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On January 7, Cintas publicly proposed to acquire UniFirst for $275 per share in cash. The
proposal was nonbinding and required a definitive agreement. UniFirst’s board announced that
it had unanimously rejected it. Cintas now has to decide whether to continue seeking a
combination, pause, or redirect its attention elsewhere.

Assume you are advising Cintas’s senior leaders. This is a hypothetical strategy role, not a
disclosed internal assignment. Your task is to recommend a path after the public rejection and
identify what evidence or conditions would change your recommendation. Do not optimize the
offer price or estimate transaction value.

Two related service businesses
Cintas supplies workwear and facility services, first aid and safety products, and fire-protection
services. Its FY2024 Form 10-K says its strategy includes increasing penetration at current
customers, broadening its customer base, expanding geographically, and evaluating
acquisitions. About 95% of Cintas revenue in three service lines was derived from
route-serviced customers.

UniFirst supplies uniforms and related workplace services. Its FY2024 Form 10-K reports more
than 300,000 customer locations and more than 270 service, distribution and manufacturing
facilities. It names Cintas as a principal competitor. UniFirst describes competition on product
and service range, service quality and price, with many smaller providers serving limited
geographies.

These disclosures establish that the companies operate in related markets and have substantial
service networks. They do not show where routes or customers overlap, how efficiently facilities
are used, or whether combining the businesses would lower costs or improve service.

The public proposal
Cintas said its $275-per-share cash proposal covered all UniFirst common and Class B shares
and represented approximately $5.3 billion in implied total value. The public proposal followed
earlier private correspondence. Cintas said the combination could add processing capacity,
increase route density, extend technology and infrastructure investments, and enhance
customer service. Cintas also said the proposal was expected to be accretive and that it was
confident in a path through regulatory review.

In its January 7 investor presentation, Cintas projected at least $375 million in annual
run-rate operating-cost synergies within four years after completion. This was a bidder
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projection, not an independently verified estimate or a realized result. Cintas’s presentation
cautioned that anticipated synergies might not be achieved or might take longer. Cintas also
said it had not had access to UniFirst’s books and records.

UniFirst’s board said it unanimously rejected the proposal after considering its price, execution
and business risks, feedback from some of its largest shareholders by voting power, and
UniFirst’s own future growth and value-creation opportunities. Those are the board’s stated
reasons. Public information does not establish that the risks would occur or settle whether the
proposal represented fair value.

Shareholder process
UniFirst has two common-stock classes. Its December 2024 proxy states that each common
share has one vote and each Class B share has ten votes. It lists substantial voting stakes for
several trusts and partnerships, including entities with overlapping Croatti-related trustees and
managers. The filing does not establish that these holders act as one group or share one
preference about a transaction.

The voting structure makes shareholder engagement relevant to any path forward. It does not
show that the board would reopen discussions, that holders would support a transaction, or that
a public proposal could substitute for an agreed process.

What could Cintas do next?
The board’s rejection leaves Cintas with several strategic paths:

1. Continue seeking engagement. Cintas could ask UniFirst’s board and relevant
shareholders to discuss the strategic rationale, diligence needs and possible ways to address
the board’s stated concerns. The public record does not show that they would agree to meet.

2. Pause. Cintas could preserve the possibility of a future discussion while seeking more
evidence about strategic fit and integration feasibility, subject to the limits of public
information.

3. Redirect resources. Cintas could emphasize its stated organic-growth strategy, geographic
expansion and selective acquisitions rather than continue pursuing UniFirst.

4. End the pursuit. Cintas could conclude that the target’s rejection and unresolved
uncertainties make further effort unattractive, without drawing a conclusion about UniFirst’s
standalone value.

Each path has costs. Continuing could create an opportunity to test the combination thesis, but
may consume leadership attention without target access or agreement. Pausing may preserve
options while delaying clarity. Redirecting resources supports Cintas’s existing growth strategy,
but leaves any potential combination benefits unrealized. Ending pursuit avoids further process
effort, but closes this specific opportunity unless circumstances change.
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Research lens
Two studies offer general integration lenses. Larsson and Finkelstein’s 61-deal case survey links
synergy realization with strategic combination potential, organizational integration and
employee response; its final publisher abstract identifies integration as especially important.
Zollo and Singh’s observational study of 228 U.S. bank acquisitions finds that codification of
acquisition knowledge and integration were statistically associated with post-acquisition
performance under their models. Neither study predicts outcomes for a route-serviced uniform
business. The first is cited here at abstract level; the second concerns historical bank mergers
and does not establish causal effects for Cintas.

Your recommendation
Recommend whether Cintas should continue pursuing UniFirst, pause, redirect resources, or
end the pursuit. State:

• Which parts of Cintas’s strategic rationale are supported by disclosed operating facts and
which remain bidder claims.

• What evidence would be needed to assess route, facility, customer, technology and service
complementarities.

• How Cintas should address UniFirst’s stated concerns without assuming they are proven risks
or that further engagement is available.

• What role the dual-class voting structure should play in the process, without assuming the
listed holders share one preference.

• What evidence would cause you to change your recommendation.

Do not invent synergy figures beyond Cintas’s disclosed projection, integration costs, customer
or employee reactions, regulatory conclusions, private discussions or shareholder preferences.
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