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Research
Beyond the
Vvendor:

Strengthening Decision
Agility and Accountability
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ABSTRACT

Decision-making in modern organizations is
increasingly shaped by the quality, speed, and
continuity of research support. While external

vendors remain a commmon choice for analytical
needs, growing complexity across markets,
regulation, and competitive landscapes has
exposed limitations in outsourced dependency.
This whitepaper examines the structural
differences between external vendor-based
research and dedicated in-house full-time
equivalent analysts. It highlights how embedded
research capability enhances institutional
knowledge, improves turnaround speed, and
strengthens decision reliability. By contrasting
operating models, response dynamics, and risk
exposure, the paper outlines why organizations
seeking sustained decision agility are reassessing
traditional vendor reliance. The analysis focuses
on how research capability influences confidence,

2026 consistency, and long-term strategic execution.
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The Vendor Research Model
Why It Emerged and Why It Is Under Pressure

The external vendor model emerged as a
practical solution to research needs that were
intermittent, clearly scoped, and largely report-
driven. It allowed organizations to access
expertise on demand without long-term
commitment and fitted comfortably within
procurement-led operating structures.

In this environment, research outputs were
typically consumed as standalone deliverables.
Decisions progressed in defined stages,
supported by periodic inputs rather than
continuous analysis.

Why the Vendor Model Worked Well

Problems were well

,7 defined at the outset
5

Context retention
between projects
was not critical

Research demand
was episodic, not
continuous

Outputs were static
and time-bound

The decision environment has since evolved. Markets now shift faster, regulatory signals change more frequently, and
competitive dynamics unfold in near real time. Research is increasingly expected to inform decisions as they develop,
not after they are concluded.

Where Structural Friction Appears

| |
Context must Knowledge Delivery Outputs often
be rebuilt at gained is not timelines arrive after
the start of retained compete with decision
each internally other client windows begin
engagement priorities to close
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Speed and Continuity
The Hidden Cost of External Dependency

Decision velocity is shaped by two factors: how quickly insight is generated and how consistently context is retained.
External research models introduce friction across both dimensions..

Constraint Area 1 Constraint Area 2

Speed Continuity
External research operates on defined engagement Each engagement begins with partial context, limiting
cycles that rarely match the pace of internal decision- cumulative understanding over time.
making.
Key friction points Key friction points
+ Fixed timelines governed by project scope » Context rebuilt at the start of each assignment
* Sequential briefing, analysis, and delivery stages * Prior assumptions and learnings not systematically
. . retained
* Iteration delays between internal teams and external
analysts * Insight fragmented across discrete engagements
+ Capacity constraints caused by competing client * Reduced ability to track signal progression and
priorities patterns

Resulting Impact

Slower organizational Increased re-validation Lower confidence during
response across critical of decisions across time-sensitive moments
decision cycles internal review stages across leadership teams

71

Research on organizational agility shows that firms with strong decision enablement capabilities achieve up to
40% faster time-to-market and significant productivity gains.!
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A Structural Comparison

In-House Analysts vs External Vendors

The distinction between Operating Model Alignment

external vendors and in

house full time analysts is External vendors are optimized for discrete, project-based research with
structural rather than clearly defined scopes and deliverables.

capability driven. Each model . . .
is designed to support a In-house FTE analysts are designed to support continuous decision-

different decision making, where value increases as context accumulates and priorities
evolve.

environment.

Structural Comparison

Dimension External Vendor Model In-House FTE Analyst Model
Engagement Project based Continuous

Context Rebuilt each time Retained and compounded
Knowledge ownership External Internal

Output focus Reports and deliverables Decision readiness

Accountability Scope completion Decision support quality

Decision Implications

* Vendor research supports answers
» Dedicated analysts support judgment

As decision cycles shorten and complexity increases, retained context and continuity become decisive advantages.
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Dedicated Research Analysts

A Decision Asset

As decision environments become continuous rather than episodic, research capability must move closer to the decision
itself. Dedicated research analysts shift research from an external input to an embedded decision asset.

What Changes with a
Dedicated Analyst

A dedicated analyst operates within the
organization's decision rhythm rather than
alongside it. Context is accumulated over time,
allowing insight to develop progressively rather
than in isolation.

Core characteristics

o1 Ongoing understanding of internal 02 Continuous exposure to evolving
priorities and constraints decisions and assumptions
Direct alignment with leadership Accountability tied to decision
03 - . 04 .
timelines usefulness, not delivery volume
How Decision Making Improves
o1 Questions are framed earlier and more 02 Trade-offs are surfaced sooner for faster
precisely alignment
03 Insight informs direction, not just 04 Decisions progress faster with fewer

validation iterations
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Integrated Research Capability

Shifting from external input to embedded impact

Research capability evolves not through the volume of output, but through proximity to decision-making. When
research remains external, it responds to predefined questions and validates emerging choices. When embedded, it
participates earlier, shaping how problems are framed and how trade-offs are evaluated.

This shift does not require more analysis. It requires a different relationship between research and decision-making.

— - Observed Shifts in Mature Organizations

As research becomes embedded, consistent patterns emerge across
how decisions are prepared and executed.

'3 Y * Research engages earlier in decision formation, before positions
' harden

* Fewer inputs generate greater clarity, reducing noise and rework

* Assumptions are tracked over time rather than rediscovered
across engagements

* Insight evolves alongside decisions, not after them

* Execution aligns more closely with the original intent and
rationale

-
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’: What This Enables at an Organizational
’ Level

These changes alter how organizations operate under pressure.

7

» Faster internal alignment without repeated explanation
*  More confident trade-off decisions in ambiguous situations
* Reduced decision fatigue at senior levels

Stronger continuity between strategy, analysis, and execution

Research capability evolves not through volume of output, but through
proximity to decision making. When research remains external, it

responds to predefined questions and validates emerging choices.
When embedded, it participates earlier, shaping how problems are
framed and how trade-offs are evaluated.

This shift does not require more analysis. It requires a different
relationship between research and decision making.
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Conclusion

Shifting from external input to embedded impact

Decision agility is increasingly determined by how closely research capability is aligned with the moment of decision.
While external vendors continue to play an important role in project based analysis, reliance on episodic, externally
detached research introduces friction as decision environments become faster, more complex, and more continuous.

This whitepaper has shown that the distinction between vendor research and dedicated in house analysts is not one of
talent, but of structure. External models are designed to deliver defined outputs. Embedded research capability is
designed to support ongoing judgment.

Organizations seeking sustained confidence in their decisions are therefore reexamining how research is organized, not
simply how it is sourced. As research moves closer to decision making, insight becomes more contextual, assumptions
are carried forward rather than rebuilt, and execution aligns more consistently with original intent.

The shift beyond the vendor model is not about replacing external expertise. It is about ensuring that critical decisions
are supported by continuity, accountability, and accumulated understanding. In environments where timing,
confidence, and follow through matter, embedded research capability becomes a foundational element of decision

agility.

To know more about this paper, contact

hello@dnagrowth.com
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About DNA
Growth

DNA Growth is an emerging business planning, financial analysis, and accounting solutions firm dedicated to

serving the global market with deep domain expertise and strategic insights. Its 120+ team members are from
diverse professional and educational backgrounds (Deloitte, PwC, EY, Thomson Reuters, S&P Global, PNB, etc.),
focused on powering client growth via innovative solutions. It is proud to be part of Stanford Seed 2023 cohort.

www.dnagrowth.com

@ www.linkedin.com/company/dnagrowth/
o www.youtube.com/@dnagrowth8913 www.instagram.com/dnagrowthpro/
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