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FOR

Strategy, marketing, and RevOps leaders who are asked to defend the same market

numbers to more than one audience, especially at lean, fast-growing B2B companies
where an annual research cycle is already stale before the quarter it's meant to inform.
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The Core Finding

Most of the market intelligence that shapes strategic planning, ICP definition, and territory design still ships on an
annual or bi-annual cycle, the same cadence research firms have used for decades. The market it describes does
not wait that long. Technology adoption, IT spend allocation, and competitive positioning shift monthly, which
means a report published in January is already describing a market that no longer exists by the time it informs a
Q3 planning conversation. The cost of that gap is not abstract. When strategy, marketing, and revenue operations
each pull numbers from a different vintage of research, no two teams walk into the same room with the same
facts, and the resulting reconciliation tax shows up as slower decisions and weaker credibility in exactly the

moments (board reviews, budget cycles, competitive response) where speed and trust both matter most.

An n ual or The refresh cycle most market and competitive intelligence still runs on,

even as the data science and industry press covering that same

bi - a n n u a I intelligence describe a market shifting in real time.

Context: What the Market Shows

Research organizations, consulting firms, and B2B practitioners largely agree on one point: market planning is
moving from a static, once-a-year exercise to a continuous discipline, and the organizations still operating on the
old cadence are the ones absorbing the cost. Deloitte and IDC both note that traditional analyst reports, while still
useful for baseline context, are increasingly supplemented (and in fast-moving categories, superseded) by
dynamic, more frequently refreshed data models.! The gap between organizations relying on annual reports and

those working from continuously updated models is widening, not narrowing.

That shift shows up directly in how research leaders talk about their own limitations. Analyst and data firms across
the market have started building their messaging around the same admission: verifiability and freshness are now
the primary trust signal, more so than raw data volume. One major analyst firm's newest Al-delivery product is
positioned explicitly around the claim that "every output is traceable... not hallucinated," a direct response to the
perception that static, batch-produced research can't be fully trusted in the moment it's used.? Gartner estimates
that poor data quality costs organizations $12.9 million a year on average.3 Neither of these is a minor caveat; they
are competitors in the market research and intelligence space acknowledging, in their own marketing, that the

freshness and reconciliation problem is the one buyers care most about solving.
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KEY TAKEAWAY

The market research industry's own positioning has shifted toward proving trustworthiness and
traceability of data, which is itself evidence that staleness and inconsistency, not raw coverage, have
become the primary credibility risk in market intelligence.

Consulting firm research adds a second, related thread: the handoff between strategic market sizing and
operational execution, territory design, quota allocation, account assignment, is a persistent point of failure inside
organizations, and it is made worse when the strategic layer and the execution layer are working from different
data.? Data silos are cited as a factor affecting forecasting reliability for a majority of revenue leaders surveyed in
one industry analysis.? The pattern across sources is consistent: the problem isn't a lack of data, it's data that
goes stale at different rates for different teams, so the handoff from strategy to execution starts from a mismatch

before anyone even opens a spreadsheet.
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The Evidence

Set the two models side by side and the mismatch is structural, not incidental. A static research model captures a
snapshot: it reflects the market as it existed on the day the fieldwork closed, and every day after that, the gap
between the report and reality widens. A frequently refreshable model does the opposite: instead of a fixed
snapshot, it is a live surface that every team draws from at the moment they need the answer, which means the

"vintage" problem disappears because there is no vintage, only the current state.

STATIC ANALYST RESEARCH (ANNUAL /
DIMENSION FREQUENTLY REFRESHABLE PLATFORM

BI-ANNUAL)

Fixed at time of publication, ages with Reflects current spend, install, and
Data currency ) . . .
every passing month firmographic conditions
Cross-team Different teams cite different report .
) ) All teams query the same live data surface
consistency vintages
G larit Typically top-level industry or category Segment- and category-level detail (spend,
ranularity
buckets technographic, firmographic)

Not reflected until the next publication

Mid-cycle shifts Reflected as conditions change

cycle
Reconciliation High; teams spend time resolving whose

] Low; one source of truth removes the debate
cost numbers are "right"
. Not addressed, a category-level TAM Account-level, shows which specific
Whitespace . . .
isibilit treats every account the same whether a companies are already running a competing

visibility

competitor is already installed there or not product and which are genuinely open

A related blind spot compounds the freshness problem. Most market sizing stops at the industry level: how big a
category is, not which specific accounts in it already have a competing product installed. That's a critical gap for
identifying whitespace, the accounts a category's installed base hasn't reached yet, or displacement opportunity,

the accounts already running a competitor's product where a switch is plausible.
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An industry-level TAM figure treats every account in a category the same way, whether it's already implemented
three competing tools or none. Account-level technographic visibility changes what's possible: instead of one
aggregate number, teams can see which companies are running which products right now, and target the gap

between "total addressable" and "already served."

Closing both gaps, staleness and blind account-level visibility, requires the same underlying shift: a copilot built on
12-month forward-looking IT spend projections across 135 spend categories with technographic install data and
firmographic detail, refreshed continuously rather than published once a year. Where a traditional research
subscription hands a team a report to interpret once and then re-litigate for a year, a frequently refreshable model

gives every function, strategy, marketing, RevOps, the same current answer every time they ask the question.

140 + Spend categories. The level of category granularity a frequently refreshable spend

model can sustain, compared to the top-level industry buckets that most static
research is built around.

The category-level pattern matters as much as the platform-level one. Bottom-up, company-validated market
sizing has become the standard that research organizations, consulting firms, and industry publications converge
on, replacing top-down analyst averages precisely because bottom-up models can be checked and rebuilt as
conditions change; a fixed average cannot.® Where research sources diverge is mostly on pace: some treat
quarterly refresh as sufficiently modern, others argue that monthly or continuous updating is now required.1
Nobody in the research argues for going back to an annual-only cadence; the debate is only about how much

faster than annual is fast enough.

KEY TAKEAWAY

The direction of travel across research organizations, consulting firms, and industry publications is the
same: static, once-a-year market sizing is being replaced by continuously validated models, and the
disagreement is only about cadence, not about whether the shift is happening.
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Implications: What This Means For You

If you are the person whose numbers get cited in the board deck, the budget review, or the competitive response
memo, the practical implication is direct: every time your organization's market view is split across research
vintages, you are the one who absorbs the credibility cost when two teams show up with different figures for the
same market. That cost compounds at the exact moments where speed and trust matter most; mid-cycle
competitive moves, budget reallocation, and board-level strategy conversations don't wait for the next analyst

refresh cycle to happen.

And if your role is to own the data behind these numbers rather than defend the numbers themselves, the
exposure looks different. It isn't just the risk of a stale figure showing up in a board deck; it's being asked to certify
a market view built on a methodology you didn't choose and can't fully trace back to its source. A model where
every input, spend category, technographic signal, firmographic detail, can be traced to where it came from isn't
just a nice-to-have. For the person accountable for data governance, it's the difference between vouching for a

number and just repeating one.

KEY TAKEAWAY

A single, continuously refreshed market view doesn't just save research time; it removes the specific
failure mode where two credible people in the same building are defending two different numbers,
because there is only one current number to defend.

The organizations most exposed to this problem are the ones running lean, fast-growing GTM functions, exactly
the profile of a growth-segment B2B SaaS company, where strategy, marketing, and revenue operations are small
enough that everyone notices when the numbers don't match, but move fast enough that an annual research cycle

is already out of date by the second quarter it's meant to inform.
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What To Do About It

© 2026 HG Insights. All rights reserved.

Audit which of your market numbers are load-bearing, and how old they are.

Identify the two or three figures (TAM, spend-by-category, competitive install base) that show up most
often in strategic conversations, and check the publication date behind each one. If any are older than a
quarter, they're candidates for staleness before your next planning cycle even starts.

Standardize on one source of truth per data category, not per team.

The reconciliation tax comes from different teams maintaining their own version of "the market number."
Assign a single owned source for each category of market data so strategy, marketing, and RevOps work
from the same figure, updated on the same cadence.

Match your refresh cadence to your market's actual rate of change, not your planning calendar.

An annual planning cycle does not require annual data; it requires data that's current at the moment
planning happens. Decouple "how often we plan" from "how often our data updates."

Push for category-level detail, not top-level industry buckets, in whatever market model you rely

on.

A single industry-wide spend figure hides the variation that actually drives targeting and prioritization
decisions; category-level granularity (dozens or hundreds of spend categories, not one industry total) is
what makes a market view usable for account-level decisions, not just directional strategy.

Treat the strategy-to-execution handoff as a data problem, not just a process problem.

If territory design, account prioritization, and quota setting are built on a different data vintage than the
strategic market sizing that justified the plan, misalignment is baked in before execution starts. Closing that
gap starts with using the same underlying data for both.
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Methodology & Sources

This report synthesizes findings from HG Insights' internal market sizing research (April 2026), which reviewed
research organizations, consulting firms, academic institutions, LinkedIn practitioner commentary, and industry
publications published within a 60-day window, together with HG Insights' aggregated competitive messaging
analysis of six market intelligence and research providers (Gartner, IDC, Forrester, CB Insights, Dun & Bradstreet,
and S&P Global), also fielded in April 2026. This analysis reflects market conditions as of April 2026.

Recommended refresh: quarterly, at minimum, given the pace of change documented in the underlying research.

1. Deloitte, "2026 B2B Commerce Trends," Deloitte Digital Research, 2026.

2. IDC, "IDC MarketScape: Worldwide B2B Revenue and Profit Optimization Platforms 2025-2026 Vendor
Assessment," IDC Research, 2026.

3. HG Insights, internal aggregated competitive messaging analysis, Market Analyzer use case, April 2026.

4. HBR Analytics Services & LeanData, "Aligning Go-to-Market Execution with Strategy to Better Address

Complex Buyer Journeys," Harvard Business Review (Sponsored Content), April 2026.

5. Landbase, "TAM vs SAM vs SOM: How to Calculate Each for B2B (With Real Examples)," Landbase Blog, 2026;
HG Insights, internal Market Sizing research report, April 2026.
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Next Step: A Continuously Refreshed View of Your Market

HG Insights' Market Analyzer pairs 12-month forward-looking IT spend projections across 140+ spend categories
with technographic install data and firmographic detail in one continuously refreshed, interactive view, so strategy,
marketing, and RevOps are always working from the same current answer instead of reconciling different

report vintages.

To see what a continuously refreshed view of your own market looks like, request a working session with your HG

Insights representative.

Book a Demo

ABOUT HG INSIGHTS

HG Insights delivers Al-powered Revenue Growth Intelligence (RGI) solutions that modernize GTM

strategy and activation, enabling B2B companies to prioritize, target, engage, and convert the best
opportunities faster. HG Insights' platform analytics and agents turn deep market, account, technology,
spend, intent, and customer data into actionable insights and automated workflows that accelerate
pipeline and enhance predictability. That's why 95% of Fortune 1000 B2B tech companies and all major
hyperscalers rely on HG Insights to grow revenue, boost efficiency, and improve retention. For more

information, visit www.hginsights.com.
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