility paradox costs, what the capacity
math actually looks like, and how to turn the regulatory wave into a
compounding competitive advantage.
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THE SHIFT

The demand floor is real. It is also
masking the delivery economics shift
underneath.

Regulatory advisory has always enjoyed a structural advantage that most professional services
verticals do not: a demand floor. When regulation expands, advisory demand follows. CSRD, DORA,
and the EU Al Act are expanding simultaneously. For the first time in a decade, regulatory advisory
firms are not competing for a fixed pool of mandates. The pool is growing.

That growth creates a specific kind of complacency. When every firm has more work than it can
handle, no one questions the delivery model. The firms that hired ten analysts last year are hiring ten
more. The utilization numbers look healthy. The pipeline is full. The urgency to change anything feels
low.

The demand floor protects revenue. It does not protect margin. The
firms that staff the regulatory wave with headcount are building cost
structures their competitors will undercut within three years.

Underneath the healthy pipeline, the delivery economics are bifurcating. Regulatory monitoring, policy
synthesis, compliance gap analysis, obligation mapping, and documentation drafting are all Al-
augmentable today. Not in theory. In production. A senior regulatory specialist augmented by Al can
produce the same monitoring output that previously required a team of three to four analysts. The
specialist's judgment on novel interpretation, enforcement culture, and regulatory strategy is fully
protected and increasing in scarcity value. But the production layer around that judgment is
compressing fast. The firm that recognizes this builds capacity. The firm that does not builds cost.
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Revenue. Profit. Valuation.

Under the old model these three questions had three different answers. AI

ties them together. Move the delivery capacity and you move all three at

the same time.

How many
CSRD
mandates can
your team
handle next
year?

The regulatory wave is non-
repeatable. CSRD, DORA,
and the Al Act are creating
a surge of first-time
advisory mandates. The
firm that can serve three
times the volume with the
same specialist headcount
captures market share
during the wave. The firm
that turns mandates away
because it cannot hire fast
enough watches
competitors take the clients
it should have had.
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02 - PROFIT

What happens
to your margin
when
competitors
deliver at half

the cost?

A competitor with Al-
augmented delivery
produces the same gap
analysis, the same
monitoring report, the same
obligation mapping, at a
fraction of the analyst
hours. Their pricing is
lower. Their margin is
higher. The headcount-
heavy firm faces a choice:
match the price and
compress margin, or hold
the price and lose the
mandate. Neither option
improves the P&L.
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Is the firm's
expertise
institutional or
personal?

The CSRD and Al Act
knowledge your firm is
building right now sits in
the heads of four to six
senior practitioners. Two
are within five years of
retirement. The firm whose
expertise is encoded into
systems, templates, and Al-
augmented workflows
commands a premium on
exit or partner buy-in. The
firm whose expertise walks
out the door with every
departure does not.



WHERE VALUE MOVES

Two columns. The whole industry sorts
itself between them.

The pattern is consistent across every function in a regulatory advisory firm. Production work that
follows established frameworks and processes is compressing toward commodity. The work that
appreciates is the work that depends on knowing the regulator, the enforcement culture, and the
client's specific situation at a depth no Al model can replicate. The further a task sits from genuine
regulatory judgment, the more pressure it is under.

DEPRECIATING APPRECIATING

Regulatory monitoring and update synthesis Enforcement culture knowledge and regulator
relationships

Standard gap analysis and obligation mapping
Novel regulatory interpretation on genuinely new

Compliance documentation drafting situations

Creative regulatory strategy for complex client
scenarios

Framework application and benchmarking

Research compilation and regulatory comparison S o o )
Anticipating regulatory direction before it is published

Building genuine expertise in emerging areas like
the Al Act

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

Every regulatory advisory firm faces the same Al technology. The outcomes depend entirely on the
strategic choice the management team makes about what the firm defends.

THE DEFAULT PATH THE REPOSITIONING PATH

Staff the wave Augment the wave

Hire analysts proportionally. Deliver CSRD Al-augment the production layer. Serve 3x the volume
and Al Act mandates at the same cost per with the same specialist headcount. Capture market
engagement. share.

Advise on Al, ignore it Practice what you advise

internally Build a visible internal Al governance framework. The

The credibility gap widens quietly. firm becomes more credible, not less.

Sophisticated clients notice.

Keep expertise personal Encode expertise into systems
Senior knowledge stays in four heads. What the regulator enforces, how interpretations
Every retirement is a capability hit. evolve, what clients actually need. Make it institutional

before people leave.

Compete on reputation alone Compete on delivery economics

The brand carries the firm. The delivery Lower cost, higher quality, faster turnaround. The
model is the same as every other advisory triple threat that takes competitors 18+ months to
firm. replicate.

The regulatory demand floor gives advisory firms the rare luxury of
choosing when to transform. That luxury has a shelf life. The first firm in
each market to land AI-augmented delivery sets the new price point.
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FOUR

LEVERS

The growth levers that compound
when used together

The regulatory advisory firm that pulls these four levers together does not just protect its current
position. It captures disproportionate share of the CSRD/DORA/AI Act wave while competitors are still
hiring analysts.

1
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Al-augment the production layer to expand capacity without proportional
headcount

Regulatory monitoring, gap analysis, obligation mapping, and documentation drafting run
through Al. Senior specialists review and apply judgment. The same team handles three times
the advisory volume. Every new mandate is incremental margin, not incremental cost. The
capacity math is the revenue case.

Solve the credibility paradox before clients force the conversation

Build and communicate a visible internal Al governance framework. Document how the firm
uses Al in its own delivery. The sophisticated client who asks "do you practice what you
advise?" gets a credible answer backed by evidence. The firm that is ahead on Al adoption is
more credible as a regulatory advisor, not less. First-mover advantage in credibility
compounds with every engagement.

Encode senior expertise before it retires

CSRD and Al Act expertise is being built by individual practitioners right now. When they
leave, the expertise leaves with them. The firm that encodes what it learns from early
engagements into systems, templates, and Al-augmented workflows compounds its
advantage. Every engagement teaches the system. Every departure does not erase the
learning. The difference between institutional and personal expertise determines whether the
firm survives a generational transition.

Concentrate senior practitioner time on genuine regulatory judgment

Al handles the production. Human judgment handles the novel interpretation, the creative
regulatory strategy, and the relationship with the regulator. The senior specialist who spends
60% of their time on production work today spends 90% on the judgment work that clients
actually pay a premium for. The client experience improves. The specialist experience
improves. The margin improves.
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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 regulatory advisory
specifically, the shift is not about replacing analysts with Al. It is about delivery economics and
credibility. The firm that augments its senior specialists with Al captures more of the regulatory wave
at higher margin, while becoming more credible to the sophisticated clients it advises on Al
governance.

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 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

Qutcomes 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 regulatory advisory and
where it is noise. The
credibility paradox and the
capacity math. 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.

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
regulatory landscape, their
client portfolio. Regulatory
monitor. Gap analysis
accelerator. Documentation
drafter. Client intelligence
synthesizer. 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 delivery
economics roadmap. The
credibility framework for
client-facing Al governance.
The expertise encoding
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.
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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 client three months from now.

How many CSRD advisory mandates can your current team handle next year at
current staffing, and what would that number be with AI-augmented delivery?

If a sophisticated client asks how your firm uses Al in its own regulatory
delivery process, what is the honest answer today?

What happens to your margin if a competitor offers the same quality gap
analysis at sixty percent of your price because their production layer is Al-
augmented?

If the two senior practitioners who hold most of your CSRD and Al Act expertise
left next year, how much of that knowledge is encoded in systems versus walking
out the door?

Is the firm investing in AI-augmented delivery because the regulatory wave
funds the investment, or will you wait until the wave passes and the cost
pressure forces it?

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



