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Methodology 
The survey of 500 US-based PE, portfolio company, and corporate M&A leaders was conducted online by an independent 
research company May 14–27, 2026. Respondents included 253 C-suite and 247 non-C-suite executives representing the 
consumer; energy, resources, and industrials; financial services; life sciences and health care; and technology, media, and 
telecommunications industries.

Deloitte’s new GenAI in M&A Pulse Survey gauges the attitudes and activities 
of corporate and private equity (PE) organizations surrounding the use of 
Generative AI in M&A. The survey looks specifically at opportunities for 
scaling GenAI’s usage across the deal life cycle, ways to drive greater value 
creation, and barriers to business adoption now and in the future. 
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90% 52% 24% 57% 52%
The majority of corporate and  
PE organizations report using  
GenAI to some degree in their  
M&A operations. 

More than half of organizations use 
GenAI for post-close integration.

Surveyed leaders said the top 
requirement for relying on  
GenAI-generated insights at critical 
moments was human review.

Buyer diligence across fragmented 
data sources was the most cited 
source of friction that technology 
brings to transactions.

More than half of PE-backed  
portfolio companies say combining 
GenAI technology with advisory 
support is their recipe for most value.

More than one-third (37%) use it in 
multiple life cycle stages, and only 
6% report no GenAI use or plans. 
Adoption is no longer the question. The 
next frontier is scaled orchestration.

Deloitte’s 2025 GenAI in M&A Study 
revealed the use of GenAI was primarily 
in early-stage parts of the M&A life 
cycle such as diligence and valuation. 
Organizations are also turning to 
GenAI for deal closing (49%)—a 20% 
increase over last year’s survey.

Data security remains a recurring issue, 
but respondents also cited output 
validation and accountability for errors 
as major barriers to placing greater 
trust in GenAI. 

GenAI adoption is broad, but most 
organizations have not yet embedded 
GenAI into a fully connected M&A 
operating model. Overall, M&A leaders 
said a system’s ability to integrate with 
approved deal data sources was the 
most important capability of an M&A 
technology solution.

More than one-third (35%) of M&A 
leaders are actively combining third-
party GenAI tools with advisory 
support, and 20% prefer to receive 
GenAI benefits through fully 
managed solutions.

Top takeaways

GenAI in M&A has crossed the adoption threshold. Now leaders need to make it trustworthy, connected, and deal-ready. 

Full integration remains limited, and human review is the top requirement for organizations to trust GenAI in high-stakes deployments. Five findings reveal how 
organizations can move from experimentation to impact:

Adoption continues
GenAI in M&A is now 
active, not experimental.

Use cases expand 
Momentum is moving 
from diligence into 
close and integration.

Trust remains imperative 
Automated does not yet 
mean autonomous.

Integration  
challenges persist 
Fragmented tools and  
data limit value capture.

The path forward 
Advisory-led operating 
models and governed 
data enhance GenAI’s 
attractiveness.
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Adoption continues
GenAI in M&A is now active, not experimental. 
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Question: Which of the following best describes your organization’s current use of AI (including Generative AI) 
in M&A processes?

All respondents (n=500)

Actively using AI across multiple 
stages of the M&A life cycle

Using AI in limited or specific use cases 
(e.g., diligence, research)

Experimenting or piloting AI in M&A

Not currently using AI, but actively exploring 

Not using AI and no current plans

37%

33%

20%

4%

6%

90%
actively using 

or piloting
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Current use of AI in the M&A process

Overall, the use of GenAI in M&A processes has crossed a threshold into active deployment.  
A majority of organizations are applying GenAI to real use cases, and more than one-third are 
using it across multiple M&A life cycle stages.

What M&A leaders  
should consider

Leverage GenAI to accelerate 
the M&A process across the 
deal life cycle, and to build a 
structural advantage, versus 
those still on the sidelines.
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Respondents excluding AI non-users (n=465)

Reduced manual effort in diligence, synergy 
tracking, or stakeholder communications

Question: What benefits has your organization realized from using AI in M&A?

Accelerated creation of charters, 
workplans, reports

Automated status reporting/dashboards

Decision support through scenario 
analysis/risk modeling

Streamlined cross-functional coordination

Improved onboarding/knowledge transfer

Other (please specify)

71%

66%

66%

60%

51%

32%

1%
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Benefits realized from AI

By reducing manual effort, automating reports, and accelerating documentation tasks, GenAI is 
already delivering tangible productivity gains for two-thirds or more of M&A organizations, even if 
more complex deployments remain ahead.

What M&A leaders  
should consider

Tangible productivity gains 
from AI pose a new choice 
for leaders: where to reinvest 
the time they’ve saved to 
dive deeper and build key 
sources of deal value with 
more certainty.
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Question: Which outcomes would you use to evaluate whether AI improved M&A execution?

All respondents (n=500)

Shorter diligence cycle

Fewer diligence surprises

Reduced internal resource burden

Improved bid confidence/valuation confidence

Faster synergy/dis-synergy realization

Improved separation readiness

Higher proceeds or better purchase price discipline

Reduced stranded costs

Reduced TSA duration or complexity

Lower cost-to-achieve

Fewer abandoned transactions

Shorter time to signing or close

38%

38%

38%

32%

21%

30%

24%

22%

17%

15%

14%

12%
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Outcomes used to evaluate AI impact

In evaluating GenAI’s contributions to M&A, organizations are focused less on raw speed and 
more on functions that have the potential to rein in overall costs.

What M&A leaders 
should consider

First-order benefits such 
as processing speed get 
the headlines, but GenAI 
investments should follow 
the value in business process 
improvement.
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Use cases expand
Momentum is moving from diligence 
into close and integration. 
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Respondents excluding AI non-users (n=465)

Portfolio 
strategy/target 
or divestiture 

candidate 
screening

Diligence Post-close 
integration

Sign-to-close/
Day 1 readiness

Cross-deal 
portfolio 

management

Transaction 
readiness/
separation 

preparation

Negotiation 
and signing

Separation, 
TSA exit, or 

transformation

74%

61%

52%
49% 47%

41%

26%

33%

Question: At which stages of the M&A life cycle is AI currently used or being piloted?
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Life cycle stages where AI is used

Earlier surveys found GenAI use focused mostly on early exploratory stages of the life cycle, but 
now about half of M&A organizations also report using or piloting GenAI for deal closure and 
integration. Only one-third use it for judgment-intensive negotiating steps, however.

What M&A leaders  
should consider

Don’t feel confined to early 
life cycle stages for GenAI, 
but be mindful of the places 
where automation can’t fully 
replace judgment.
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Question: Which of the following AI use cases would deliver the most immediate value in your next transaction?

All respondents (n=500)

Identification of diligence risks, red flags, and open issues

Program governance, workstream tracking, and executive reporting

VDR/document review and diligence synthesis 

Integration planning or acquired carve-out stabilization

Portfolio sensing and identification of acquisition, divestiture, or partnership candidates 

Carve-out financial analysis and stand-alone cost modeling

TSA scope, pricing, governance, and exit planning 

Contract, customer, supplier, consent, and change-of-control mapping 

Stranded cost identification and RemainCo optimization 

Market, competitor, and strategic rationale synthesis 

Buyer-specific value story and management presentation support 

Separation perimeter, operating model, and Day 1 readiness planning 

Legal entity, tax, and regulatory issue mapping 

49%

45%

37%

23%

18%

20%

20%

20%

17%

13%

13%

13%

12%
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Highest-value AI use cases

M&A organizations see the most potential value from GenAI in areas like diligence risk 
identification, program governance, workstream tracking, and document review—areas where 
applications are establishing strong track records.

What M&A leaders  
should consider

The areas where GenAI 
delivers value are likely to 
keep growing. As new, high-
value use cases emerge, keep 
a focus on returns you can 
understand and measure.
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Trust remains imperative
Automated doesn’t yet mean autonomous.
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Question: What risks or limitations have you observed in using GenAI for deal governance?

All respondents (n=500)

Security/compliance concerns

Unclear accountability for AI-generated 
content; inaccurate or inconsistent outputs

Weak platform integration

Limited understanding of where to apply it

Resistance from governance teams

Other (please specify)

70%

67%

62%

42%

26%

1%
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Risks and limitations in GenAI governance

Teams now better understand how and where to apply AI, but technology integration 
and security remain top concerns.

What M&A leaders  
should consider

Remember that because 
GenAI processes are not 
highly visible, practices and 
mechanisms to verify its 
outputs are essential. 
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Question: What are the top 3 biggest challenges you face with current tools used in M&A?

All respondents (n=500)

Outputs require 
significant manual 

validation

Tools are not 
well integrated

Switching between 
tools slows down 

workflows

Data security 
concerns

Collaboration 
across teams 

is difficult

Limited trust in 
AI-generated 

outputs

Difficult to scale 
beyond specific 

use cases

Tools do not 
reflect real M&A 

workflows

59%
57%

42%

32% 31% 30%

21%

29%
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Challenges with current tools

When asked about challenges involving solutions in current use, M&A leaders were more likely to 
cite tool integration and the persistent need for manual output validation.

What M&A leaders  
should consider

In addition to validating 
GenAI outputs, plan 
deployments and choose 
tools in ways that promote 
interoperability.
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Question: What would be required for your organization to rely on AI-generated insights in high-stakes 
transactions decisions?

All respondents (n=500)

Human review by functional experts

Ability to handle confidential information, 
PII, and competitively sensitive data

Integration with approved deal data sources

Secure approved environment

Source citations/audit trail

Model validation

Role-based access/clean-team protocols

Regulatory/legal/tax review

Data lineage

24%

17%

16%

13%

11%

7%

6%

4%

3%
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Requirements to rely on AI in high-stakes decisions

Before M&A teams will rely fully on GenAI, they say human oversight and review is a top 
requirement. Data security is also a significant requirement.

What M&A leaders  
should consider

Don’t allow reliance on GenAI 
to grow faster than its actual 
reliability, and define the 
steps necessary to reach the 
desired level of trust.
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Integration challenges persist
Fragmented tools and data limit value capture.
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Respondents excluding AI non-users (n=465)

Fully integrated into a connected workflow

Partially integrated across some stages

Mostly used as stand-alone tools

Not integrated at all

29%

58%

13%

0%

Question: How would you best describe how these tools work together in your M&A process?
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Tools integration

Fewer than one-third of M&A organizations have achieved full integration of GenAI tools across 
the life cycle. As teams move toward GenAI-enabled deal orchestration, though, more than half 
say they have achieved partial integration.

What M&A leaders  
should consider

Prioritize AI architecture and 
approved-data connectivity 
before adding more point 
solutions.
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The path forward
Advisory-led operating models and governed 
data enhance GenAI’s attractiveness.
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All respondents (n=500)

Primarily using internally 
developed AI models

Primarily using self-serve third-party 
tools or platforms

Using third-party tools with advisory or 
implementation support

Primarily relying on advisory-led solutions 
where GenAI tools are part of the service

16%

28%

47%

9%

Question: Which of the following best describes how your organization currently uses GenAI in M&A processes?
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Current GenAI usage model

While GenAI use is growing, most M&A organizations aren’t going it alone. More than half seek 
outside GenAI support, either to help implement third-party tools or to provide advisory solutions 
that build GenAI in.

What M&A leaders  
should consider

Don’t conflate GenAI 
adoption with the need to 
go it alone. New tools may 
perform more effectively in 
specialized hands.
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Respondents excluding AI non-users (n=465)

General 
GenAI tools

Deal workflow 
platforms

Legal AI tools Virtual data rooms Deal sourcing 
platforms

Advisor-developed 
bespoke AI models

Internally developed 
bespoke AI models

78%

71%
66% 64%

52%

39%

26%

Question: Which tools or platforms does your organization currently use in M&A processes?
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Tools and platforms used

While bespoke GenAI models are less prevalent than general GenAI tools and specialized 
applications for deal flow, legal, and virtual data rooms, organizations that prefer custom tools are 
more likely to seek them through advisory relationships. 

What M&A leaders  
should consider

The more specialized the 
GenAI applications you 
are planning to use, the 
more you should consider 
the value of an advisory 
relationship.
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Question: Where does technology create—or fail to reduce—the most friction in transactions?

All respondents (n=500)

Buyer diligence across
fragmented data sources

Post-close integration 
or separation execution

TSA scope, pricing, and exit planning; 
stranded cost; and RemainCo cost reduction

Internal stakeholder alignment

Preparing stand-alone 
financials and operating data

Contract/consent/customer/ 
supplier mapping

Defining separation perimeter 
and Day 1 model

Legal entity, tax, and regulatory mapping

Moving from portfolio 
review to sale readiness

57%

46%

44%

34%

30%

27%

22%

22%

17%
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Transaction friction points

As GenAI implementation in M&A picks up speed, organizations are encountering common friction 
points that require support, including diligence with fragmented data, post-close execution, and 
follow-through steps such as TSA scope, stranded costs, and RemainCo planning.

What M&A leaders  
should consider

Learn from other 
organizations’ experiences to 
anticipate and get ahead of 
potential development and 
deployment challenges.
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All respondents (n=500)

Technology combined with 
advisory expertise 

Fully managed solution combining 
tech and execution support

A unified platform supporting 
the full M&A life cycle

Integration of tools across deal stages

Better tools for specific tasks

35%

20%

19%

15%

11%

Question: Which of the following creates the most value for your organization?
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What creates the most value

M&A organizations find the path to value in GenAI use lies in the combination of technology and 
advisory support—more than three times as important as the strength of individual tools.

What M&A leaders  
should consider

Remember that like any 
technology, the value of 
GenAI is partly in what it can 
do and partly in how well it’s 
put to use. Those skills may 
be external.
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Conclusion

GenAI is maturing. So is the role the technology 
plays in the work of M&A. That means that 
organizations are finding and realizing new 
benefits as they put earlier hurdles behind them, 
but each step forward also brings them up 
against new, more complex challenges.

Dealmakers are coming to terms with some 
common insights as they proceed down their 
GenAI in M&A journeys. One is that no degree 
of automation power can replace judgment and 
validation from human users. Another is that the 
blend of technology complexity, industry-specific 
requirements, and sheer workload makes it 
unwieldy to build, use, and govern GenAI systems 
in-house. Getting advisory help with GenAI is 
a solution to this, and getting GenAI-powered 
advisory help offers a further advantage.

How Deloitte can help
With its experienced, multidisciplinary 
teams, Deloitte is a recognized leader 
in M&A. Our teams support many 
industries with specific technology 
adoption, integration, and governance 
solutions—including through the Deloitte 
M&A Platform, which addresses the 
connectivity, data governance, and 
advisory-led delivery gaps this survey’s 
respondents identified as most critical. 
As M&A organizations turn to managed-
service relationships for their use of 
GenAI, the combination of these strengths 
makes it possible for Deloitte to play a 
valuable role in helping you shape what 
comes next.
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