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EXECUTIVE SUMMARY

In today's high-stakes M&A environment, where global deal values approach $3.5 trillion annually, the need for more
effective due diligence has never been greater. Organizations face mounting pressure to identify risks, uncover value
creation opportunities, and ensure successful integrations — all while working with limited time and resources.

Traditional due diligence processes typically fail to deliver comprehensive insights into organizational health,
leadership effectiveness, and cultural compatibility. These blind spots often lead to deal disappointments, with
McKinsey research showing that "most mergers don't actually create value for the buyer" and that "the average
merger underperforms the market by a substantial margin."”

The integration of artificial intelligence efficiency with human intelligence depth offers a transformative solution to
this challenge. This approach combines:

e Al's ability to process vast amounts of structured data (contracts, financials, regulatory documents)
e  Human intelligence analytics that quantify previously intangible aspects of organizational health
e Synthesis capabilities that translate these insights into actionable strategies

The results are compelling:

e Risk Mitigation: Walgreens analysis revealed "inconsistent leadership quality and high employee turnover"
that posed significant integration risks

e  Value Creation Mapping: Brighthouse Financial assessment identified specific operational inefficiencies
with "execution delays" impacting performance

e Integration Planning: Quantified organizational health metrics enable targeted interventions to preserve
strengths and address weaknesses

e Deal Valuation Enhancement: Human intelligence insights provide crucial context for financial projections
and synergy estimates

As Bain's 2025 Global M&A Report concludes, "The best dealmakers are experimenting with ways to improve their

processes for today's market." The most successful acquirers are those who systematically integrate Al efficiency with
human intelligence to uncover the full story behind potential acquisitions.
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KEY TAKEAWAYS...

¢

Traditional due diligence often misses critical organizational health
factors that determine deal success

The combination of Al processing power and human intelligence
analytics creates deeper insights than either approach alone

Quantifying previously intangible aspects of organizational health
enables more accurate risk assessment and value creation planning

Industry leaders are already adopting this approach to gain
competitive advantages in target identification, valuation, and
integration planning

Organizations that fail to incorporate human intelligence into their
due diligence process risk missing crucial insights that could impact
deal value
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The Evolving M&A Landscape

The M&A market continues to experience significant shifts, with global deal values totaling approximately $3.5
trillion annually. According to Bain's 2025 Global M&A Report, "The year 2024 is on track to end as it began—with
much anticipation." While activity has been tempered by macroeconomic headwinds, strategic acquirers have adapted
their approaches to compensate for higher interest rates and increased regulatory scrutiny.

Two significant trends have emerged:

1. "Instead of the traditional approach of primarily
capturing cost synergies in scale deals and revenue synergies in scope deals, companies needed to deliver
both to attract dealmakers."

2. Dealmakers are "putting more emphasis on strategic screening,

wrestling with valuations, and navigating negotiations."

These adaptations highlight a critical need: more sophisticated, efficient, and insightful due diligence processes that
can identify both risks and opportunities with greater precision.

The Due Diligence Challenge: Why Traditional Approaches Fall
Short

Time and Resource Constraints

Traditional due diligence teams face increasing pressure to analyze ever-larger volumes of data under tight deadlines.
As one seasoned M&A professional noted, "

Critical Blind Spots

Standard due diligence processes often overlook or undervalue crucial organizational factors:

. Quality and consistency of leadership across the organization

. Compatibility between acquirer and target cultures

. Levels of employee satisfaction and commitment

. Process and technology gaps that may require significant investment

These blind spots can have devastating consequences. According to McKinsey, "Most mergers don't actually create
value for the buyer. When considering the shareholder returns of the acquiring company two years after a deal is
announced, the average merger underperforms the market by a substantial margin."
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Information Asymmetry

Sellers naturally present their organization in the best possible light, creating information asymmetry that can mask
potential issues. Traditional due diligence methods often struggle to penetrate this veneer. What's particularly
concerning is that conventional approaches rarely capture the authentic voice of the workforce—the collective
intelligence that holds vital truths about organizational health, leadership effectiveness, and operational reality.

The Human Intelligence Gap

Perhaps most critically, traditional due diligence often fails to systematically analyze and quantify the human elements
that drive organizational performance:

. The collective feelings and perspectives that impact productivity and
retention

. How trusted and effective leaders are perceived across different levels

° The values, behaviors, and norms that define how work gets done

. How equipped the organization is to handle post-merger integration

These human factors often determine whether a deal succeeds or fails. As Bain notes in their 2025 Global M&A
Report, the most successful acquirers are "putting more emphasis on strategic screening, wrestling with valuations,
and navigating negotiations"—all areas where human intelligence provides critical context and insights.

The Al + Human Intelligence Solution

The integration of generative Al with human-derived intelligence offers a powerful solution to these challenges,
creating a symbiotic relationship that enhances capabilities across the due diligence process. This approach combines
the efficiency and processing power of Al with the rich, nuanced insights that only human intelligence can provide.

Expanding Coverage and Depth with AI

Generative Al can process and analyze vast quantities of data that would be impractical for human teams to review
manually. McKinsey highlights that gen Al can "summarize key diligence documents, surface risks, draft initial
memoranda based on a deal's specific parameters, source applicable statutes and regulations, identify helpful case law
to ease friction in the negotiations phase, and generate other highly accurate outputs."

This capability dramatically expands the scope of what can be reviewed during due diligence, including:

. Automatically reviewing thousands of contracts to identify key terms, obligations, and
risks

. Identifying anomalies or trends in financial data that might indicate issues

. Evaluating compliance with relevant regulations across jurisdictions
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Unlocking the Power of Human Intelligence

While Al excels at processing structured data, the most valuable insights often come from systematically analyzing
human perceptions and experiences within an organization. Aniline's approach harnesses this collective wisdom by:

. Converting qualitative employee feedback into measurable metrics
. Detecting trends that indicate organizational strengths or weaknesses
. Contextualizing findings against relevant industry norms
. Revealing challenges that might otherwise remain invisible

This methodology transforms subjective human experiences into objective, actionable intelligence that significantly

The Multiplier Effect: AI + Human Intelligence in Action

The
Brighthouse Financial (BHF) Verilign 10-k analysis exemplifies this approach, revealing critical organizational issues
that traditional due diligence might miss:

"Employee confidence in leadership is low (Leadership Score: 42, 30th percentile), with concerns about instability,
outdated management practices, and poor cross-functional coordination. These issues lead to execution delays and
inefficiencies."

"Brighthouse ranks in the bottom 1% of the industry for career growth (Career Score: 37, 1st percentile), with high
attrition, limited advancement opportunities, and pay dissatisfaction particularly affecting mid-career professionals in
revenue-critical roles."

Similarly, Aniline's analysis of Walgreens identified significant leadership and operational challenges:
"Operational inefficiencies and outdated technology systems hampering productivity... Inconsistent leadership quality
and high employee turnover across locations... Chronic understaffing leading to employee burnout and service quality

issues."

These human-derived insights provide acquirers with a much clearer understanding of potential integration challenges,
value creation opportunities, and risk factors that could impact deal success.

Accelerating Timelines and Enhancing Decision-Making

By automating time-consuming analysis tasks while simultaneously providing deeper human insights, this combined
approach enables due diligence teams to focus on interpretation, strategic implications, and decision-making. This
acceleration can be crucial in competitive bid situations or when market conditions are rapidly changing.

According to Bain's research, early adopters of generative Al in M&A "report achieving a reduction in the effort, time,

and cost of their M&A processes." When enhanced with rich human intelligence, this efficiency gain translates directly
to competitive advantage in fast-moving deal environments.
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Real-World Impact: Case Studies and Evidence

Enhanced Target Identification and Screening

McKinsey reports that a North American CPG company used Al-powered screening to identify "approximately 1,600
viable targets" and prioritize "40 targets—most of which the company had not considered before—that matched all
requirements."

This expansion of the target universe can be particularly valuable in fragmented industries or when seeking capabilities
outside the acquirer's core business. Being able to quickly pare down targets based on critical and potentially unseen
risks can save thousands of hours and improve the probability of success while greatly expanding the universe of
possible opportunities.

Quantifying Human Factors to Mitigate Risk

The real power of human intelligence in due diligence is its ability to quantify previously intangible aspects of
organizational health. Aniline's approach demonstrates this by converting employee perceptions into concrete metrics
that can inform deal decisions.

For example, in analyzing Brighthouse Financial, Aniline identified specific risk factors based on employee sentiment:
"Leadership & Execution Challenges: Employee confidence in leadership is low (Leadership Score: 42, 30th
percentile), with concerns about instability, outdated management practices, and poor cross-functional coordination.
These issues lead to execution delays and inefficiencies."

"Severe Talent Retention Risks: Brighthouse ranks in the bottom 1% of the industry for career growth (Career Score:

37, 1st percentile), with high attrition, limited advancement opportunities, and pay dissatisfaction particularly affecting
mid-career professionals in revenue-critical roles."

Uncovering Value Creation Opportunities

Human intelligence can also reveal untapped value creation opportunities. In the Walgreens analysis, Aniline
identified specific areas where employee sentiment pointed to potential improvement levers:

"Walgreens shows strengths in customer service and the development of employee skills in this area. Employees feel
empowered to make a positive impact on customers daily, suggesting a strong frontline approach to sales and customer

retention."

This insight suggests that customer service excellence could be a foundation for value creation post-acquisition,
providing acquirers with a concrete starting point for enhancing performance.
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Predicting Integration Challenges with Human Data

The Walgreens turnaround analysis also demonstrates how

"Operational inefficiencies and outdated technology systems hampering productivity... Inconsistent leadership quality
and high employee turnover across locations... Chronic understaffing leading to employee burnout and service quality
issues."

More specifically, the analysis revealed cultural barriers to change that could significantly impact integration efforts:

"Negative perceptions of the work environment, including references to a 'toxic work environment' and 'hostile
management,' point to significant cultural barriers to change."

These insights allow acquirers to develop targeted mitigation strategies, adjust valuations, or structure earnouts to
manage identified risks. By quantifying human factors, organizations can make more informed decisions about deal
structure, integration approach, and potential synergy realization.

Improved Integration Planning and Execution

By identifying cultural differences, leadership gaps, and operational inefficiencies early in the process, Al-enhanced
due diligence with human intelligence provides a solid foundation for integration planning. This approach can
significantly improve the odds of successful integration, which remains one of the most challenging aspects of M&A.

As Bain notes, "Seasoned dealmakers know that deal synergies need to be captured quickly—and that sometimes, by
taking too long, companies can squander significant value."

Quantifying Deal Value Impact

Perhaps most importantly, the combination of Al efficiency and human intelligence allows organizations to quantify
how human factors will impact deal value. For example, Aniline's Initial Due Diligence Assessment for Walgreens
concluded:

"Walgreens's investment potential is influenced by its ability to leverage its strengths in customer and employee
relationships while addressing critical operational and strategic challenges. Enhancing technological infrastructure,
improving management consistency, and fostering a culture of innovation and stakeholder engagement are essential
steps for sustaining long-term success."

This assessment provides acquirers with a clear roadmap for where to focus post-acquisition efforts to maximize return
on investment.
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Implementing Al + Human Intelligence in Due Diligence

Building a Comprehensive Intelligence Stack
Implementing an effective Al + human intelligence approach requires a thoughtful, multi-layered strategy:
1. Leveraging general-purpose generative Al tools for initial document

processing and analysis
Deploying purpose-built Al solutions focused on specific due diligence tasks

3. Implementing systems like Aniline's organizational health platform that
transform employee perceptions into quantifiable metrics and actionable insights
4. Ensuring seamless information flow between Al tools, human intelligence sources,

and due diligence teams

Systematically Capturing Human Intelligence

The most innovative organizations are building structured approaches to gather and analyze human intelligence as
part of due diligence:

. Using platforms like Aniline to quantify employee perceptions across key
dimensions

. Evaluating leadership quality at all levels of the organization

. Analyzing cultural factors that might impact integration success

. Understanding how work actually gets done, beyond formal processes

Aniline's analysis of Brighthouse Financial demonstrates this approach in action. By systematically analyzing
employee sentiment across multiple dimensions, the platform identified specific risk areas:

"Internal Execution & Talent Stability - Relatively Higher Risk... Management asserts a strong innovation pipeline,
but execution challenges—such as talent retention issues, lack of established processes, and internal disorganization—

pose significant obstacles."

This type of human intelligence provides invaluable context for traditional due diligence findings and helps acquirers
develop more effective integration strategies.

Developing Enhanced Interpretation Skills

The human element remains critical in this new paradigm, with professionals needing to develop new skills to
effectively leverage both Al and human intelligence:

. Crafting effective queries to elicit the most valuable insights from Al systems
. Critically evaluating insights and identifying potential biases or limitations
. Integrating Al-generated findings with human intelligence to create a comprehensive

due diligence narrative
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. Identifying meaningful patterns in human intelligence data that might indicate risks or
opportunities

Establishing Governance and Guardrails
As McKinsey notes, "Gen Al is distinct from most existing technologies because it heightens certain risks—for
example, security breaches, given its ease of access; reputational risks from quality control missteps; and potential

intellectual property infringement."

Effective implementation requires robust governance, including:

. Ensuring confidential deal information is protected

. Validating Al outputs against human judgment

. Establishing boundaries for appropriate Al use in sensitive contexts

. Ensuring employee sentiment data is handled with appropriate privacy controls

Future Directions and Opportunities

The integration of Al and human intelligence in due diligence is rapidly evolving, with several promising directions
emerging:

Dynamic Value Creation Modeling

The next generation of solutions will combine Al efficiency with human intelligence to create dynamic models of
value creation potential. These models will:

. Measure how leadership effectiveness, cultural dynamics, and employee
engagement will affect synergy realization

Estimate realistic timeframes for integration based on cultural and operational

. Forecast talent retention under different integration approaches and
compensation structures

Human-Centered Integration Planning

Advanced applications will use human intelligence to create more effective integration plans:

. Evaluating how prepared employees are for post-merger changes

. Identifying which leaders are best equipped to drive integration success

. Creating detailed plans for cultural integration based on employee
sentiment

As seen in the Walgreens analysis, understanding employee sentiment can significantly improve integration planning:
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"Walgreens's organizational structure is characterized by a strong sense of community, support, and flexibility,
contributing positively to employee satisfaction and engagement. The company shows a commitment to creating a
pleasant work environment, though challenges related to clarity of mission and operational pressures such as
understaffing need addressing."

This type of insight enables acquirers to develop targeted integration strategies that preserve strengths while addressing
weaknesses.

Cross-Cultural Compatibility Assessment
Innovative solutions are emerging to assess cultural compatibility between organizations, using natural language
processing to analyze company communications, policies, and employee feedback to identify potential areas of

friction.

Aniline's approach to quantifying cultural factors, as demonstrated in the Brighthouse Financial analysis, provides a
model for how this might work:

"Walgreens's work culture is predominantly supportive, inclusive, and team-oriented, contributing positively to
employee satisfaction and engagement... However, there are mixed signals about the clarity and communication of

Walgreens's mission, vision, and values, indicating potential gaps in widespread clarity or alignment."

By quantifying these aspects of organizational culture, acquirers can better predict integration challenges and develop
strategies to address them.

Continuous Monitoring and Adaptive Planning

The next frontier involves continuous monitoring of key human intelligence metrics post-close, with Al systems
providing early warning of potential issues and suggesting adaptive interventions.

This approach will allow acquirers to:

. Monitor how employee sentiment evolves during integration
. Detect potential issues before they impact performance

. Modify strategies based on real-time human intelligence
. Focus efforts where they will deliver the greatest value

By continuously monitoring human factors, organizations can ensure that integration efforts stay on track and deliver
the expected value.
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Conclusion: The Competitive Imperative

The integration of Al efficiency with human intelligence represents a fundamental shift in how deals are evaluated
and executed. As Bain's report concludes, "The best dealmakers are experimenting with ways to improve their
processes for today's market."

Organizations that embrace this shift gain a significant competitive advantage in an increasingly complex M&A
environment:

. Transforming subjective employee perceptions into measurable metrics that
can inform valuation, integration planning, and synergy estimates

. Identifying organizational, leadership, and cultural risks that traditional due
diligence might miss

. Developing clear plans for where to focus post-acquisition efforts to maximize
return on investment

. Accelerating timelines without sacrificing quality

. Identifying and addressing potential integration challenges early

The Aniline analyses of Brighthouse Financial and Walgreens demonstrate the power of this approach. By
systematically analyzing employee sentiment, these assessments revealed specific risks and opportunities that would
likely remain hidden in traditional due diligence:

"Brighthouse exhibits a complex blend of strengths and weaknesses that significantly influence its investment
potential. The company's strong customer and employee relationships, flexible work schedules, and competitive pay
are notable strengths. However, these are counterbalanced by critical risks including understaffing, outdated
technology, inconsistent management practices, and challenges in change management and stakeholder engagement."

This level of insight enables acquirers to make more informed decisions about whether to proceed with a deal, how to
structure it, and how to realize maximum value post-close.

The future of M&A due diligence is here—and it's a powerful fusion of artificial intelligence efficiency with human
intelligence depth. Those who embrace this evolution will set new standards for deal success in the years to come.

About Aniline

Aniline is a pioneer in human intelligence analytics, transforming employee perceptions into quantifiable insights that
enhance M&A due diligence and drive value creation. Our unique methodology combines Al efficiency with the
power of human intelligence to provide unprecedented visibility into organizational health, leadership effectiveness,
cultural dynamics, and operational reality.
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Our platform enables acquirers to:

. Convert qualitative employee perceptions into measurable metrics across
key dimensions

. Compare performance against relevant industry benchmarks

. Pinpoint leadership, cultural, and operational risks that could impact deal value

. Reveal specific areas where targeted interventions can enhance
performance

. Create integration strategies based on quantified human
intelligence

By bringing the power of human intelligence to M&A due diligence, Aniline helps organizations make more informed
decisions, develop more effective integration strategies, and ultimately capture greater value from their transactions.

Visit www.aniline.ai to learn more about how our solutions can enhance your M&A due diligence process and
drive deal success.

Contact Our Team:

Kevin Gregson, CEO and Co-founder kjgregson@aniline.ai

Brian Cochrane, Chief Revenue Officer: brian.cochrane@aniline.ai
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