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Your VC Diligence Looks Complete; It Isn’t

While investing in Startups, why polished IC memos and real conviction are not
the same thing.

By Ravi Chalaka, Founder and CEO of Knoh.Al

Polished IC Memo
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Real Conviction

THE CONVICTION GAP

A partner opened the investment memo his team had spent six weeks building.

It looked finished. Market map, revenue model, customer references, a recommendation to advance.
Then came one question: where did the retention number come from?

No one had a clear answer.

Twenty minutes in, the meeting was no longer about the deal. It was about whether the team could trust
its own memo.

The industry calls this a shortage of time.

It is actually a shortage of organized conviction.

MORE DEALS ARE ONLY THE BEGINNING

For smaller VC firms, the first challenge is volume.

Referrals. Founder outreach. Demo days. Cold inbound. A lean team has to sort all of it fast.
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That chaos is real, but still not the hardest part.
The harder problem starts once a company survives the first screen.

Now the firm has to examine market, product, team, competition, GTM, financials, legal exposure, IP, and
operational risk.

More opportunity volume creates a filtering problem.
Serious candidates create an evidence problem.

Most firms have both.

DILIGENCE IS STILL ASSEMBLED BY HAND

The pitch deck sits in one system.
The financial model lives in another.

Customer calls are in Gong. Partner notes are in email. Market research gets rebuilt from scratch by
whoever draws the task.

Every tool works fine on its own.
None of them holds the whole picture.
That's where the quiet failures start.

An analyst redoes research nobody can find. A partner reviews stale metrics. A strong conclusion
reaches the IC memo with no source attached. An assumption starts looking like a fact.

The output still looks authoritative.

That is exactly what makes it dangerous.

THE FALSE COMFORT OF A POLISHED ANSWER

Generative Al makes it easy to produce something that looks like analysis.
Upload a deck, ask a few questions, get a market overview back in minutes.
Useful. But an investment decision is not a writing exercise.

A persuasive paragraph is not a well-supported conclusion.

A complete-looking report is not necessarily built on complete evidence.

And an Al reading one document does not understand a deal's history, the firm's thesis, or what the IC
already challenged last time.
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The real risk isn't a wrong answer.

It's an answer that sounds settled before the evidence is.

INTAKE SHOULD CREATE FOCUS

The process should start by cutting noise, not adding it.

When a new opportunity arrives, the firm should be able to see instantly: is the submission complete?
Does it fit the fund's thesis? What's strong, weak, or unresolved?

A Completeness Score shows if there's enough to make an initial call.

A Thesis Fit Score compares the company against the fund's weighted criteria — and shows the
reasoning behind it.

None of this picks the investment.
It stops the team from burning diligence time on deals that were never in the mandate.

Filtering ends there. Investigation begins.

EVERY DEAL SHOULD HAVE ITS OWN MEMORY

A company under diligence develops a history.

New documents arrive. Management answers questions. Analysts update assumptions. Some claims get
confirmed. Others get contradicted. The thesis evolves.

Most firms don't treat it that way.
Each new question starts a new task: a new document pull, a new partial view.

A better model: every deal gets a persistent, company-specific context. Decks, financials, notes,
transcripts, files from Drive, SharePoint, CRM, Gong — all in one place, tied to that company.

A document repository stores files.
A deal-specific context library preserves what the firm knows.

The deal stops starting over every time someone asks a new question.

THE RIGHT DILIGENCE ISN’'T THE SAME FOR EVERY COMPANY

A pre-revenue company needs deep scrutiny on founders, differentiation, and timing.

A growth-stage company needs deep scrutiny on retention, margins, concentration, and forecast
credibility.
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The question isn't: how do we run the same checklist every time?
It's: what do we actually need to understand before this decision?

Knoh.Al is built on that distinction: a library of more than 70 specialized agents across six stages of the
investment process, selected for the deal in front of you.

One builds a company snapshot. Others assess product, market, management, GTM, financial KPIs,
legal risk, or deal terms.

Not automation for its own sake.

A way to run rigorous analysis without every analyst rebuilding the method from zero.

THE MOST VALUABLE OUTPUT MAY BE THE MISSING EVIDENCE

Teams naturally focus on findings: attractive market, strong retention, experienced management.
But in diligence, what's missing often matters more than what's known.

Was the customer claim verified, or just repeated?

Are the projections real numbers, or management estimates?

Where do two sources disagree?

A good diligence system doesn't just summarize. It shows the evidence structure: what was found, what
supports it, where it's weak, what's still an assumption, where sources conflict, what to check next.

That changes Al's role in the process.

Instead of acting like a fast junior analyst who always has an answer, it becomes part of a workflow that
can also say: we don't know yet.

For an IC, that may be the most valuable answer there is.

BETTER IC MEETINGS BEGIN BEFORE THE MEETING

Picture that Monday memo again.

This time, every conclusion is linked to its source. The retention claim is marked management-reported,
not verified. The competitive set includes the new entrant. The model is labeled illustrative, with open
assumptions flagged.

The conversation changes.
The team isn't hunting for sources anymore.

It's debating the actual investment: Is this risk acceptable? Does the product edge justify the price? What
evidence is still missing?
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That's the real upgrade: not a faster memo, but a better conversation.

THE ADVANTAGE IS NOT MORE ANALYSIS

Venture investing will always need judgment.

No platform decides if a founder will become exceptional, or if a market unfolds the way the deck says it
will.

Nor should it try.

The opportunity is improving the conditions judgment operates in:

Faster diligence: less time spent recreating information.

Greater consistency: deals assessed the same rigorous way, every time.

Retained intelligence: the firm's knowledge of a company compounds instead of scattering.
Stronger conviction: the decision rests on a clear line between evidence, inference, and belief.
The memo may still be polished.

Now the conviction behind it is too.

Knoh.Al helps venture and growth-equity teams move from scattered deal information to
evidence-grounded diligence and IC-ready decisions.

Try Knoh.Al for free or request a demo.
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