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At a glance

EVIDENCE SNAPSHOT SOURCE-DEFINED MEASURE

40% Average seller time spent selling in Salesforce's disclosed 2026 survey

74% Surveyed sales teams with AI prioritizing data hygiene

5 controls Identity, chronology, ownership, evidence and outcome

11 sources Standards, government guidance and disclosed vendor research

The 40% and 74% figures are Salesforce vendor-survey findings from a disclosed international sample, not official labor statistics or universal
CRM benchmarks.

Executive finding
CRM intelligence begins when the record can answer five questions: who is involved, what changed, when it

changed, who owns the next decision, and which evidence supports the current state. Most CRM failure is not a

missing dashboard. It is a break in one of those controls.

Entering 2027, AI agents increase both the potential value and the cost of weak CRM foundations. Salesforce's

2026 vendor survey reports that sales organizations are adopting AI broadly, while 51 percent of sales leaders with

AI say disconnected systems slow initiatives and 74 percent of sales professionals are prioritizing data cleansing.

The methodology covers 4,050 sales professionals across 21 countries and should be interpreted as disclosed

vendor-sponsored research, not a national census.

The practical implication is not that every organization needs another platform. It is that automation must inherit a

controlled revenue record. If identity, source, time, ownership and status are ambiguous, an agent can amplify the

ambiguity faster than a human team can detect it.

The CRM record is not the customer
A CRM object is a representation of an organization, person, opportunity or activity. It is never the entity itself.

Duplicate accounts, stale contacts, recycled domains, acquisitions, shared facilities and renamed business units can

all create a technically valid record that points to the wrong commercial reality.

That distinction should govern every analytical claim. A stage value proves that a field held a value at a particular

time; it does not by itself prove buyer intent, legal commitment, forecast quality or the outcome of a conversation. A

task marked complete proves a workflow state, not necessarily that the intended work occurred. CRM intelligence

preserves that evidence boundary.

NIST defines data governance as formal management of data assets with authority and decision parameters. In

CRM, that means defining who may create, merge, reassign, advance, close, delete and correct records—and

making those decisions reviewable.
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Identity before scoring
A signal should not be scored until it is attached to a defensible entity. The minimum identity layer usually includes a

canonical organization, known aliases, domains, locations, parent-child relationships, people or roles, and the

evidence used to make the match. Confidence should decline when the source is old, indirect or ambiguous.

Entity resolution is not a one-time cleanup. Corporate structures change, people move, websites consolidate,

operating names differ from legal names and business units share systems. A mature CRM keeps the durable

identity separate from each source's raw label so history can be preserved without making the latest alias the only

truth.

NIST's Data Governance and Management Profile concept paper highlights accuracy, timeliness, completeness,

relevance, consistency, provenance and lineage as data-quality factors. CRM programs often overemphasize

completeness while ignoring timeliness and provenance. A filled field can still be wrong.

Chronology is a control
Revenue state changes through time. An opportunity can be created, reassigned, advanced, delayed, reopened,

quoted, disputed and closed. If the system stores only the present value, it cannot explain the path that produced

the forecast or identify where ownership failed.

A trustworthy chronology records the event time, ingestion time, source, actor or system, prior state, new state and

reason when available. Those timestamps are not interchangeable. An email sent on Monday and synced on

Wednesday should not be analyzed as if the customer acted Wednesday. A historical import should not look like a

wave of new demand.

CISA's small-business logging guidance describes logs as records of who accessed what, when and from where,

and recommends policies, protected storage, monitoring and retention aligned to need. CRM change history serves

a different business purpose but benefits from the same control mindset.

Ownership must survive communication
Sales and operating work happens across CRM, email, Slack, Teams, calendars, documents and meetings.

Communication tools are where context moves quickly; the CRM is where durable commercial state should return.

Without a defined handback, decisions live in threads that new owners cannot reconstruct.

The overlay should capture the decision, not every message. A useful update can be compact: verified need,

relevant participants, current constraint, commitment, next action, owner and due time, with a pointer to the

supporting artifact. Copying an entire channel into CRM increases volume without necessarily increasing clarity.

Ownership is also temporal. The person accountable for qualification may differ from the person accountable for a

proposal, implementation or renewal. A system should show the owner for the current decision and the history of

prior ownership rather than overwrite the chain.

AI agents inherit the data contract
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AI agents can research accounts, summarize activity, draft communications, recommend priorities and update

records. None of those actions remove the need for a data contract. The agent needs defined sources, permissions,

allowed actions, uncertainty treatment, escalation rules and an auditable record of consequential changes.

NIST's AI Risk Management Framework organizes voluntary risk management around Govern, Map, Measure and

Manage. Applied to CRM agents, the functions translate into clear accountability, bounded use cases, testing

against real failure modes, ongoing monitoring and response when behavior or data changes.

NIST's Generative AI Profile further emphasizes risks that are novel or amplified by generative systems and

proposes actions across the lifecycle. A fluent summary can still merge two accounts, invent a commitment or erase

a critical qualifier. Human review should be concentrated where error changes money, rights, customer treatment or

forecast state.

FOUNDER OF DELTA ARC — PRACTITIONER OBSERVATION

Across practical commercial and operating work, the recurring failure is not that teams lack effort or tools. It is that

identity, chronology and ownership separate as work moves between systems. This observation is intentionally

non-identifying and does not describe a named employer, client, person, transaction, product or distinctive event.

Privacy, access and retention
CRM systems often accumulate personal and commercial information because storage is easy and deletion is

uncomfortable. The FTC's business guidance advises collecting only what is integral, keeping sensitive information

only while there is a business reason, limiting access and establishing retention policies.

Least privilege should extend beyond administrators. A user who needs account-level planning may not need every

personal note. An analytical model may need normalized features rather than raw communications. An external

service may need a bounded request rather than a permanent copy of the full customer history.

NIST's Privacy Framework treats risk across collection, processing, communication and disposal. CRM design

should therefore define data categories, purpose, access, correction, retention and deletion together rather than bolt

privacy onto a mature data sprawl.

A CRM intelligence control plane
Delta Arc's control model has five linked layers. Identity establishes the entity. Chronology preserves change.

Ownership assigns the decision. Evidence supports the state. Outcome closes the loop. A dashboard can visualize

those layers, but the controls must exist in the underlying records first.

Operational measures should include duplicate rate, unresolved identity rate, stale next actions, stage age,

ownerless records, late handoffs, percentage of critical changes with source evidence, correction time, forecast

error by evidence class and the share of closed outcomes that teach the qualification model.

GAO's review of federal data-governance programs concluded that governance structures, maturity assessments

and data-literacy work affect whether data is sufficiently available and high-quality for mission use. The institutional

setting differs from commercial CRM, but the control lesson travels: accountable structures and literacy are part of

data quality, not paperwork around it.
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Scenarios entering 2027
Base case—agents proliferate faster than governance. Teams gain productivity in drafting and research while

spending more time reconciling contradictory records. Data hygiene becomes a revenue-operations responsibility

rather than a periodic IT cleanup.

Acceleration case—communication and CRM become one accountable workflow. Summaries and state changes

move between messaging and CRM with evidence links, confidence and human approval. The advantage is less

duplicate entry and faster ownership, not the elimination of human judgment.

Constraint case—security, privacy or trust failures slow automation. Organizations narrow model access, require

stronger audit trails and prioritize smaller, high-value use cases. Systems with explicit permissions and change

history continue; opaque agents are withdrawn. These are scenarios, not forecasts.

What to measure next
Delta Arc will track whether published adoption claims are accompanied by outcome evidence, whether vendors

expose correction and audit controls, and whether organizations measure agent error at the decision level rather

than counting generated tasks.

The authoritative record should include corrections. If an identity match, stage history or owner assignment is wrong,

the system should preserve the correction and its reason. Intelligence improves when the organization can learn

from the error rather than silently overwrite it.



DELTA ARC REPORTS · REPORT 03 6

Methodology and evidence boundary
Prepared from public statistical releases, government and standards guidance, research programs, industry records

and explicitly identified vendor evidence available through September 29, 2026. Source classes remain visible.

Delta Arc received no compensation from any named source. Practitioner observations are intentionally generalized

and are not market-wide empirical estimates.

Source register
1. Salesforce. State of Sales Report for 2026. February 3, 2026 · Vendor-sponsored survey.
https://www.salesforce.com/news/stories/state-of-sales-report-announcement-2026/
Double-anonymous survey of 4,050 sales professionals across 21 countries.

2. NIST CSRC. Data governance — glossary definition. accessed September 29, 2026 · Standards terminology.
https://csrc.nist.gov/glossary/term/data_governance
Defines enterprise data authority and formal management.

3. NIST. Joint Frameworks Data Governance and Management Profile Concept Paper. 2026 · Government standards guidance.
https://www.nist.gov/document/dgm-profile-concept-paper
Data quality, ethics and lifecycle management across privacy, cybersecurity and AI.

4. CISA. Use Logging on Business Systems. accessed September 29, 2026 · Government cybersecurity guidance.
https://www.cisa.gov/audiences/small-and-medium-businesses/secure-your-business/use-logging-on-business-systems
Logging, monitoring, access protection and retention practices.

5. NIST. AI Risk Management Framework. updated 2026 · Government risk framework.
https://www.nist.gov/itl/ai-risk-management-framework
Voluntary Govern, Map, Measure and Manage framework; revision is underway.

6. NIST. Artificial Intelligence Risk Management Framework: Generative AI Profile. July 26, 2024 · Government technical profile.
https://nvlpubs.nist.gov/nistpubs/ai/NIST.AI.600-1.pdf
Cross-sectoral companion to AI RMF 1.0 for generative AI risks and actions.

7. Federal Trade Commission. Protecting Personal Information: A Guide for Business. accessed September 29, 2026 · Government business guidance.
https://www.ftc.gov/business-guidance/resources/protecting-personal-information-guide-business
Minimization, least privilege, retention and disposal.

8. NIST. Privacy Framework. accessed September 29, 2026 · Government risk framework.
https://www.nist.gov/privacy-framework/privacy-framework
Voluntary privacy-risk management across the data lifecycle.

9. U.S. Government Accountability Office. Data Governance: Agencies Made Progress.... December 2020 · Government oversight report.
https://www.gao.gov/products/gao-21-152
Governance structures, maturity and data literacy as data-quality controls.

10. HubSpot. The State of Sales in 2026. accessed September 29, 2026 · Vendor-sponsored survey.
https://offers.hubspot.com/sales-trends-report
Survey and interview program covering 1,000+ sales and revenue professionals.

11. ISO. ISO/IEC 25012:2008 Data quality model — public overview. accessed September 29, 2026 · International standard overview.
https://www.iso.org/obp/ui/#iso:std:iso-iec:25012:ed-1:v1:en
Public scope and terminology only; full standard is not reproduced.
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