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Change Intelligence Research Series
Data-driven insights to help change behaviour

lan Gotts
Founder & CEO
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You guys start coding, and

I'll find out what they want




Change Intelligence
Research Series

Data-driven insights
into the trends in
Salesforce configuration

§ IMPACT



Wasted effort

Feedback
Meetings

Slack messages
Development
Testing deployment
Becumentation

§ IMPACT

0 records

9

Custom objects

never used
(excluding MP)

More than
0O records

48.74%

51.26%




Wasted effort - / —

Custom fields
with 0% data
(excluding MP)

Feedback

Meetings 100%

Slack messages

Development 75%

Testing deployment

Becumentation 0%
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Related development effort
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Far worse than 41% average
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Confused users and poor data
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Salesforce @scale dilemma ® ipact

FORRESTER

The complexity of scale crushes Salesforce’s responsiveness.

As Salesforce use grows, innovation slows and flexibility evaporates.

Why? Every app change risks breaking one of hundreds of data and
process customizations, integration links, and third-party add-ons.

The result: every change requires long and expensive impact-analysis

and regression testing projects — killing the responsiveness that made
Salesforce attractive at the start.


https://elements.cloud/blog/forrester-five-ways-to-cut-the-risk-of-salesforce/

Salesforce @scale dilemma ® ipact

FORRESTER

crushes Salesforce’s responsiveness.

innovation slows

killing the responsiveness


https://elements.cloud/blog/forrester-five-ways-to-cut-the-risk-of-salesforce/

Implementation lifecycle

Capture & Business

validate analysis
Operations requirements

Drive &
measure
adoption

Create
user stories

Test & Deploy Assess impact
to production of changes

DevOps Configure &
build solutions



Shortcuts take longer

Capture & Business

validate analysis
Operations requirements

Drive &
measure
adoption

Create
user stories

Test & Deploy Assess impact
to production of changes

DevOps Configure &
build solutions



Copado State of DevOps Report © weact

requirements up front

Difficulty getting clear ]

Most challenging part of integrating customer feedback? /
requrerments oo oot IR, 7%
U et weiceroes I 20
requeats ratnee tan end wser reauests. TN 1 5%
Not encugh time to salicit feedback [ NN 14%

Not enough time to work on
cwomgg feadback items 8%

Low participation in Betas _ 7%



Change Intelligence
Research Series



https://elements.cloud/whitepapers-ebooks/change-intelligence-research-series-unrealized-impact-and-hidden-waste/
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$1 TRILLION WASTED

% of projects that end in failure
Based on BCG's "Flipping the Odds of Digital Transformation Success" 2020 report

Complete failure

26%

Success!

30%

Suboptimal results

-
44%




Noisy Waste

87.5% Fail to meet objectives

3 Stages of a Successful Digital Transformation
Harvard Business Review, September 20, 2022
Didier Bonnet

26% Deemed ‘total’ failures

Flipping the Odds of Digital Transformation Success
Boston Consulting Group, October 29, 2020

Patrick Forth, Tom Reichert, Romain de Laubier, and
Saibal Chakraborty

69% Wasted spend

Digital Transformation Is Not About Technology
Harvard Business Review, March 19, 2019
Behnam Tabrizi, Ed Lam, Kirk Girard, and Vernon Irvin



DEFECT
Rework due to
malfunctioning or
over-complex solution to
complete desired
operation right first time

WAITING

Low performance, outage
or poor response time
inducing waiting time by
the user

Not a technology problem...

THE 8 WASTES.. IN DIGITAL SOLUTIONS

INVENTORY

On-going process waiting
o be actioned (“stuck"
workflow, unfreated inbox
items...)

USELESS MOTION
Complex ergonomy,
excessive number of clicks
or screens/apps o provide
data and complete
desired operation

alaln
OC)OOO

OVERPRODUCTION

Features that nobody uses,
report nobody reads,
email sent to everyone...

TRANSPORT

Excessive or unnecessary
number of process steps to
get the desired operation
completed

S0
Lot

EXCESS PROCESSING

Useless steps, Redundant
or cbsolete operations
adding no value add to
the desired outcome

MISUSED TALENT

Poor use of people’s
time learning solutions
or repeated basic tasks
that could be
automated or skipped

credit : Airbus : www.linkedin.com/in/vincentdupuis

%




Change Intelligence

Capture &
VELTELG]
requirements

Drive &
measure
adoption

Test & Deploy
to production

Configure &
build solutions

Create
user stories

Assess impact
of changes




Change Intelligence

Capture &
VELTELG]
requirements

Drive &
measure
adoption

Test & Deploy
to production

Configure &
build solutions

Create
user stories

Assess impact
of changes

Q IMPACT

Process-led
Change



Change Intelligence

Drive &
measure
adoption

Test & Deploy
to production

Capture &
VELTELG]
requirements

Create
user stories

Assess impact
of changes

Configure &
build solutions

Q IMPACT

Process-led
Change

+

Metadata
management



Handover : validated requirements

Capture & Business

validate analysis
Operations requirements

Drive &
measure
adoption

Create
user stories

Test & Deploy Assess impact
to production of changes

DevOps Configure &
build solutions



Handover: complete user story

Capture & Business

validate analysis
Operations requirements

Drive &
measure
adoption

Create
user stories

Test & Deploy Assess impact
to production of changes

DevOpS Configure &
build solutions



Handover: change impacts understood

Capture & Business

validate analysis
Operations requirements

Drive &
measure
adoption

Create
user stories

Test & Deploy Assess impact
to production of changes

DevOps Configure &
build solutions



Change Intelligence Platform
(accelerated by GPT)

Capture & Business

ol analysis
requirements

Operations

Drive &
measure
adoption

Create
user stories

Test & Deploy Assess impact
to production of changes

DevOps Configure &
build solutions



Copado State of DevOps Report © weact

Change intelligence
impacts all of these

Most challenging part of integrating customer feedback?
Oty geang e I 575 )
et eai-derned I 20
reavests ratnee man o voor oavests. NN 15 %
Not encugh time to salicit feedback [ NN 14%

Not enough time to work on
cunomg:: feadback items 8%

Low participation in Betas _ 7% J




salesforce
4" Slack @ canvas (Quip) i Tableau Heroku Google Workspace [ Miicrosoft 365

- — CRM apps
I n s e I n Data Cloud Sales hickates Einstein
. Q@ Service v a
Now AI works for business & > " .
everyone can be an Einstein s | W Moy § % ® L
™ Commerce E ; I
Integrated il Analytics e &
. 9 Platform LA
Intelligent
Automated Metadata framework
Low code & pro code e B @ e

Open



We saw more than 1,000 new
Data Cloud purchases in the
quarter. That's the second
quarter in a row where we saw
Data Cloud with more than...

Marc Benioff
Chair and CEO, Salesforce




Strategic vs Tactical

Accelerate time to value

- Salesforce agility and ROI lost

- Rework required to get user adoption
- Wasted effort building the wrong thing




Strategic vs Tactical

Understand true requirements

- Lack of business and IT alignment
- Incomplete Business Analysis
- Incoherent user stories

Improve Salesforce agility
- Org complexity
- Technical debt
- Inadequate documentation

Q IMPACT



Data Cloud

Brooke Mohnkern

Senior Customer Success Manager

E Elements..o.

THE CHANGE INTELLIGENCE PLATFORM

@ /brookemohnkern




What is Data Cloud?

It is an ACTIONABLE data lake.
Allows the data lake to be integrated into Salesforce

Connect any data > Harmonize > Activate
from anywhere in CRM
Salesforce apps (&) Prepare &
meaQes [ &
Actions
Data lakes & warehouses
= Q2 Map to a unified
aws o S ) 4 metadata model Insights
Amazon Databricks  Snowflake Google
Web Cloud
Services
@ APIs & SDKs Resolve customer
identities

Structured - Semistructured - Unstructured

@ convas (Quip) i Tableou B Hooku - o B2 Microsoft 365

[ CRM opps
I3 | Soles - Einstein

Industries
P Service : "t
Real- a 2. Einstein ».
time > 0 Trust
- Layer

data W Commece

E®

e &

LA - |

.1 Analyftics
9 Platform
[t

Metadata framework

AppExchange @ Muleson

§ IMPACT



Implementation is
the standard lifecycle

Capture &
validate
requirements

Drive &
measure
adoption

Create
user stories

Test & Deploy Assess impact
to production of changes

Configure &
build solutions

80% - 20%




Focus on the use case

It is too easy to get wrapped up in the technology.

It is all about what you can do with actionable
unified data.




Implementation methodology

business
problems around
knowledge of our customers

data cloud
available

Plan use of and
understand Data

Cloud

competence with

technology and opportunities

R DataCloud ...
C | Stakeholder

Elements.cloud

potentigl use cases

A

Understand the

use cases
selected to be
implemented

afforded by it
~

redesign required

5| Analyse use case
>

potential value to
the business and
prioritisation

R DataCloud ...

Element:

will not
be implemented

use case not sufficiently

required by the
business

R Data Cloud ...
$ VP Business...
C Stakeholder

Elements.cloud

business need for
use case fully understood

<

cost implication of change

optimisation of use
case identified

Design use case to
support the needs
of the business

R Data Cloud ...
S VP Business...
C Stakeholder

Elements.cloud

fully understood
and costed stories

Hands-on (scratchorg)
- Iterative (by use case)
- Focus on data (text
every step)

- Document “in the
moment”

Testing against use case
- Deployment
- Monitoring/feedback
Monitor activations and

segments

Build, test and

Operate and
deploy use case

use case
3 monitor

R Data Cloud ... R Data Cloud ...
Data Cloud Data Cloud

valuable to implement

adoption and

——use-case-sudbilily

measured



Implementation methodology o

/N

Feedback, Next use case

Prepare Analyze Design Build Monitor
Readiness Use case Detailed DFD Data Cloud Success
Education Process Metadata dictionariesOther changes Feedback
Organisation ERD User stories Cost
Project/COE Context DFD

Metadata dictionaries
Data analysis



Planning documentation
ANALYSIS

Requirements

;

Use Case ERD Context DFD

SR (BN

Metadata dictionaries

I !HW \2
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DESIGN l /
Detailed DFD/ERD User Stories

DSO DLO

DMO
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Requirements: Our internal use cases

1. Engage contacts who have been on a product webinar and have:
a. Used that feature in Elements in the next 15 days.
b. Not used that feature in the next 15 days.

2. Calculate an engagement score for a contact and make it visible in SF
Display detailed product usage data directly in the Salesforce Ul

4. Recommend personalised training plan or feature to individuals

§ IMPACT



Use Case ERD: each use case




Context DFD
-~ B

- ( i related list )

product usage related list

Account value score
(need enrichment on
accounts available)

|

contact value score

4 7
@ Data Cloud
DLO
DMO
source objects; Segments
contact, case, feedbaclk
Activations
© . 4 Gainsight PX end user
\ uses product
Offline Events List contact activity, marketing
engagement
e J

o Zoom Events

200m

activated feature usage
segments ingested
‘ Amazon S3

[ scheduled export of

feature usage

A

“—— CSV/JSON import




Metadata dictionary

-

Metadata views ]
g]App l(.._] 24 C Select your view v ‘Alltypes v aTd Q Search by label or api

Data: Salesforce config Last synced on: June 24,2024 at 22:01 @

Name Status # of links Data privacy
v Standard Objects é

°%

Approval Processes l[__~

Numper ot
Spac...

Owner ID
Photo URL
Record Type ID

Website

Usage period
Billing Countr...
Employees

Annual Revenue

» Buttons, Links, and Actions 2 = Industry
0
» Compact Layouts 0 f,@
i
» Duplicate Rules 0 [:%
USED BY:
i 0
Email Alerts Apex Classes (6)
Field Sets 0

Apex Pages (7)

View all

Analytics 360

\

100




Detailed DFD/ERD: each use case

-

DFD - Product Usage

Data flow diagram for the product usage data cloud use cas:

Data Mapping

Data Ingestion

Parent-child relation
> >0 '

Y

Source System

Connectors

Story required

& ssiestorce camt |

G soiestorce cam

[

upload.csv GainsightPX

G camenx

. Amazon 53

e Data Model Objects

-

Contact Point Email

-

Product Usage

Story required

Identity Resolution
q

Fuzzy Name AND Normaized Email

Segments

of users, or

segment categories and
rules.

Contact

Enviched Related List




DataSource == | —| | =

DSO | T

Hﬁ Data Lake

- = = Data Model
STk DMO



User Stories: 1st use case

Diagrams

Changes
3
Salesforce Orgs

=

Ref Models

%4
URL Library

Releases

£1 Elements Operations

REQUIREMENTS (e[| FEED

Summary

Entitlement Field to appear
in the choices of fields for
HIVUIY dit aLless W
opportunities and accounts
fartrancfarrina racard
other user page layout and
renaming the system
didiysis Lo vverniue uidt
priority points for sync
Avvar rarae ta adinet AoiAnA
sync error cases with a trial
license space to prioritize in

Classic email template to
support all types of time off
cliedile LUswtill viu 1ot

Product Usage in Salesforce
Nata ClanAd
HILERIduui W dpply

appropriate tax rates based

Aantha hillina famnanu and

VAT Required field from the
opportunity form as it is no

from Salesforce and
transfer existing data to the
and default discount on
pricebook, product, and
Delete unused fields on the
feedback object

Send Invoice for Sales

Acdan

O0OO0O0O0OOOOOOOOOOoOOoODOo

3040

3039

3038

3037

3036

3035

3034

3033

3032

3031

3030

3029

3028

(— Grid views

‘ Al

Y ’ Y Y  Description

COEOO -0

Field to appear in the choices of fields
to display in My Pipeline so that the

WAlILLUL VS UL TERIVIS W H1AVE vy

all access to both opportunities and
Aarcniinte en that thau fan francfar
rename the system admin layout to
Space Layout so that the space object
auLoITiduLdily dassigieu uidt priority
points given to a sync error case, so

that laws mviavibu brial cne Avvar cacac

with a trial license space and assigns

them 99 priority points, so these cases

accommodate various types of time off
so that | can easily submit requests for

AU UETHIHHIE 1L 1EYUITEU HIEWUS, SU UidL |

can take the data ingested into the
Cainciaht DV NN and iiea it wiithin tha

Tax field to ensure that the correct tax
rate is applied based on whether the
the opportunity form because the tax
calculation is now handled by

transfer their existing values to the
description field, ensuring that

discount from pricebook, product, and
opportunity product pages, so that the

any integrations, not on any page
layouts, and have not been filled out
UEpalunEgiy, WIE d Saies uiue 1>

created, | want to send the invoice to

Y

Affected roles Y

Sales Team

Customer Suppor
tAnalyst

Customer Suppor
tAnalyst

Data Cloud Admin

Sales Manager

Accounting Depar

+tmont

Change space v ‘{{J} Ej @ i @ @

Acceptance Criteria Y

FIouuLL CHUUEHIgHe rigw sinouug
display the correct data for each
varard in Mu Dinalinaviam Hlear
other users within the system
without restrictions.Audit Trail:The
USEIS.FIEIU ALLESSALL TIELEdYAl Y
fields remain accessible to both
Fvetam adminictratare and athar
Update:The case queue must
dynamically update to reflect the

number left of DP.Queue
Placement:Cases with 99 priority
\E.s., 1AaUIV DULLUID VI LHTECAUUAED)
to select the type of time off being
ramunctad Aitamatie
Cloud.Validation:The "Product
Usage" DMO correctly stores and
LUSLOUITIEIS T Le mnvoice 1> vineu
from Ltd to a customer outside the

Hnitad Winadam tha intaaratian

101 LdX Laltutlduoiidie iuncuonng
correctly without reliance on the
LI AIAT Damivad finld Llear

the data from the MEDDICC fields is
clearly marked and identifiable
DISLOUUIIL FIULESS. L HIE SYysLelnn
should support a manual discount

Antrs Af EN0L wiithaid anv nra ent
CHAlIge 11 U1E Sysien g diu

update any relevant
Anriimantatinn Matifis ralavant
LUDLUTTIIETUDET 1IEEUD LU UE aule WU

track the status of the sent

ADD NEW

Status Y

Ready for ...

Shipped

In design
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1. Data Cloud is a step change
2.1t's all about the use case

3. Consumption based cost model
4. Apply 80/20

5. Data Cloud is the future

§ IMPACT



1. Data Cloud is step change

Spend the time to understand Data Cloud before
you start

Don't try to learn on your first real implementation

Make sure you really understand each of the
concepts

Technically configuring Data Cloud is easy - when
you know what to click.

§ IMPACT



2. It's all about the use case

It is easy to get focused on the technology
Remember it is all about the use cases

You have to break down preconceived mental silos
about your data




3. Consumption based cost model

It is essential that you develop
a volumetric model of the use
case

You can then work out the cost
of the solution

The cost may not justify the
use case

Is there an ROI?

§ IMPACT

/

Data Cloud Credit Consumption Guide

Data Ingestion

Integration

BYO Data Model

Data Model Objects o

[ _comect ]
Cooom
[ tomonie 2
Loneimone: O
D

Profile Unification

Data Lake Objects 0

Calculated Insights ()
.

Data Actions

Data Queries 9

P

Accelerated Queries 0

_—L\

Predict, Analyze & Act

Segmentation 0
Activations o

A

% Data Storage is

but most ¢

have been ok w/ the base Data Storage

Services

1 Data Ingestion

Al Calculated Insights

Profile Unification

Data Actions

3

4

LIl Data Queries

Bl Accelerated Queries

7

.
.

Type
Batch
Streaming
Batch
Streaming
Batch
Streaming
N/A
N/A
N/A
Batch

Batch

Consumption
Per 1M Rows Processed,
Accest

2,000 DS Credits
5,000 DS Credits
15 DS Credits
800 DS Credits
100,000 DS Credits
800 DS Credits
2 DS Credits
2 DS Credits
900 DS Credits
10 S&A Credits

20 S&A Credits




4. Apply 80/20

Spend 80% of you time on planning (analysis,
design, volumetric analysis...)

Spend 20% of your time on implementation



5. Data Cloud is the future

Data cloud is not a small add-on
It is the future of the Salesforce platform

Everybody needs to understand the value
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Panelists

Corey Snow

Liv Porter Tony Kirumba
Head of Operations Senior Salesforce Developer Directorf Digital Strategy== .
et i § —
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Panelists

%

Liv Porter Tony Kirumba
Head of Operations Senior Salesforce Developer
VD CLOUD BOSTON BEER co
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