VITELIS

Closing the External Intelligence Gap

Why triangulated, multi-signal external intelligence is becoming the new competitive advantage

"Mastering data analytics is how companies avoid flying blind. Increasingly, this requires tapping into data
from outside an organization's four walls."

Deloitte Insights, Smart analytics powered by external data
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This white paper synthesizes public research and Vitelis experience. Any client examples or value benchmarks labeled "Vitelis benchmark" are
based on Vitelis work and are illustrative; results vary by company, market, and use case.

Vitelis | Closing the External Intelligence Gap |



Executive Summary

Markets move outside your walls. Competitor pricing, investor language, supplier distress, policy shifts, review
spikes, hiring signals, product launches, and customer switching behavior all surface in the public world before
they show up in internal dashboards. The firms that read those signals first capture disproportionate value. The
firms that wait discover the answer later - in margin erosion, missed growth, and strategic surprise.

Most enterprises do not have an "external data problem." They have an execution problem. The need is already
obvious. MIT Sloan, citing Deloitte research, reports that 92% of data and analytics professionals say their
companies need to increase use of external data sources [2]. Yet the mean number of integrated external sources
in decision-making is only three [4]. That is enough to observe. It is not enough to triangulate.

Why it matters

92% of data and analytics professionals say their companies need to increase use of
external data sources [2].

3 is the mean number of integrated external data sources in enterprise decision-
making [4].
59% of data leaders report slow time-to-value when onboarding external data; teams

spend about 70% of their time getting external data ready [6].

7% say their organization's data is completely ready for Al; only 42% of executives
report full audit-ready trust in Al-generated insights [9][10].

25% of Al initiatives have delivered expected ROI, and only 16% have
scaled enterprise-wide [11].

This is the external intelligence gap. It is the gap between what is visible in the world and what becomes
actionable inside the enterprise. More data has not closed it. More Al has not closed it. In fact, more feeds and
more models often widen the gap by generating more noise, more alerts, and more untrusted output.

The missing capability is decision-grade external intelligence: multi-signal by design, triangulated across
independent sources, grounded in a structured model of business reality, translated into the client's own
taxonomy, and delivered as actions rather than summaries. That is what Vitelis calls Value Intelligence.

Vitelis benchmark: In Fortune 500 benchmarking and client work, external multi-signal intelligence has identified
up to approximately 10x more EBIT value than internal-only analytics tools. Internal tools typically deliver
incremental improvement; external intelligence can create step-change moves. Vitelis benchmark only; results
vary.
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1. The world moved outside the enterprise

The core strategic signals of modern business are increasingly external. Competitive moves are visible in pricing
pages, channel promotions, product launch timing, investor language, hiring patterns, patent filings, partnership
announcements, and customer reviews. Supply shocks originate deep in supplier networks, shipping routes,
mineral refining ecosystems, and regulatory moves. Demand shifts show up in search, social, ratings, and regional
sentiment before they appear in quarterly reports.

That is why the external data economy is expanding so quickly. Grand View Research projects the alternative data
market will reach $135.72 billion by 2030, growing at 63.4% CAGR from 2025 to 2030 [1]. Between 51% and 61%
of enterprises already report using external data for Al-related purposes, according to a 2025 OECD, BCG, and
INSEAD report [3]. The world has already voted: external data is no longer niche.

But market growth is not the story. Strategic relevance is. Deloitte notes that analyzing external data helps
companies see risks and opportunities they would miss with inputs limited to internal operations, customers, and
first-tier suppliers [5]. External data is helping firms personalize offers, launch new products and services, enhance
risk visibility, and anticipate shifts in demand [5]. In one Deloitte example, a semiconductor manufacturer used
external data to build better targeting models and reduced campaign cost-per-engagement by 75% [5].

"The outside world is no longer background context for decision-making. It is the earliest version of the
decision itself."

Vitelis perspective

This shift matters because internal data remains essential but incomplete. Internal systems explain how your
machine is running. They rarely explain whether the market around that machine has changed, whether a
competitor has reset the payment anchor, whether sentiment is deteriorating ahead of churn, or whether a tier-
three dependency is about to become a board problem.

2. The External Intelligence Gap

If enterprises know external data matters, why is the gap still so large? Because awareness has moved faster than
capability. The desire to use external signals is widespread; the enterprise muscle required to turn them into
action is not.

The gap shows up in a simple number: the mean number of integrated external data sources in enterprise
decision-making is three [4]. Three sources may support monitoring. They do not support robust triangulation
across competitors, customers, suppliers, financials, and market context. Companies often add an external feed
and call it "intelligence." What they really have is a slightly wider dashboard.

The deeper issue is conceptual. "Multi-signal" is not automatically a strength. Without triangulation, business

context, and an action standard, multi-signal quickly becomes multi-noise. Teams track competitor pages, news
alerts, review feeds, and macro dashboards - yet still struggle to answer the questions executives actually care
about: What changed? Why does it matter? What is the economic impact? What should we do this week?

Multi-signal becomes multi-noise when:

e signals are not cross-validated across independent sources
e output stops at summaries, dashboards, or generic Al narratives

e insights are not mapped to the company's business taxonomy
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e recommended moves do not include assumptions, trade-offs, and confidence

Decision-grade external intelligence has a higher standard

To be decision-grade, external intelligence must produce a usable artifact, not just a feed. Each insight should
clearly state the situation, the drivers, the impact, the recommended move, and the assumptions behind the
recommendation. That sounds simple. In practice, it is where most external intelligence programs fail.

Element What it must answer

Situation What is happening in the external environment, grounded in traceable evidence.

Drivers Why it is happening, triangulated across multiple independent signals.

Impact What it means economically: who, where, what, and how much is exposed or advantaged.
Move What to do next - the action, trade-off, or scenario to test.

Assumptions What must be true for the recommendation to hold, and what would change the call.

3. The implementation tax: why external data stays underused

External data programs usually do not fail because the data is unavailable. They fail because the implementation
tax is too high relative to the speed of the market.

Forrester Consulting, in research commissioned by Crux, found that surveyed organizations ingest 16 to 20 new
external data sources each month [6]. Yet 59% report slow time-to-value onboarding external or third-party data,
79% say they need a faster onboarding path, and teams spend roughly 70% of their time preparing external data
versus 30% on analysis [6]. This is not a tooling inconvenience. It is a structural brake on competitive response.

Forrester also reports that 56% of organizations would gladly ditch third-party data if better alternatives existed,
driven by frustration with limited interoperability and actionability [7]. That is the hidden story behind many "data
strategy" discussions: firms do not hate external data. They hate how much work it takes to make it usable.

Deloitte describes the challenge from another angle: external data can be hard to identify, evaluate, license,
cleanse, and reconcile with internal data. Third-party data can be inaccurate, and organizations often spend most
of the analytical effort on preprocessing instead of insight generation [5]. The longer that process takes, the less
time remains to react with agility [5].
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The implementation tax usually has four layers

What goes wrong Business consequence

Acquisition Too many vendors, inconsistent licensing, legaland ~ Teams hesitate to onboard the signals they
governance friction. actually need.

Preparation Cleaning, normalization, entity resolution, and Insight arrives after the window to act has
freshness checks consume most of the cycle. already narrowed.
External categories do not map cleanly to Even good signals do not travel into real

Translation products, regions, suppliers, or commercial decisions.
segments.

Adoption Output is delivered as dashboards or summaries Leaders read the insight but do not change
rather than operating plays. behavior.

4. Why Al has not closed the gap

Al has made it cheaper to summarize information. It has not made external intelligence automatically reliable,
contextual, or actionable. The problem is not the model alone. It is the data foundation, the trust architecture, and
the operating model around the model.

The enterprise Al numbers make this plain. McKinsey reports that 88% of organizations now use Al in at least one
function, but most still have not embedded it deeply enough to realize material enterprise-level benefits [12].
IBM's 2025 CEO study found that only 25% of Al initiatives have delivered expected ROl and only 16% have scaled
enterprise-wide [11]. Gartner told Reuters that more than 40% of agentic Al projects will be canceled by the end
of 2027 because of escalating costs and unclear business value [13].

The data readiness gap is even more revealing. In a March 2026 Harvard Business Review Analytic Services report
sponsored by Cloudera, only 7% of respondents said their organization's data is completely ready for Al [9].
Seventy-three percent said their organization should prioritize Al data quality more, 73% said processing and
preparing data for Al is challenging, and 56% identified siloed data and integrating sources as a top obstacle [9].

"The hardest part of Al is rarely the model. It's trusting the data behind it."

Reworld executive, quoted in Qlik's 2025 Trust in Data study [10]

That trust problem is real. Qlik found that only 42% of executives express full, audit-ready trust in Al-generated
insights, even as nearly 90% say Al is core to competitive strategy [10]. Al can generate language. It cannot by
itself guarantee that the underlying signals are correct, that the right entities were matched, that the market
context was applied, or that the recommended move is economically sound.

Why generic Al disappoints for external intelligence

e |t summarizes content but does not inherently triangulate claims across independent sources.

e |t can describe a market move without connecting it to a business taxonomy, economic consequence, or operating
decision.

e |t often lacks explicit assumptions, confidence logic, and falsifiability.
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e |t produces text quickly, which can accelerate the spread of plausible but low-trust output.

The result is predictable: more pilots, more dashboards, more copilots, and not enough P&L movement. External
intelligence requires a tighter standard than generative fluency. It requires a system that can fuse, validate,
contextualize, and deliver.

5. What closes the gap: the six pillars of Value Intelligence

If external intelligence is going to move from theory to operating advantage, it needs an architecture. Not a data
lake. Not a summary bot. An operating standard. Vitelis frames that standard as six pillars.

What it does What breaks without it

Uses many independent external sources across You rely on one proxy and
1. Signal fusion customers, competitors, suppliers, financials, macro, mistake a partial view for reality.
analysts, innovation, and public data.

2. Triangulation Treats signals as hypotheses and confirms them Single-source alerts create false
across sources before a decision-maker sees them. positives, churn, and alert
fatigue.
Models entities, relationships, value chains, and Keyword retrieval masquerades
3. World model causal drivers so signals are interpreted through as reasoning. Context is lost.

business logic.

4. Decision output Turns signals into situation, drivers, impact, move, Insight stays descriptive and does
and assumptions. not change behavior.
Supports on-demand deep dives and continuous Teams either get ad hoc analysis
5. Delivery mode radar inside real operating rhythms. too late or constant noise with

no prioritization.

Starts with a proof-first pilot, explicit value metrics, Programs become long
6. Proof and adoption  and a defined reliability bar. integration exercises that miss
the opportunity window.

The strategic point is simple: external intelligence is perishable. If a new external data capability takes months to
procure, map, and operationalize, the opportunity it was meant to capture has already moved on.

That is why taxonomy translation matters so much. Intelligence must arrive in the business language people
already use - products, regions, suppliers, competitors, channels, plans, and segments. Otherwise, even correct
insight creates friction instead of action.

6. The value pools hidden in external multi-signal intelligence

The economic case for stronger external intelligence does not begin with data. It begins with decisions. Bain finds
that companies with high decision effectiveness outperform peers with 3.2x higher revenue growth, 3.6x higher
earnings-before-tax growth, and 5.7x total shareholder return [14]. The difference between average and
exceptional external intelligence is not how much information a company has. It is how much better and faster its
decisions become.
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The most important value pools tend to cluster in six areas:

e Competitive advantage: seeing competitor moves, capacity constraints, pricing changes, and strategic pivots before
they show up in the P&L.

e Customer advantage: detecting preference shifts, review patterns, switching triggers, and unmet needs before they
become lost demand.

e Sales acceleration: identifying enterprise buying signals, timing windows, channel openings, or vulnerability in
competitor accounts.

e Supply chain resilience: extending visibility beyond tier one into concentration risk, tariff exposure, deep-tier
disruption, and sourcing dependencies.

e Pricing and pack architecture: defending margin with real-time external benchmarks instead of slow hindsight.

e Reputation and regulatory risk: spotting emerging narrative, policy, or stakeholder issues before they escalate.

External data is already producing measurable value in these domains. Deloitte describes external data being used
to personalize offers, improve HR decisions, launch new products and services, enhance risk visibility, and
anticipate shifts in demand [5]. The issue is not whether value exists. The issue is whether the enterprise has a
reliable path from signal to move.

"Internal analytics improves the machine you are already running. External intelligence changes where and
when you place the next bet."

Vitelis perspective

Vitelis benchmark: In Fortune 500 benchmarking and client work, external multi-signal intelligence has delivered
up to approximately 10x more EBIT value than internal-only analytics tools. This is a Vitelis benchmark, not an
industry-wide statistic, and results vary.

7. Where the pain is sharpest now: Automotive and Telecommunications

Automotive: volatility sits outside the firewall

Automotive has become a textbook case of why external intelligence matters. Reuters reported that a Center for
Automotive Research study estimated 25% U.S. auto tariffs could cost U.S. automakers $108 billion in 2025 [15].
Reuters also reported that GM expects tariff exposure of $4 billion to S5 billion [16]. Those economics do not
originate in an internal KPI. They originate in trade policy, supplier geography, and the ability to re-steer fast.

At the same time, McKinsey finds that 95% of firms have visibility into tier-one supplier risks, but only 42% have
visibility into tier-two suppliers or beyond [17]. That is exactly where many disruptions start. The energy transition
compounds the issue. The IEA reports that the average market share of the top three refining nations for key
energy minerals rose from about 82% in 2020 to 86% in 2024, and roughly 90% of supply growth came from the
single top supplier [18]. For LFP batteries, the IEA reports that more than 98% of LFP cathode material and LFP
battery cells are produced in China [19].

The operating implication is profound: pricing, sourcing, incentive steering, and product strategy all depend on
signals that are external, dynamic, and multi-layered. A company that only reads its internal dashboards will see
the consequences. A company with Value Intelligence will see the setup.
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Telecommunications: the offer is public, the churn is visible, the margin pressure is structural

Telecommunications faces a different version of the same reality. McKinsey argues that 5G has made
differentiation harder, commoditized connectivity, intensified competition, and increased the importance of
customer experience as the primary differentiator [20]. Simon-Kucher reports that roughly one-third of customers
are interested in changing provider at the end of a contract, and the strongest churn motivator is a good offer
from another provider, cited by 17% of users [21]. In other words: a large share of churn is competitive, public,
and externally observable.

The economic pressure is equally clear. McKinsey notes that telco total shareholder return over the past two
decades was 29%, versus 235% across all sectors, and that fewer than one in five large telcos achieved above-
industry-average growth in both revenue and profits over the last five years [22]. The same McKinsey research
also observes that telcos have not yet seen much top-line or bottom-line impact from generative Al experiments
because efforts remain siloed and piecemeal [22].

For telecom operators, the external intelligence agenda is obvious: competitor-offer radar, churn-trigger
detection, network perception, enterprise buying signals, and packaging intelligence all have to move faster than
the market. Waiting for monthly reporting is a luxury the category no longer has.

8. The Vitelis approach: Value Intelligence

Vitelis was built around a simple premise: the enterprise does not need another dashboard about the outside
world. It needs a way to turn external reality into decisions.

That is why Vitelis positions itself as Value Intelligence: triangulated, world-model intelligence that fuses external
signals into decision-grade insights and actions. Not monitoring. Not feed aggregation. Not generic Al summaries.
Decision artifacts.

What Vitelis delivers

e Signal fusion across competitors, customers, suppliers, financial and investor language, macro context, analysts,
innovation, and public sources.

e Triangulation across independent signals to reduce false positives and trend chasing.

e A World Model of Business so signals are interpreted through business logic rather than keywords alone.

e Qutputs designed for action: alerts, weekly briefs, playbooks, scenarios, and assumptions-based recommendations.

e Taxonomy translation into the client's own nomenclature so teams can use the output immediately without waiting
for full internal integration.

e Proof-first delivery: start with a focused proof of value, define the reliability and value bar up front, then scale.
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This is the adoption breakthrough. Vitelis does not need internal KPI integration to create initial value. It adapts
external insight to the client's taxonomy and operating language first, which reduces implementation friction and
enables immediate use. Internal integration can come later if and when it strengthens the operating loop.

From To
External data feeds Decision-grade external intelligence
Alerting and summaries Weekly steering and next-best actions
Keyword matching World-model reasoning
Integration-first programs Proof-first adoption
One-off analysis Continuous radar plus on-demand deep dives

"Not another platform for collecting more signal. A standard for turning the outside world into moves."

Vitelis positioning

Vitelis benchmark: Across client work and benchmarking, external multi-signal intelligence has surfaced up to
approximately 10x more EBIT value than internal-only analytics tools. Internal tools tend to optimize execution
inside the current operating system; external intelligence helps re-steer the system itself. Vitelis benchmark only;
results vary.

Conclusion

External data is not new. What is new is the speed with which external signals now change economics, reset
customer expectations, and alter strategic timing. The penalty for missing those signals has increased. The
tolerance for slow onboarding and low-trust Al output has fallen.

The external intelligence gap persists because most enterprises are still missing one of the following: enough signal
breadth, enough triangulation, a model of business reality, a decision output standard, an operating delivery
rhythm, or a proof-first path to adoption. In many cases, they are missing all six.

That is why Value Intelligence matters now. It is the capability that turns the outside world from background
noise into a usable truth layer for the enterprise. It makes external intelligence faster, more defensible, and
more actionable.

For Vitelis, that is the mission: turn external reality into decision-grade intelligence in the client's own taxonomy,
without the implementation tax that has traditionally made external data hard to use. In a world where markets
move outside your walls, that capability is no longer optional. It is strategic infrastructure.
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