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KPMG. Make the Difference.

In India’s fast-evolving corporate ecosystem, leadership 
is both the engine and the Achilles’ heel of enterprise 
value.

• A renewable energy JV was nearly finalised until AI
flagged undisclosed ties to a politically exposed
person. Traditional checks missed it. The deal was
quietly shelved

• A listed pharma company’s board was praised for
ESG leadership. AI analysis showed a mismatch
between public statements and actual decisions,
prompting a governance overhaul

• A logistics startup founder, hailed as a disruptor,
showed high stress markers in video interviews when
discussing audits. AI flagged it. Weeks later,
regulatory action followed.

These aren’t hypothetical situations. They’re anonymised 
truths and realities and risks that current boardrooms 
face. 

From fintech unicorns to legacy conglomerates, the 
reputational and regulatory risks tied to senior executives 
have never been higher. Yet, the tools we use to assess 
these leaders remain largely analogue, including 
background checks, references, and media scans.

Background checks, references, and media scans are 
retrospective in nature, while they reflect past actions, 

they may not be accurate reflections of a leader’s 
thoughts or behaviours. References, while valuable, are 
not immune to sanitisation or bias. In tightly knit 
industries or companies, senior executives may pre-
emptively warn colleagues of ongoing reference checks, 
leading to a curated narrative being explored during 
traditional due diligence. Media scans are prone to 
ethical blind spots, potential cover up and often lacking 
nuanced context. Such drawbacks, not only challenge 
the depth of the due diligence coverage but also the 
validity of the information gathered. 

The key question to be answered here is, what if the 
next leadership crisis isn’t in the past but is coded in 
behaviour, hidden affiliations, or ethical blind spots which 
traditional diligences cannot detect? Can executive 
leadership assessment tools give an indication of the 
integrity and moral compass of an individual? 

Multiple research reports highlight the need to implement 
AI tools and predictive analysis to improve speed, 
accuracy and cost efficiency of recruitment processes. 
Research from the International Journal of Innovative 
Science and Research Technology as well as the 
International Journal for Multidisciplinary Research 
advocate for a blended approach to traditional hiring due 
diligence citing an active involvement of AI capabilities 
blended with traditional human intelligence for effective 
risk management in senior hires.1,2

Reimagining executive 
due diligence:
The AI-driven integrity lens

Beyond credentials: Addressing the hidden risks in executive leadership

1. The Digital Shift In Hiring: A Critical Review of Traditional and Contemporary Recruitment Techniques, Pooja Hukkeri; Dr.Sanjivkumar Pol,
20/5/2025, 31/10/2025
2. The Impact of Artificial Intelligence on Recruitment and Selection Process, Mr. Wasif Raza, May 2025, October 2025
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The case for reimagining due diligence
Consider this: 

A high-profile CEO of a digital payments firm was 
celebrated for his vision and charisma. Interviews 
painted a picture of confidence and clarity. But AI 
analysis of his speech patterns revealed subtle 
avoidance when discussing compliance and employee 
attrition. Months later, internal investigations confirmed 
misconduct, something that could have been flagged 
earlier with behavioural analytics.

This isn’t science fiction. It’s the future of integrity 
checks.

AI capabilities are growing rapidly; natural language 
processing models, sentiment analysis, voice stress 
analysis, facial express recognition, generative AI 
simulation models, ethical drift detection are tools 
available today, but they might not even scratch the 
surface of the future capabilities of AI. Yet, these 
applications are underutilised in the sphere of executive 
diligence. 

As the risk of incompetent senior hires rises for global 
companies, the adoption of triangulating past behaviours 
with predictive analytics and advanced vetting should be 
considered to identify harmful traits early.

Executive diligence framework - Ready for AI augmentation
The current executive diligence framework typically 
has a two-pronged methodology:

• Level one: Public domain checks - litigation, media, 
shareholding, social footprint

• Level two: Intelligence - reputation, 
bureaucratic/political linkages, reasons for cessation, 
moonlighting, etc.

While the depth of this methodology can vary 
significantly based on the experience and forensic depth 
of the enquiry or research, but imagine layering this with 
AI:

• Natural Language Processing (NLP) models that 
detect ethical red flags during interviews - Such 
tools would detect deflection, evasion, overconfidence 
and stress markers, amongst others

• GenAI simulations that test crisis response – 
these allow to create dynamic crisis scenarios to test 
leaders under pressure, reducing reliance on 
reference checks to gauge such capabilities

• Graph AI that maps hidden affiliations - These can 
uncover indirect ties to politically exposed people, 
shell companies or conflict of interest which traditional 
analysis of public records or social media checks may 
not be able to ascertain

• Real-time risk radars that monitor executive 
behaviour across platforms - Reports are 
temporally static, however risks are continuous. 
Allowing for real-time risk updates which continuously 
scan news, filings, social media amongst others can 
provide a level of insight that exceeds traditional 
diligences. 
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The strategic imperative for CXOs and boards
This is not about replacing human judgment. It’s about 
augmenting it. Boards need more than clean records. 
They need behavioural foresight, ethical assurance, 
and real-time visibility into leadership risk. 

AI-powered executive diligence offers:

• Faster, deeper, and more predictive insights: AI 
tools can analyse vast datasets from speech patterns 
to digital footprints to uncover behavioural anomalies, 
ethical drift, and reputational risks that conventional 
methods may miss

• A shift from compliance to strategic governance: 
Due diligence is no longer a checkbox exercise. It 
becomes a strategic enabler, helping boards make 
informed decisions about leadership appointments, 
succession planning, and crisis preparedness

• A proactive shield against reputational and 
regulatory fallout: By identifying risks early - 
whether it's undisclosed affiliations, ethical 
inconsistencies, or stress indicators, organisations 
can prevent crises before they escalate

• Ethical assurance as a competitive advantage: 
Investors, regulators, and stakeholders increasingly 
value transparency and ethical leadership. AI-
enhanced diligences provide defendable, data-backed 
assurance of leadership integrity

• A new standard for leadership integrity in India 
Inc.: As Indian enterprises compete globally, the 
expectations around governance and leadership 
ethics are rising. AI-powered executive diligence 
positions organisations to exceed these expectations.

Drawbacks
It is critical to acknowledge that AI-powered solutions are 
not free from drawbacks. Research and past events point 
towards amoral drifts3, algorithmic biases4, data privacy 
concerns5, black box issues and potential lawsuit risks. 

However, an active and mindful integration of AI tools, 
along with deliberate and informed human intervention, 
vouch for a superior diligence process.

3. Amoral Drift in AI Corporate Governance - Harvard Law Review, 138 Harv. L. Rev. 1633, April 2025, October 2025
4. Algorithmic Bias in AI Employment Decisions - Journal of Technology and Intellectual Property, January 30, 2025, October 2025
5. AI due diligence: benefits, challenges, and impacts for business, June 10, 2025, October 2025

Call to action: The question isn’t whether AI can transform diligences. It’s whether your organisation 
is ready to embrace transformation.
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