Why Your AI Agent Keeps
‘Hallucinating’ (Hint: It’s
Your Data, Not The AI) via

@sejournal, @purnavirji

If it looks like an AI hallucination problem, and sounds like
an AI hallucination problem, it’s probably a data hygiene
problem.

I've sat through dozens of demos this year where marketing
leaders show me their shiny new AI agent, ask it a basic
question, and watch it confidently spit out information that’s
either outdated, conflicting, or flat-out wrong.

The immediate reaction is to blame the AI: “0Oh, sorry the AI
hallucinated. Let’'s try something different.”

But was it really the AI hallucinating?

Don’t shoot the messenger, as the saying goes. While the AI is
the messenger bringing you what looks like inaccurate data or
hallucination, it’'s really sending a deeper message: Your data
1s a mess.

The AI is simply reflecting that mess back to you at scale.

The Data Crisis Hiding Behind “AIl
Hallucinations”

An Adverity study found that 45% of marketing data 1is
inaccurate.
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Almost half of the data feeding your AI systems, your
reporting dashboards, and your strategic decisions 1is wrong.
And we wonder why AI agents give vague answers, contradict
themselves, or pull messaging that no one’s used since 2022.

Here's what I see in nearly every enterprise:

» Three teams operating with three different definitions
of ideal customer profile (ICP).

 Marketing defines “conversion” one way, sales defines it
another.

= Buyer data scattered across six systems that barely
acknowledge each other’s existence.

= A battlecard last updated in 2019 still floating around,
treated like gospel by your AI agent.

When your foundational data argues with itself, AI doesn’t
know which version to believe. So it picks one. Sometimes
correctly. Often not.

Why Clean Data Matters More Than
Smart AI

AI isn’t magic. It reflects whatever you feed it: the good,
the bad, and the three-years-outdated.

Everyone wants the “build an agent” sexy moment. The product
demo that has everyone applauding. The efficiency gains that
guarantee a great review, heck, maybe even a raise.

But the thing that makes AI useful is the boring, unsexy,
foundational work of data discipline.

I’ve watched companies spend six figures on AI infrastructure
while their product catalog still has duplicate entries from a
2021 migration. I've seen sales teams adopt AI coaching tools
while their CRM defines “qualified lead” three different ways
depending on which region you ask.
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The AI works exactly as designed. The problem is what it’s
designed to work with.

If your system is messy, AI can’t clean it up (at least, not
yet). It amplifies the mess at scale, across every
interaction. As much as we would like for it to, even the
sexiest AI model in the world won’t save you if your data
foundation is broken.

The Real Cost Of Bad Data Hygiene

When your data is inaccurate, inconsistent, or outdated,
mistakes are inevitable. These can get risky quickly,
especially if they negatively impact customer experience or
revenue.

Here's what that looks like in practice:

Your sales agent gives prospects pricing that changed six
months ago because nobody updated the product sheet it'’s
trained on.

Your content generation tool pulls brand messaging from 2020
because the 2026 messaging framework lives in a deck on
someone’s desktop.

Your lead scoring AI uses ICP criteria that marketing and
sales never agreed on, so you're nurturing the wrong prospects
while ignoring the right ones.

Your sales enablement agent recommends a case study for a
product you discontinued last quarter because nobody archived
the old collateral.

This is happening every single week in enterprises that have
invested millions in AI transformation. And most teams don’t
even realize it until a customer or prospect points it out.



Where To Start: 5 Steps To Fix Your
Data Foundation

The good news: You don’'t need a massive transformation
initiative to fix this. You need discipline and ownership.

1. Audit What Your AI Can Actually See

Before you can fix your data problem, you need to understand
its scope.

Pull every document, spreadsheet, presentation, and database
your AI systems have access to. Don’t assume. Actually look.

You'll more than likely find:

» Conflicting ICP definitions across departments.

= Qutdated pricing from previous years.

» Messaging from three rebrand cycles ago.

 Competitive intel that no longer reflects market
reality.

» Case studies for products you no longer sell.

Retire what’s wrong. Update what'’s salvageable. Be ruthless
about what stays and what goes.

2. Create One Source Of Truth

This is non-negotiable. Pick one system for every definition
that matters to your business:

= ICP criteria.

= Conversion stage definitions.
= Territory assignments.
 Product positioning.

= Competitive differentiators.

Everyone pulls from it. No exceptions. No “but our team does
it differently.”



When marketing and sales use different definitions, your AI
can’'t arbitrate. It picks one randomly. Sometimes it picks
both and contradicts itself across interactions.

One source of truth eliminates that chaos.

3. Set Expiration Dates For Everything

Every asset your AI can access should have a “valid until”
date.

Battlecards. Case studies. Competitive intelligence. Messaging
frameworks. Product specs.

When it expires, it automatically disappears from AI access.
No manual cleanup required. No hoping someone remembers to
archive old content.

Stale data is worse than no data. At least with no data, your
AI admits it doesn’t know. With stale data, it confidently
delivers wrong information.

4. Test What Your AI Actually Knows

Don’t assume your AI is working correctly. Test it.
Ask basic questions:

= “What’s our ICP?”

» “How do we define a qualified lead?”

= “What’s our current pricing for [product]?”
“What differentiates us from [competitor]?”

If the answers conflict with what you know is true, you just
found your data hygiene problem.

Run these tests monthly. Your business changes. Your data
should change with it.



5. Assign Someone To Own It

Data discipline without ownership is a Slack thread that goes
nowhere.

One person needs to be explicitly responsible for maintaining
your source of truth. Not as an “additional responsibility.”
As a core part of their role.

This person:

= Reviews and approves all updates to the source of truth.
» Sets and enforces expiration dates for assets.

= Runs monthly audits of what AI can access.

= Coordinates with teams to retire outdated content.

= Reports on data quality metrics.

Without ownership, your data hygiene initiative dies in three
months when everyone gets busy with other priorities.

The Bottom Line: Foundation Before
Flash

If you don’t fix the mess, AI will scale the mess.

Deploying powerful AI on top of chaotic data is at best
inefficient, but at worst, it can actively damage your brand,
your customer relationships, and your competitive position.

You can have the most sophisticated AI model in the world. The
best prompts. The most expensive infrastructure. None of it
matters if you’'re feeding it garbage. It takes a disciplined
foundation to make it work.

It's like seeing someone with perfectly white teeth and
thinking they just got lucky. What you don’t see is the daily
flossing, the regular dental cleanings, the discipline of
avoiding sugar and brushing twice a day for years.



Or watching an Olympic athlete make a performance 1look
effortless. You’'re not seeing the 5 a.m. training sessions,
the strict diet, the thousands of hours of practice that
nobody applauds.

The same applies to AI.

To get real value and ROI from AI, start with setting it up
for success with the right data foundation. Yes, it might not
be the most glamorous or exciting work. But it is what makes
the glamorous and exciting possible.

Remember, your AI isn’t hallucinating. It’s telling you
exactly what your data looks like.

The question is: Are you ready to fix it?
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