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Effects of poor data

New data shows email databases now decay at least 28% per year, up from the 
~22% cited from 3 years ago - a roughly 25% faster rate of list decay.

Zero Bounce 

Average cost of $15k USD per million emails sent for a business due to 
deliverability problems

Litmus

One in six legitimate emails don’t reach the inbox
Litmus

https://www.zerobounce.net/email-list-decay/
https://www.litmus.com/blog/why-email-deliverability-matters
https://www.validity.com/resource-center/the-state-of-email-2025-from-litmus/
https://www.validity.com/resource-center/the-state-of-email-2025-from-litmus/


The problem of poor data quality
The deliverability problem: bad data 
kills sender reputation
• Senders maintaining <1.5% bounce rate see 10-

12% higher inbox placement

• Exceeding industry benchmarks  of a hard bounce 
rate of 0.21 or a soft bounce rate of 0.7 will damage 
sender reputation

Compliance and privacy risks
• UK GDPR and PECR (and increasingly many 

international ePR) requires documented consent 
records. List decay (high bounce rates) means 
expired consent = compliance breech

• Penalties can be up to €20M or 4% of global 
revenue + ICO action
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Metrics lie when data is poor
• UK GDPR and PECR (and increasingly many 

international ePR) requires documented consent 
records. List decay (high bounce rates) means 
expired consent =compliance breech

• Penalties can be up to €20M or 4% of global 
revenue + ICO action

The “creepy problem” – the 
personalisation paradox
• Consumers want relevance but worry about data 

privacy and mistrust misuse.

• 75% want and engage with personalised content 
but ~70% worry about data privacy and think 
companies collect too much personal data.

Original notes: 

The Deliverability Problem: Bad Data Kills Sender Reputation

Bounce Rate Impact: Senders maintaining <1.5% bounce rate see an average of 10-12% higher 
inbox placement
Industry Benchmark: Average hard bounce is 0.21%, soft bounce 0.70%; exceeding these 
damages sender reputation
Sender Score Threshold: Sender Score >80 requires low complaints (<0.1%), low bounces (<2%), 
and real engagement signals
List bloat = Reputational damage: Gmail's AI system evaluates sender reputation by analysing 
user engagement frequency and reply speed
Engagement decay reaches 75% by month 3 if not managed; stale contacts damage placement. 
High unopened rates signal poor list quality to Gmail, Outlook, Yahoo filters. Result: Your best 
campaigns suffer because unengaged list members tank your sender reputation
Source: Validity 2025, Verified.Email 2025, Gmail AI 2025, Folderly 2025

Compliance & Privacy Risks: GDPR & PECR (UK ePrivacy)
GDPR requires documented consent records; UK GDPR + PECR govern all electronic marketing
PECR mandates strict opt-in consent for marketing emails; violations risk enforcement action
List decay (28% annually) means expired consent; sending to invalid addresses = compliance 
breach
Penalties: Up to €20M or 4% of global revenue (GDPR); plus ICO enforcement action (UK)
Non-compliant data practices create audit risk and regulatory liability
Source: GDPR/PECR Email Guidance 2025

Metrics Lie When Data is Poor
Bloated lists mask true engagement rates (low opens/clicks appear normal)
Unengaged contacts skew performance metrics which can lead to wrong strategy decisions. You 
think campaigns are performing worse than they really are
Invalid segments may be skewing or create misleading A.B test results with generic 
personalisation tokens expose data gaps. You can't optimise your email if you can't trust the data 
behind the metrics
Clean data will give you accurate insights and a better campaign strategy

The "Creepy" Problem: When Data is Wrong
Right here is a personalization paradox : Consumers want relevance but deeply distrust misuse:
75% of consumers engage with personalised content; but 70% worry about data privacy. Stale job 
data + wrong role targeting = feels like they are being tracked rather than personalisation. Worse 
still is the over personalisation where we mention known recent actions – this can feel more 
stalkerish and creepy.
60% of consumers concerned about data collection; 71% think companies collect too much. 79% 
would trust brands more if data usage was clearly explained – i.e if we are more transparent with 
what we do. 
Source: SuperAGI 2025, Omnisend 2025

https://www.validity.com/resource-center/2025-email-deliverability-benchmark-report/
https://verified.email/blog/email-deliverability/email-deliverability-statistics
https://verified.email/blog/email-deliverability/email-deliverability-statistics
https://www.getmailbird.com/gmail-ai-inbox-categorization-guide/
https://generate.folderly.com/blog/email-metrics-benchmarks-2025
https://generate.folderly.com/blog/email-metrics-benchmarks-2025
https://www.validity.com/resource-center/2025-email-deliverability-benchmark-report/
https://verified.email/blog/email-deliverability/email-deliverability-statistics
https://www.getmailbird.com/gmail-ai-inbox-categorization-guide/
https://generate.folderly.com/blog/email-metrics-benchmarks-2025
https://gdprlocal.com/gdpr-email/
https://superagi.com/balancing-personalization-and-privacy-a-step-by-step-guide-to-ai-driven-email-marketing-automation-in-2025/
https://www.omnisend.com/blog/digital-marketing-statistics/


Why good data is critical today

ePrivacy Regulations define data quality and 
AI-powered inboxes demand accuracy, relevance, and trust alongside that.



AI is redefining email quality standards
Gmail 2025: Real-

time sender 
reputation scoring 

is based on user 
engagement 

frequency and reply 
patterns

Engagement 
signals (opens, 
clicks, replies) 
weighted most 

heavily by AI-driven 
Machine Learning 

filters

Mailbox provider 
validation: Gmail, 

Outlook, Yahoo 
require 

SPF/DKIM/DMARC; 
and MAGY inbox 

placement at 86%

User feedback 
loops continuously 

train filters; 
complaints from 
stale/irrelevant 
sends will tank 

scores

Poor data (invalid 
addresses, stale 
contacts) = poor 

engagement 
signals = poor 

inbox placement

ePrivacy Regulations define data quality

GDPR/ePrivacy 
force regular 
data audits 

(consent 
records, opt-in 

proof)

Stale data = 
expired consent 

= compliance 
risk

List decay 
demands 

systematic 
refresh and re-

engagement 
cycles

Data 
minimisation: 
Only keep data 
you can justify 

using

Privacy Regulations Define Data Quality

• GDPR/ePrivacy force regular data audits (consent records, opt-in 
proof)

• Stale data = expired consent = compliance risk
• List decay demands systematic refresh and re-engagement cycles
• Data minimisation: Only keep data you can justify using

This is the result: Privacy compliance enforces data quality discipline… 
and AI inboxes have compliance as their baseline

AI is Redefining Email Quality Standards

Gmail 2025: Real-time sender reputation scoring based on user 
engagement frequency and reply patterns
Engagement signals (opens, clicks, replies) weighted most heavily by AI-
driven Machine learning filters
Mailbox provider validation: Gmail, Outlook, Yahoo require 
SPF/DKIM/DMARC; Microsoft, Apple, Gmail, and Yahoo(MAGY) inbox 
placement at 86%
User feedback loops continuously train filters; complaints from 
stale/irrelevant sends tank scores

Source: Gmail AI 2025, Mailsoar 2025, MailReach 2025

https://www.getmailbird.com/gmail-ai-inbox-categorization-guide/
https://www.mailsoar.com/tips/email-deliverability-email-provider-2025/
https://www.mailsoar.com/tips/email-deliverability-email-provider-2025/
https://www.mailreach.co/blog/email-deliverability-statistics
https://www.mailreach.co/blog/email-deliverability-statistics


What is ‘quality data’?

Let’s look at the three pillars of email data excellence…



Accuracy: getting the 
basics right
Correct and current data about who your 
subscribers are: 

• Valid email syntax (no typos, formatting 
errors)

• Current role, title, organisation 
information

• Correct engagement preferences and 
segmentation attributes

Why it matters: Reduces bounces, 
improves targeting signals to AI filters

Correct data about who your subscribers are: 
• Valid email syntax (no typos, formatting errors)
• Current role, title, organisation information
• Correct engagement preferences and segmentation attributes

Why it matters for inbox providers: Reduces bounces, improves targeting signals to AI 
filters

Inaccurate data directly damages:
• Personalization attempts (using wrong name or wrong company means the email 

will get deleted – sometimes even a follow up email) E.g. Occasionally we’ll get an 
email from a teacher saying they have retired

• Deliverability (misspelled emails = hard bounces). 
• Your email reputation with ISPs (bounces hurt sender score)
• Compliance (sending to wrong person or without current consent = potential 

GDPR violations)



Completeness

Rich data that enables smarter 
segmentation & personalisation:

• First/last name, job title, industry, 
company size

• Engagement history, purchase stage, 
behaviour signals

• Preference centre data (topics, 
frequency, channels)

Why it matters: More context enables AI to 
rank relevance more accurately. 
Personalisation only works when you have 
the context.

Rich data that enables smarter segmentation & personalisation:

• First/last name, job title, industry, company size
• Engagement history, purchase stage, behaviour signals
• CURRENT Preference centre data (topics, frequency, channels)

Why it matters for inbox providers: More context enables AI to rank relevance 
more accurately

What counts as not complete or missing data?

• Consent records without dates or explicit opt-in method

• Contact records without job title, company, or industry

• No preference data (can't segment or personalize)

• Lost engagement history (can't warm up cold contacts)

• The irony: More complete data = better personalization = higher engagement



Raw Data

Sorted Data

Validated and 
compliant data

Personalised 
experiences



Freshness: data has 
an expiration date
Personal data has a peak freshness window. Your 
data is most valuable immediately after collection.

• Email lists decay at 28% annually (2025 
benchmark); tech/B2B even faster due to job 
churn

• Re-engagement windows: Monitor 60-90 days 
inactivity; win-back campaigns achieve 14-29% 
success

• Contact attribute refresh: Update quarterly

Why it matters: PECR requires proof of consent; 
AI filters heavily favour recent engagement signals.

Data shelf-life: How old is too old?

• Email lists decay at 28% annually (2025 benchmark); tech/B2B even faster due to 
job churn

• Re-engagement windows: Monitor 60-90 days inactivity; win-back campaigns 
achieve 14-29% success

• Contact attribute refresh: Update quarterly (avg. tech tenure is 1.8 years; email 
changes happen fast)

Source: ZeroBounce 2025, Emercury 2025

Why it matters: PECR requires proof of consent; AI filters weight recent engagement 
signals most heavily

Why data goes stale faster than ever:

• Remote work = people change jobs more frequently

• Economic shifts = rapid restructuring and layoffs

• Email abandonment = bounces increase, reputation drops

• The November 2024 spike: 3.6% monthly decay (vs. historical 1.5-2%) signals accelerating change

• Stale data isn't just wrong – it actively damages your sender reputation

https://www.zerobounce.net/email-list-decay/
https://www.emercury.net/blog/email-marketing-tips/8-strategies-for-re-engaging-inactive-subscribers-in-2025/
https://www.emercury.net/blog/email-marketing-tips/8-strategies-for-re-engaging-inactive-subscribers-in-2025/


AI works best with 
humans in the loop

• AI can identify patterns, but 
humans make judgment calls.

• AI flags suspicious patterns – you 
decide action

• AI suggests send times – you 
validate for your audience

• AI personalises content – you 
review for tone and brand fit

• AI identifies churned contacts – 
you decide re-engagement 
strategy



AI & Automation: Your Quality Multipliers
Strategies to operationalise data quality

VALIDATION
Real-time email verification at signup blocks bad data before it 
enters your system

ENRICHMENT
AI fills gaps – finding missing job titles, company details, 
engagement signals

HYGIENE
Automated list cleaning removes bounces, inactive 
addresses, duplicates

1: Validation
Remove invalid & risky addresses before they hurt you
Data validation is your first line of defence against deliverability damage. By running syntax and domain validation at the point of import, you catch 
typos and malformed addresses before they ever enter your system. This foundational step is complemented by MX record and mailbox verification 
checks, which confirm that addresses actually exist and can receive mail—eliminating hard bounces before they tank your sender reputation.
But validation goes deeper. Modern platforms detect disposable email addresses and catch-all accounts that flag risky sending targets and create 
compliance exposure. The automation piece is critical: validation rules run on every import, quarantine suspicious addresses for manual review, and 
ensure only verified contacts enter your active sending database. This systematic gatekeeping prevents poor data quality from spreading through your 
infrastructure.

2: Enrichment
Fill gaps with AI-powered data completion
Clean data isn't enough; rich data is what drives engagement and relevance. Enrichment fills the gaps in your subscriber profiles automatically—auto-
populating missing job titles, company names, and industry information that your original import couldn't capture. This isn't guesswork; AI-powered 
enrichment uses deterministic matching against verified data sources to ensure accuracy.
Beyond basic attributes, enrichment includes predictive scoring that estimates engagement propensity and purchase stage based on historical 
patterns, and behaviour clustering that groups similar subscribers for more intelligent segmentation. The automation advantage is significant: 
continuous enrichment pipelines run in the background, keeping your data fresh without manual intervention. New subscribers get enriched on 
import; existing contacts get refreshed as your systems detect profile updates or job changes. This ongoing process ensures your segmentation logic 
stays current and your personalisation logic stays relevant.

3. Ongoing Hygiene
Keep lists clean with systematic removal & suppression
Data quality isn't a one-time audit; it's a continuous discipline. Ongoing hygiene programs systematically identify and remove low-value or risky 
contacts before they damage your metrics. Automated re-engagement campaigns monitor the 90-day inactivity window—the critical threshold where 
engagement signals begin to decay. Subscribers who don't engage in that window enter a win-back sequence; those who remain unresponsive get 
suppressed to protect your sender reputation.
Hard bounce suppression is non-negotiable: any address that has previously failed delivery is permanently suppressed from future sends. 
Simultaneously, AI-driven spam trap and complaint monitoring detects risky patterns—accounts flagged by ISPs as problematic or subscribers filing 
high complaint rates—and quarantines them before they impact your domain reputation. Regular deduplication and standardisation ensure you're not 
sending duplicate messages or wasting sends on duplicate records. This layered, automated approach transforms list health from a quarterly project 
into an always-on operational practice.



Your data readiness framework
ASSESS

• Audit your lists: 
How many bounces? 
Missing fields? 
Last validation?

• What’s your compliance 
status?
Identify the biggest risks

• Calculate cost impact – 
quantify cost of wasted 
sends, deliverability loss 
and compliance exposure

• Set Objective and Key 
Result Targets – what does 
success look like.

CLEAN

• Remove bad data
• Validate your email send 

lists
• Suppress high risk 

contacts
• Identify the peak period 

for reengagement and win 
back or remove those 
contacts 

• Enrich missing data with 
AI from trusted sources to 
unlock better targeting 
and segmentation

ENRICH & MAINTAIN

• Once you’ve cleaned your 
data – stay on top of it. 
Continuously look to 
enrich your database with 
current interests. Ai 
pipelines can help keep 
data fresh

• Automate validation of 
new contacts

• Set governance rules 
around frequency caps, 
reengagement windows

• Monitor health and track 
against your industry 
benchmarks

Putting this all together – what do you need to do?

Step 1: Assess
• Start with a complete audit of your current data landscape to understand 

what you're working with and where the biggest risks lie.
• Measure current state: bounce rate, engagement metrics, list age, 

compliance status
• Identify biggest risks: hard bounces, spam complaints, unengaged 

segments, stale contacts
• Calculate cost impact: Quantify wasted sends, deliverability loss, and 

compliance exposure
• Set quality targets: Define what "quality" looks like for your business and 

set measurable goals
• Establish baselines: Document sender reputation scores, engagement 

rates, and list health metrics for benchmarking

Step 2: Clean
• Remove bad data and extract maximum value from good data through 

systematic validation, segmentation, and enrichment.
• Validate entire list: Run syntax, domain, and mailbox checks; remove 

invalid addresses permanently
• Segment by engagement: Categorise contacts as Active, At-Risk, or 

Unengaged based on behaviour
• Suppress high-risk contacts: Remove hard bounces, spam traps, 

complainers before they damage sender reputation
• Launch re-engagement: Win-back campaigns for at-risk subscribers; 

suppress those who remain unresponsive
• Enrich with AI: Auto-populate missing attributes (job title, company, 

industry) to unlock better segmentation

Step 3: Maintain
• Build the systems and discipline to keep data quality high indefinitely—

automation + governance + monitoring.
• Automate validation on import: No dirty data enters the system; 

quarantine suspicious addresses automatically
• Set governance rules: Send-time suppression, frequency caps, re-

engagement windows, list decay policies
• Continuous enrichment: AI pipelines keep attributes fresh; detect job 

changes and profile updates automatically
• Monitor health weekly: Track sender reputation across ISPs, engagement 

trends, bounce rates, complaint rates
• Test & iterate: Analyse which segments respond best; detect 

engagement drops early; refine targeting and content strategy



+10-12% higher inbox 
placement with 

<1.5% bounce rate
Validity 2025

> +29% open rates 
with subject line 
personalisation

Omnisend 2025

> +41% CTR with 
accurate 

personalisation
Omnisend 2025

Takeaways
• Data quality rests on three pillars: Accuracy, Completeness, Freshness

• AI-powered inboxes and privacy regulations both demand better data - it's no 
longer optional

• The roadmap is simple: Assess your baseline, Clean your list, Maintain 
ongoing hygiene

https://www.validity.com/everest/inbox-placement/
https://www.omnisend.com/blog/digital-marketing-statistics/
https://www.omnisend.com/blog/digital-marketing-statistics/
https://www.omnisend.com/blog/digital-marketing-statistics/
https://www.omnisend.com/blog/digital-marketing-statistics/


Any questions?

Thank you

Connect with us on LinkedIn….
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