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How to engineer a better 
GTM architecture to solve 
your pipeline problems
A practical guide to account prioritization, data 

enrichment, and buyer committee mapping with Clay.
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Adding more people doesn’t fix a 
process problem
When pipeline slows down, the instinct is to add capacity.


More SDRs. More dials. More emails.


The math seems straightforward: more outbound activity should produce more meetings, 

which should produce more pipeline.


But here’s what usually happens instead. New reps walk into the same disconnected stack 

that existing reps are already struggling with. They toggle between tools that don’t share 

data. They work leads that were never properly qualified. They send outreach that sounds 

exactly like what every competitor is sending.


The result isn’t more pipeline – it’s more people experiencing the same friction 

at higher cost.
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The companies that are actually scaling pipeline right now aren’t just adding headcount. 

They’re investing in GTM engineering, meaning the systems, data infrastructure, and 

automated workflows that make every rep dramatically more productive.


Clay has framed it well: the most successful GTM teams aren’t hiring their way to 

growth. They’re engineering it.


This eBook covers the three systems that sit at the foundation of a well-engineered, Clay-

powered GTM architecture:

GTM Architecture

System 1

Account prioritization

System 2

Data enrichment and 
personalization

System 3

Buyer committee 
mapping

For each one, we’ll walk through what needs to happen, how the pieces fit together, and 

what the end result should look like.


Let’s get into it.
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Part 1


Account prioritization

Every sales org has a total addressable market (TAM). It’s usually a big number – 

thousands of companies that could theoretically buy what you sell. And most SDR teams 

are expected to go work that list.


The problem isn’t the size of the TAM. It’s that a raw TAM is just a list of names. It doesn’t tell 

reps which accounts are worth pursuing right now, which ones are showing buying signals, 

or which ones are the best fit at this specific moment. Without that intelligence layer, SDRs 

default to working accounts alphabetically, by territory, or by gut feel. Hours get burned 

researching companies that were never going to convert, while high-intent accounts 

quietly slip through the cracks.


Account prioritization is the system that closes that gap. Here’s how to build one that 

actually works.

The gap between having an ICP and having a prioritized, actionable account 

list is where most outbound strategies lose their edge.
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Start with a quantified ICP
Most teams have an ideal customer profile. The problem is that it’s usually a description 

sitting in a slide deck somewhere, not a system that’s actively scoring accounts. To make an 

ICP operational, you need to turn it into a scoring framework.


That means assigning numeric values to each firmographic and technographic attribute 

based on how strongly it correlates with your closed-won deals. Industry match, company 

size, revenue range, tech stack alignment, geographic presence, funding stage – each factor 

gets a weighted score. Not every attribute matters equally. If 80% of your wins come from 

three industries, industry should carry heavy weight. If tech stack is a nice-to-have, it gets 

scored accordingly.


This gradient approach replaces the binary “fits or doesn’t fit” logic most teams default to 

and creates a nuanced ranking where an 85-out-of-100 account is clearly differentiated 

from a 40. Clay makes this practical by pulling enrichment data from over 150 providers, 

applying custom scoring formulas, and auto-updating scores as account data changes. The 

ICP stops being a static document and becomes a living system.
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Automate account research
ICP fit tells you whether an account is the right type of company. It doesn’t tell you whether 

that company is ready to buy right now. That’s where automated research comes in.


Clay automates the research that SDRs currently do manually:

Identifying firmographic signals like funding announcements, headcount surges, and tech 

stack changes

Tracking buyer signals like strategic hires, earnings call language, and social engagement

Capturing behavioral signals like website visits, pricing page views, and demo requests.

When configured correctly, the difference in coverage is enormous. A team of ten SDRs 

might manually research 20 to 30 accounts per day. An automated system monitors 

thousands of accounts simultaneously, capturing signals the moment they appear rather 

than days or weeks later. That speed advantage often makes the difference between getting 

a meeting and getting ignored.
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Layer on lead and account scoring
With ICP fit and live signal data flowing in, the next step is building a composite scoring 

model that combines three dimensions: fit, intent, and timing.

Fit
How closely a company 

matches your ICP, based on 

firmographic and 

technographic alignment.

Intent
If a prospect is actively researching 

solutions, based on signals like site 

visits, content engagement, and 

pricing page activity.

Timing
Whether external conditions 

indicate a buying window, such 

as funding events, leadership 

changes, or rapid growth.

When these three scores combine into a single composite priority score, the result is a 

ranked list where SDRs don’t have to guess where to start their day. A perfect ICP match 

with zero intent sits in nurture. A moderate ICP match with high intent and strong timing 

signals gets a call this week. The system makes that distinction automatically.
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Monitor signals and triggers continuously
Account prioritization isn’t a one-time ranking. Buying signals are dynamic – a mid-priority 

account can become urgent overnight if the right trigger fires. The system needs 

continuous monitoring built in.


There are tools that are specifically built for this: watching your accounts (both in-CRM and 

net-new) for the specific buying signals that matter to your business, such as:

News mentions  Earnings filings

Job postings  Website changes

Competitive shifts Leadership transitions

These aren’t generic intent signals. They’re custom, real-world indicators defined around 

your ICP and sales motion. When a signal matches, it gets surfaced directly in the tools reps 

already use – such as CRM, Slack, email, or Teams – with source citations and 

recommended next actions.


Combined with Clay’s enrichment and scoring workflows, this creates a system where 

account priority updates in real time. An account that was Tier 2 yesterday can move to 

Tier 1 this morning because a new signal fired, and the rep knows about it before they’ve 

finished their coffee.
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Program territory and routing logic
Scoring and signals determine which accounts are worth pursuing. Routing logic determines 

who pursues them. Custom territory and list prioritization rules should automatically route 

leads based on geography, account tier, industry vertical, deal size, rep specialization, or any 

combination of criteria that matches your sales motion.


When a high-priority account surfaces, it shouldn’t just appear on a master list somewhere. 

It should get assigned to the right rep, in the right territory, with the right context – 

automatically. And the routing logic should be programmable and adaptable, so as 

territories shift or team structures evolve, the system adjusts without a rebuild.

Connect everything to the CRM
Every layer of the prioritization system, including ICP scores, intent signals, timing triggers, 

enrichment data, and routing assignments, needs to flow directly into the CRM. In Salesforce 

or HubSpot, reps should see prioritized account views ranked by composite score, with 

enriched context, signal summaries, and recommended actions attached to each record.


The goal is to make the CRM the single place where a rep can answer three questions: which 

accounts should I work today, why do these accounts matter right now, and what should I 

say when I reach out? When the system is built correctly, those answers are already there.

When SDRs know which accounts to focus on and why, they spend less time 

researching and more time having conversations that build pipeline.
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Part 2


Data enrichment and 
personalization

Focusing on the right company doesn’t help if the data behind it is incomplete, outdated, 

or too thin to drive personalization.


Account prioritization gets reps pointed in the right direction, but without accurate, 

enriched data, it’s difficult to translate that focus into relevant outreach or meaningful 

engagement.


This is where data enrichment becomes critical to turning strategy into execution.
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The data quality problem
Most CRMs are full of records that look populated on the surface but fall apart under 

scrutiny.


These gaps show up in a few ways:

Missing phone numbers

Outdated job titles  

Incomplete company data  

No tech stack visibility  

Contacts without LinkedIn profiles

Reps work around these gaps every day by manually looking things up, cross-referencing 

LinkedIn, or simply skipping accounts where the data isn’t good enough to personalize 

outreach. Salesforce’s research on sales productivity shows that reps spend the majority of 

their time on non-selling activities: data entry, research, and admin tasks. Every minute 

spent filling in data gaps is a minute not spent having conversations that build pipeline.


And the compounding effect is real. Bad data undermines scoring accuracy, which means 

the prioritization system surfaces the wrong accounts. It undermines personalization, which 

means outreach feels generic. And it undermines reporting, which means leadership can’t 

see what’s actually working. 


Fixing the data layer isn’t a nice-to-have. It’s the prerequisite for everything else in the 

GTM architecture to function.
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Clean before you enrich
Before adding new data, the existing data needs to be cleaned. That means deduplicating 

accounts, merging contact records, standardizing field formats, and removing records that 

are clearly outdated or invalid. It sounds unglamorous, but without it, everything built on top 

(scoring, routing, personalization) inherits the same quality problems.


A structured cleanup process should reconcile data across the CRM, marketing 

automation platform, and any other systems feeding the GTM stack. The result is a clean 

baseline where every account and contact record meets a minimum quality threshold 

before enrichment begins.

Fill gaps with multi-source enrichment
Once the data is clean, it’s time to fill the gaps. Using Clay, records can be enriched with the 

information reps actually need: 

Direct phone numbers

Verified email addresses

Current job titles

Revenue and employee count

Funding history

Tech stack data

LinkedIn profiles

Clay’s waterfall enrichment approach checks multiple data sources for each field, using the 

highest-confidence match available. If one provider doesn’t have a verified work email, the 

system automatically checks the next source. This delivers significantly higher coverage 

rates than relying on any single data provider – and it happens automatically, at scale.
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Build custom signal enrichment
Beyond standard fields, the real value comes from custom enrichment workflows tailored 

to your specific selling motion. If you sell to companies undergoing digital transformation, 

enrich records with signals about recent technology migrations, cloud adoption 

announcements, or IT leadership hires. If your product addresses compliance challenges, 

track regulatory changes and certification deadlines relevant to target accounts.


This kind of enrichment goes well beyond what a generic data provider can offer. It’s context 

built specifically for the conversations your reps need to have.

Standardize data at the persona level
Different personas within the same buying committee need different data. A CRO cares 

about pipeline coverage and revenue forecasting. A VP of Marketing cares about MQL-to-

SQL conversion. A RevOps leader cares about tech stack integration and data quality.


To do this, you need to build persona-level data models that map the required fields and 

enrichment signals for each target persona, then automate the enrichment process to fill 

those fields consistently across the entire database. This ensures that when a rep pulls up a 

contact, the record includes the attributes that matter for that specific role, not just a 

generic company profile.
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Power personalized outbound at scale
Clean, enriched, persona-level data makes something possible that generic data simply 

can’t: outbound email campaigns that feel genuinely personalized. Instead of swapping a 

first name and company name into a template, reps can reference a prospect’s specific 

tech stack, a recent funding announcement, a job posting that signals a relevant initiative, or 

a competitive displacement opportunity.


Automated outbound workflows can pull enriched data into dynamic email sequences, 

generating personalized messaging at scale without requiring reps to manually research and 

write each message. The emails reference real context about the recipient’s company and 

role – and that relevance is what drives open rates, replies, and meetings.

Incomplete records become usable GTM data that reps can use to engage 

leads on a hyper-personalized level.
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Part 3


Buyer committee mapping

B2B buying committees now average 6 to 11 stakeholders, each with different priorities, 

concerns, and levels of influence. Each of these committee members consumes multiple 

pieces of information independently to inform their decisions.


Single-threaded deals – where reps engage only one contact – are one of the most 

common reasons pipeline stalls or falls apart.


Without visibility into the full committee, it becomes difficult to build alignment, navigate 

internal dynamics, or move deals forward with confidence.
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Define the committee by segment
Start by defining what the buying committee looks like for each segment or use case. This 

isn’t one-size-fits-all. A mid-market SaaS deal might involve a VP of Sales, a RevOps 

director, and a CFO. An enterprise cybersecurity deal might involve a CISO, a VP of IT, 

procurement, legal, and a business unit leader.


Building buyer committee templates by segment (i.e., mapping out the typical roles 

involved, their priorities, and their influence on the deal) gives sales teams a blueprint for 

who they should be engaging at each type of account. It also makes it immediately 

obvious when coverage is incomplete.

Map roles to personas
Once the committee structure is defined, each role needs to be mapped to a persona with 

specific attributes: the questions they’re likely to ask, the metrics they care about, the 

objections they’re likely to raise, and the content most relevant to their evaluation process.


In practice, most buying committees can be broken down into a few common roles:

Role

Budget holder

Technical evaluator

Priority

Evaluates ROI, cost justification, and payback period

Cares about integration complexity, security, and 

scalability

Needs ammunition to sell internally, such as ROI 

calculations, competitive comparisons, and case 

studies from similar companies

Champion

Mapping these roles to personas ensures that outreach to each stakeholder is tailored to 

what they actually care about, rather than defaulting to a single generic pitch.
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Identify key stakeholders and influencers
Knowing the roles that should be on the committee is one thing. Identifying the specific 

people who fill those roles at each target account is another. This is where most teams get 

stuck, because it requires either manual org chart research or enrichment tools that can 

surface the right contacts at scale.


Using Clay, stakeholder identification can be automated: pulling contacts by title, 

seniority, and department, then cross-referencing against the buyer committee template to 

flag gaps and surface the people who match each defined role. The result is a populated 

committee map for each target account, complete with verified contact information and 

persona classifications.
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Automate contact discovery across the 
committee
For accounts where the CRM only has one or two contacts, automated contact discovery 

workflows can expand coverage across the full buying committee. Clay can query multiple 

data providers to find additional stakeholders matching the defined personas, enrich their 

records, and associate them with the right account in the CRM.


This turns a single-contact account into a multi-threaded opportunity automatically, 

without requiring reps to spend their time on LinkedIn trying to piece together an org chart.

Build visibility into account coverage
Having the contacts in the CRM is the starting point. Understanding whether those contacts 

are actually being engaged is what drives deal execution. Account coverage visibility 

should show, at a glance, how many committee members have been identified at each 

account, how many have been contacted, how many have responded, and where there 

are gaps.


This gives sales leaders a clear view of deal health. If an opportunity is single-threaded (in 

other words, only one contact has been engaged) that’s a risk flag. If three departments are 

represented and showing activity, that’s a healthier signal. This kind of structural insight is 

impossible when contacts are scattered across records without a committee framework.
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Lay the foundation for ABM
Buyer committee mapping doesn’t just support sales execution. It’s the foundational 

structure for account-based marketing and orchestrated campaigns. When you know 

who the key stakeholders are at each target account, you can run ABM campaigns that 

deliver persona-specific content to each member of the committee simultaneously – ads 

to the economic buyer, technical content to the evaluator, case studies to the champion.


This kind of coordinated, multi-stakeholder engagement is what separates high-

performing ABM programs from ones that default to spraying the same message at a 

single contact. And it’s only possible when the committee has been mapped, the contacts 

have been enriched, and the data is connected to both sales and marketing execution.

The goal is to identify and target who actually influences the deal – not just 

who filled out the form.

Page 19

https://www.demanddrive.com


Buyer committee mapping demanddrive.com

Building the GTM architecture that 
makes this work
Each of the three systems in this eBook – account prioritization, data enrichment, and 

buyer committee mapping – solves a specific piece of the pipeline puzzle. But the real 

impact comes when they’re connected. A prioritized account with enriched data and a 

mapped buying committee isn’t just a lead. It’s a complete picture of who to call, why they 

matter, what to say, and who else needs to be in the conversation.


Building that system requires more than tooling. It requires understanding how sales 

development actually works – what reps need to see, when they need to see it, and how it 

needs to integrate with their daily workflow. It requires someone who can architect the 

technical infrastructure and then put trained, experienced reps into that system to 

actually execute.


That’s the intersection demandDrive occupies.


As a Clay Studio partner with an in-house team of Clay and GTM experts, we build the full 

technical architecture: 

ICP scoring frameworks

Automated enrichment workflows

Composite scoring models

Signal monitoring

Buyer committee mapping

CRM integration

But we’re not just a RevOps agency, a sales agency, or a marketing agency. We’re a GTM 

agency with deep expertise across all three domains, combining systems, process, and 

execution into a unified go-to-market engine. More than 15 years of delivering successful 

sales and marketing programs means these systems are built to drive revenue outcomes, 

not just technical elegance.
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We’ve been investing in the best GTM technology for years to make our sales programs 

deliver the best possible results. Clay has provided an incredibly powerful way to bring 

signal capture, enrichment, scoring, and enablement together into a single cohesive system 

(in fact, you can read about how we’ve generated millions in ROI from using Clay in our 

own business).


The result is a GTM architecture where the intelligence layer and the execution layer live 

under the same roof, and the sales process automation that powers it all has been tested, 

refined, and proven across hundreds of client engagements.

Start building a better pipeline engine
More headcount isn’t a strategy. It’s a reflex. The companies scaling pipeline most 

effectively right now are the ones that have engineered the layer between their total 

addressable market and their reps’ daily priorities, turning a broad TAM into a focused, 

scored, and continuously updated system that drives real revenue.


If the challenges in this eBook sound familiar, the path forward isn’t simply more SDRs. It’s 

better GTM engineering.

Speak to one of demandDrive’s 

GTM engineering experts today.
Get in Touch
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