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What's inside

A Note Before You Read This

Most data enrichment guides tell you how to fill in missing fields. This one tells
you why filling in fields is not the same as making your data revenue-ready,

and what is actually happening to your contact records while nobody is watching them. 

If your database has not been actively verified in the last ninety days,
the chapters that follow may be uncomfortable. That is intentional.

Why your database is
already losing you money 

How to rebuild your
data engine from zero 

A self-assessment
for your current data 

How Merit builds
revenue-ready data 

The four ways raw
contact data fails in 2026 

What revenue-ready
data actually looks like

The three signals that tell you
a record is about to change 



Your Data Is Already Losing You Money
CHAPTER 1

B2B data used to run on one assumption: once a contact was captured, it was settled. A title stayed a title.

An email stayed live. A company stayed the size it was on the day someone typed it into a form.

That assumption no longer holds. People change jobs faster than most databases refresh. Companies 

restructure and rebrand between campaigns. The record your CRM stored last quarter rarely matches reality 

today, not because it was entered badly, but because the world it describes has moved on.

Data quality now means whether a field is still true when someone uses it, not whether it was filled in 

correctly at the point of capture.

When a fifth of your database changes something material every year, an annual refresh is targeting people who 

have already moved on. And when reps lose a quarter of their week fixing what enrichment should have caught, 

the cost is not just licence fees. It is selling time.

The symptom is low reply rates and high bounce rates. The deeper cost is trust: marketing reports pipeline from 

a database sales says is half stale, and finance cannot get a straight answer on what a six-figure CRM actually 

contains. 

Database size used to be the metric. Record count used to
be the metric. Data freshness is the metric now.

The numbers that should concern you

22.5% $12.9M 20 to 30%
average annual decay rate of a 

B2B contact database 
(HubSpot)

average annual cost of poor 
data quality to an organisation 

(Gartner)

of a rep's week lost chasing, 
verifying, or correcting bad data 

(Salesmotion)



The Four Ways Raw Contact Data Fails in 2026
CHAPTER 2

Most revenue leaders sense their data is not performing the way it used to. What they often cannot 
name is exactly how it is failing. The four failure modes below are the most common, and in most 
organisations, all four are happening at once. 

01 - The Snapshot Problem

A contact record is only ever as accurate as the moment it was captured. The instant that 
moment passes, the record starts to decay: a job change here, a merger there, a phone 
number reassigned to someone else entirely. Static databases treat that first snapshot as 
permanent truth, when in reality it is the least reliable point the record will ever be at. Every 
day it sits untouched, it drifts further from the person it claims to describe. 

02 - The Waterfall Illusion

Buying access to more data providers feels like a fix for incomplete records, and it is, up 
to a point. But stacking vendors on top of a database that nobody is actively verifying 
does not solve the underlying problem, it simply multiplies the number of stale sources 
feeding your CRM. A genuine waterfall approach improves match rates and coverage. 
Without a verification layer sitting underneath it, it also multiplies the number of 
confidently wrong records flowing into your pipeline. 

03 - The Firmographic-Only Trap

Enrichment that stops at industry, company size, and headquarters location produces 
records that look complete and predict almost nothing. Firmographic data tells you a 
company could plausibly be a customer. It says nothing about whether that company is 
hiring, evaluating, restructuring, or actively in market right now. A record can be entirely 
complete on paper and still be worthless in practice, because completeness and 
relevance are not the same thing. 

04 - The One-and-Done Mindset

Enrichment is usually budgeted, scoped, and delivered as a project. A list gets cleaned, 
appended, and loaded, and the project is marked done. But a contact database is not a 
static asset, it is a living system that starts degrading the moment it is finished. Treating 
enrichment as a task completed rather than a process maintained guarantees that the list 
you were proud of in January is quietly wrong by June. 

All four failure modes share one root cause. They treat data as
something you fix once, not something you keep true continuously.



What Revenue-Ready Data Actually Looks Like 
CHAPTER 3

Revenue-ready data means data verified continuously, deep enough to route and personalise, and 
current enough to act on, not just a bigger database or more fields per record.  

That shift happens across three layers, each answering a di�erent question and moving at a 
di�erent speed.  

Layer 1: Accuracy  
Is this record still true right now?
A verified email that will not bounce, 
a phone number that connects, a 
title that reflects who holds the role 
today.

Every other layer depends on this 
one, since enriched data built on an 
inaccurate base is a more detailed 
version of the wrong answer. 
Accuracy decays fast
and needs continuous,
not annual, verification.  

Layer 2: Depth 
Does the record carry what 
revenue teams need to
segment and route? 

Technographic stack, buying 
committee function, seniority, 
reporting lines, built from what 
your go-to-market motion 
requires, not from whatever 
fields a generic provider 
happens to include. 

Layer 3: Context 
Does it tell you when to act?
A leadership change, a hiring 
spike, a funding round, a 
technology migration.

Context expires; last quarter's 
context is not this quarter's, so a 
working context layer has to 
refresh continuously. 

Revenue-ready data is not a description of who your buyer is.
It is a live, continuously verified answer to who your buyer is right now,

what they need, and when they are ready to hear from you.



The Three Signals That Tell You a Record Is About to Change
CHAPTER 4

The context layer is where the real advantage lives, but not every signal is worth acting on. Some signals 
reliably predict that a record is about to go stale, or that a contact is about to become genuinely valuable. 
Below are the three that consistently matter, across industries and across database sizes.

None of them is decisive alone. A job change alone is routine. A funding round alone is routine. An 
engagement dip alone is routine. Two or three of them appearing on the same account in the same 
window is something else entirely. That is when a record is either about to break, or about to become the 
most valuable one in your database.

Signal 1 - Job and Role Change 
The single biggest driver of both decay and opportunity. The moment someone moves role or 
company, their old record goes stale and a new buyer with fresh budget appears elsewhere in your 
market. It is also one of the fastest-moving signals available, since people update their own status 
before any provider does.

Signal 2 - Company Change Events
Funding rounds, mergers, restructures, leadership hires, and o�ce moves touch the accuracy of 
every connected contact, and signal budget movement. Teams that catch this within days, not when 
an email bounces, get in front of the buyer before the incumbent vendor closes ranks.

Signal 3 - Engagement and Verification Telemetry 
Bounce rates, open rates, reply rates, and form-fills are a live feed of data health, not just performance 
metrics. A rising bounce rate on a segment is a decay signal that the segment needs re-verifying 
now, more than it is a deliverability problem to route around.

Two or three of these signals converging on the same account in the same quarter is not noise.
It is the clearest instruction your data will ever give you: verify this now, or lose it.

Most revenue teams are not watching for the combination.

The teams that are spend less on enrichment and convert more of what they already have.



How to Rebuild Your Data Engine From Zero
CHAPTER 5

Rebuilding a data enrichment process is not a clean-up exercise. It is a forensic exercise. The aim is not to 
tidy the database you already have. It is to build a process that keeps your data true continuously, which in 
most organisations looks meaningfully di�erent from the enrichment project currently marked as 
complete. 

The five steps below are how revenue teams move from a static database to a live data engine, without 
disrupting the campaigns already in market. 

Step 1 - Audit your database against reality, not against row count
Pull a representative sample, a few hundred records, and verify each one against a live source: does the 
email still connect, does the title still match, is the company still the size the record claims. Most 
databases fail this audit within the first fifty records. The audit is uncomfortable, and it is also the only 
honest starting point, because you cannot fix a decay rate you have never measured.

Step 2 -  Define what 'complete' actually means for your buying committee
A complete record is not one with every field filled in. It is one with the fields your specific go-to-market 
motion needs to route, segment, and personalise. Map your last twenty closed-won deals and 
document exactly which data points mattered at each stage. The definition of complete that emerges 
will look meaningfully di�erent from the generic field list most providers sell against.

Step 3 - Build a waterfall, not a single source
No single provider covers your entire addressable market to the same depth. Layering providers in 
sequence, checking the next source only for what the first one missed, lifts coverage and match rate 
without paying for the same field five times over. The waterfall is not the finish line. It is the input to the 
next step.

Step 4 - Add a verification layer underneath the enrichment layer
Every record entering your CRM should pass through active verification before it reaches a rep: email 
checks, phone validation, employment confirmation. Enrichment without verification simply adds 
more detail to records that might already be wrong. Verification is the step most providers skip, and it is 
the step that determines whether the rest of the pipeline can be trusted. 

Step 5 - Refresh continuously, and trigger on events, not the calendar
A revenue-ready data engine is not re-queried quarterly. It is re-verified on a rolling cadence and 
retriggered the moment a job change, company event, or engagement signal fires. Lists built from a 
static database cannot support that cadence. Data built live, against a current signal-based brief, can.

The data your won deals actually converge on is the data you should be building from.
Not the list that was accurate on the day it was purchased.



Is Your Data Revenue-Ready? A Self-Assessment
CHAPTER 6

Three or more uncertain answers means your database is
describing contacts who no longer exist in the roles you are targeting. 

When was your database last audited against real outcomes,
not just record count?

Do you know your current annual decay rate, or are you assuming the
database is broadly fine?

Can your team name the fields that actually predict conversion for
your buying committee?

Is your data refreshed continuously, or only when a campaign is about to launch?

Does your data include technographic and intent signals,
or only firmographic basics?

When a contact changes company or role, does your CRM catch it within days?

What percentage of your outbound sends currently bounce,
and is that trending up or down?

If your CFO asked what bad data cost the business this year,
could you answer with a number? 



How Merit Builds Revenue-Ready Data
CHAPTER 7

If your revenue depends on data that changes every month,
that data cannot come from a database that was built two years ago. 

Revenue-ready data cannot be served from a static database. A list compiled three months ago against 
a generic profile cannot reflect a leadership change from last week, or a role change from this morning. 
Merit builds and verifies every list live, against your current brief, drawing on employment records, 
technographic scans, hiring signals, leadership announcements, and proprietary verification sources
at the same time. 

Our starting database size is zero. Every list is built and verified fresh against your brief, not recycled from 
one compiled for someone else last year.

How it works:

You brief us. Firmographic profile: industry, size, geography, technographic stack. Buying committee 
functions to cover, not just the primary contact. How current the data needs to be for your sales cycle, 
and if that is undefined, we help shape it from your own won-deal history. Freshness depends on what 
is available live for a given market or contact, so we set expectations on that upfront rather than 
promising a fixed standard we cannot control. 

1.

We research and verify live, across every layer. Accuracy verified at the point of delivery, not pulled 
from an ageing snapshot. Depth built against the buying committee your motion needs. Context 
checked against live sources: hiring activity, leadership movement, company events. No list is pulled 
from a shelf.

2.

AI plus human verification. AI processes and classifies at a volume no manual team could match. 
Trained researchers then review the records where role, seniority, or relevance needs judgement. AI 
covers the volume, humans cover the meaning.

3.

Five-stage email validation. Every email goes through Merit's five-stage validation process, checking 
the signals that show an address is, and remains, live and deliverable. No provider can guarantee an 
email will never bounce, but rigorous validation keeps that risk as low as possible.

4.

Clean, format, and deliver. Names, company fields, function tags, and signal flags are cleaned and 
standardised before they reach you: CRM-ready, campaign-ready, and aligned to the freshness your 
sales cycle needs.

5.



Ready to talk?

If anything in this guide has raised questions about how your current data is performing, 

that is a useful sign. The gap between the database you have now and the one your 

revenue engine actually needs is almost always smaller, and faster to close, than most 

teams expect. 

Talk to the Merit team about your next enrichment project. We will help you define what 

revenue-ready actually means for your business, and make sure the data you receive is 

built to stay true after it lands in your CRM. 

About Merit

Merit Data & Technology, part of Merit Group Limited, is a trusted partner in AI-driven data and 

digital transformation. With over two decades of experience, we deliver scalable, secure, and 

AI-ready automation and data solutions tailored to business needs.

www.meritdata-tech.com

https://www.meritdata-tech.com/
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