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

lan Gotts
Founder & CEO

E Elements... ud
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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/

Change Intelligence

Richard Parker

Founder and Chief Customer Officer

E Elements.cou

THE CHANGE INTELLIGENCE PLATFORM

@ [richardparkergeneva



$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

%




Handover : validated requirements

Capture & Business

validate analysis
Operations requirements

Drive &
measure
adoption

Create
user stories

Minimize
waste and
maximize
ROI

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

Minimize
waste and
maximize
ROI

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
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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.cou

THE CHANGE INTELLIGENCE PLATFORM

@ /brookemohnkern
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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.




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 (product usage,
marketing engagement, training participation etc.) and make it
visible in Salesforce
Display detailed product usage data directly in the Salesforce Ul

4. Recommend personalised training plan or feature to individuals

§ IMPACT



Document your enterprise architect
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Document your enterprise architecture

Da ta C I ou d Frequency {3) Up to 15 mins

@ Real-time 12 hrs

(-D 10 mins

Real-Time

@ Hourly

Vision for an enterprise architecture using Data Cloud () 2 mins &) 5mi () Daily
mins
Other
. Sales Org (Home Org) = gifnmerce Marketing

. Other Orgs...

Any
System

Systems

Marketo

Eloqua

Ad Services
LinkedIn Ads

Meta Ads

" Scheduled
or Async ’;'

\

' Tableau

Identity Resolution
Email Marketing Campaign
Engagement

Marketing
¥ Cloud .
. Google Ads
. [ .d. SRME ] IEan:\ment Fow }‘ 3 ) - i . ¢
. ~ $cens® - i
: -y e X 2 Cetn Extensions [ Amazon S3 ] Amazon Ads
i S~ (Writeback) N ye
. ~ \ - ) . T
Direct Da Copied Fields . Sav o endEmal S
Q"u:; ta Copled e i Ih|:PCIIscnd Record Triggered e \\ b 08 - Trigger Journeys \\ Segments !
L % / 2 A i

/. Data Cloud

Data Streams

Batch

Sales
Service
Marketing
s3

Experience Cloud
(Support Forum)
Websites
(Product Views)

Ingestion APl @

Mobile SDK
ionsok (7))

(Individuals, Accounts) (Inferences)

Virtual (BYOL)
Snowflake @ ‘

@ Unified Profiles | .-~~~ \{ ML Predictions

]-- -{ Einstein Studio

BYOL
FUTURE

Tmport &
Run ML
' ' I els
' ' '
1 ' '
' ' H Train ML
1 ' ' Models
' ' '
L H
@ service org || @P Other Orgs.. W B2C Marketing aws ML
Commerce Cloud
Account Account .
Contact Contact ?":damo i et Product Catalog Engagement Data:
ustom Objects Product Email if
Opportunity Entitlement Sales Order SMS S3 Redshift
Customer Mobile

Data Cloud
APIs

Other Systems




The Data Cloud ERD
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Our solution design




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



Planning documentation

ANALYSIS .
Requirements
Use Case ERD Context DFD
Metadata dictionaries
— ety =
T — S e T
DESIGN l / -
Detailed DFD/ERD User Stories

DLO

DSO DMO —_—————
RN S
) - e —
) —

C] -—_ /



Contact value - Use Case ERD

/<




ontext DFD for the use case

o

200m

Offline Events List

Zoom Events

{ : i )
r 1€ g related list )

product usage related list

Account value score
(need enrichment on
accounts available)

|
s N

contact value score

webinars

@ Data Cloud
DLO
DMO
source objects; Segments
contact, case, feedbaclk
Activations
, «3 Gainsight PX end user
‘ uses product
contact activity, marketing
engagement
3 J

activated feature usage
segments ingested
‘ Amazon S3

{ scheduled export of

feature usage

\—1 CSV/JSON import

A



Detailed DFD/ERD for the use case

-

DFD - Product Usage Data Mapping Data Ingestion Parent-child relation
Data flow diagram for the product usage data cloud use cas: > > >0 H
S — @ oo & oo
-] o @ )
Data Lake Objects Data Model Objects Identity Resolution Segments
‘Story required Contact
& ssestorce cam 1 Contact_0000V000006mYSS maviosl Enviched Related List
R L e — T

Fuzzy Name AND Normaized Email

Contact Point Email

e

of users, or
accounts, based on criteria
—] You define using a set
segment categories and
rules.

upload.csv GainsightPX Product Usage

Story required




DataSource == | —| | =

DSO | T

Hﬁ Data Lake

- = = Data Model
STk DMO



Five key takeaways




1. Data Cloud is complex

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 complex

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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