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In 2000, Salesforce.com was the first cloud-native 
software as a service (SaaS) vendor and an early 
innovator in the platform as a service (PaaS) arena, 
giving customers the ability to build their own 
customization and extensions to the application 
by 2006. In the dynamic landscape of customer 
relationship management, Salesforce stands as the 
unrivaled global leader, serving more than 150,000 
customers worldwide. Despite its widespread adoption, 
some organizations consistently fall short of extracting 
the full spectrum of benefits from their implementations 
of the Salesforce platform.

Common symptoms of these shortcomings are poor 
user adoption, integration issues, and long lead times 
for implementing new features and enhancements on 
a platform designed to make it easy. In this evolving 
business environment, where every competitive edge 
matters, it’s imperative to overcome these obstacles and 
unlock the true potential of Salesforce as an enterprise 
solution platform.

Enter the Salesforce center of excellence (CoE)—a 
solution that serves as a beacon to guide organizations 
towards maximizing their ROI and reaping the benefits 
that the platform offers. In this white paper, we’ll delve 
into the CoE strategies and best practices that can 
empower an organization to harness the full power of 
Salesforce, turning challenges into opportunities and 
paving the way for success. 
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What is a Salesforce center of 
excellence (CoE)?
A Salesforce CoE is a team or organizational unit within a business that is dedicated 
to maximizing the value derived from the platform, with the goal of driving efficiency, 
innovation, and best practices across the organization.

The CoE’s specific functions will vary based on the company’s culture, especially in 
determining which capabilities are managed and owned centrally versus at the group level. 
These responsibilities may include the following:
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1. Strategic planning: Developing a 
strategic roadmap for the use of Salesforce 
within the organization, aligning it with 
overall business objectives

2. Governance: Establishing and enforcing 
policies, guidelines, and best practices 
to ensure consistency, security, and 
compliance

3. Training, enablement, and user 
support: Providing training programs, 
resources, and ongoing support to 
empower users across departments to 
make the most of the platform’s features 
and capabilities, addressing issues, and 
facilitating a positive user experience

4. Implementation and customization: 
Overseeing the design, development, 
and deployment of Salesforce solutions, 
including customization to meet specific 
business needs

5. Integration: Managing integration with 
other systems and applications to ensure 
seamless data flows across the organization
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6. Innovation and optimization: 
Staying informed about new features and 
updates, evaluating their relevance to the 
organization, and leading initiatives to 
optimize and innovate usage

7. Metrics and reporting: Establishing 
key performance indicators (KPIs) and 
implementing reporting mechanisms 
to measure the success and impact of 
Salesforce initiatives

By centralizing expertise and resources 
related to Salesforce, a center of excellence 
aims to drive consistent, efficient, and 
effective use of the platform throughout 
the organization. This can result in 
improved collaboration, streamlined 
processes, and enhanced customer 
relationships. The structure and specific 
responsibilities of a Salesforce CoE may 
vary depending on the size and complexity 
of the organization.

By centralizing Salesforce expertise 
and resources, a CoE aims to drive 
consistent, efficient, and effective 
use of the platform throughout the 
organization. 



In the constantly shifting landscape 
of business operations, enterprises 
face a barrage of challenges that can 
hinder the seamless integration and 
optimization of Salesforce. These pain 
points, if left unaddressed, can impede the 
organization’s ability to fully harness the 
power of the platform. 
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1. Salesforce org silos

Challenge: Overlapping capabilities across 
different Salesforce orgs can lead to 
redundancy and inefficiencies.

Solution: The CoE takes an enterprise-
level view of how Salesforce orgs are 
related. This perspective enables it to 
determine where and how integration 
or consolidation approaches can lead to 
streamlining processes and optimizing 
the use of capabilities across brands to 
ensure a cohesive and efficient Salesforce 
ecosystem.

The need for a Salesforce CoE: 
Addressing critical pain points



2. Develop future-state 
requirements
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2. Economies of scale difficult 
to realize 

Challenge: Business activities often hinder 
the rationalization of processes, making it 
difficult to realize economies of scale.

Solution: A Salesforce CoE facilitates 
the streamlining of business processes, 
enabling efficient resource allocation and 
maximizing economies of scale.

3. Over-spending on licensing 
costs

Challenge: Incorrect license allocation 
and lack of regular audits can lead to an 
organization paying for licenses that go 
unused or overpaying for licenses at a 
higher tier than the user needs. 

Solution: By implementing strategies and 
practices that optimize the allocation, 
management, and utilization of licenses 
within the organization, a Salesforce 
CoE can help the business avoid excess 
licensing fees.

4. Lacking central vision

Challenge: Organizations often operate in 
silos with disparate goals, resulting in a lack 
of a unified vision for Salesforce usage.

Solution: A Salesforce CoE establishes 
a central vision, aligning Salesforce 
initiatives with overall business objectives 
and ensuring that all departments work 
cohesively towards a common goal.

If left unaddressed, challenges such 
as Salesforce org silos can impede the 
organization’s ability to fully harness the 
power of the platform.



5. Teams in reactive mode

Challenge: Reactive approaches due 
to insufficient monitoring and alerting 
systems can lead to delayed issue 
resolution.

Solution: The CoE implements proactive 
monitoring and alerting mechanisms, 
ensuring timely detection and resolution 
of issues and keeping teams in a proactive 
and strategic mode.

6. Slow time to market

Challenge: Fragmented architecture and 
integrations can slow down the time it 
takes to bring products and services to 
market.

Solution: Through streamlined processes 
and optimized integrations, the CoE 
accelerates time to market, allowing 
enterprises to stay competitive and 
responsive to market demands.
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7. Process scalability hindered 
by governor limits

Challenge: Poor coordination and 
collaboration between teams may 
hinder the organization’s ability to scale 
automation capacity based on evolving 
needs.

Solution: The CoE provides an over-
arching viewpoint that makes it easier and 
more efficient to take a well-architected 
approach to automation design, releasing 
bottlenecks and eliminating unnecessary 
costs to stay within the governor limits 
necessary in the Salesforce shared-tenant 
PaaS model.

The establishment of a Salesforce CoE 
offers a significant advantage in addressing 
these critical pain points, providing 
the framework and expertise needed 
to navigate challenges and optimize 
implementations for sustained success. 
By proactively addressing these issues, 
enterprises can pave the way for a more 
efficient, cohesive, and strategically aligned 
use of Salesforce across the organization.



2. Develop future-state 
requirements
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Uncovering the ROI benefits
Implementing a Salesforce CoE extends beyond strategic alignment, serving as a catalyst for 
tangible and substantial ROI across various facets of organizational functionality. 

Reduced IT project spend

Implementing a Salesforce CoE offers a 
comprehensive approach to reducing 
IT project spend. Standardization lies 
at the core of this strategy, promoting 
the reusability of technical artifacts and 
facilitating a higher degree of automation, 
particularly in testing procedures. By 
establishing standardized practices, the 
CoE streamlines processes, leading to 
more efficient application development 
and delivery. This shared service model 
significantly minimizes duplicate efforts 
across multiple lines of business (LOBs), 
eliminating redundancy and optimizing 
resource allocation.

Moreover, the CoE’s emphasis on 
establishing data standards helps ensure 
a consistent approach throughout the 
enterprise Salesforce program. Consistency 
in data standards enhances accuracy and 
reliability and also contributes to a more 
cost-effective and efficient operation 
of IT projects within the Salesforce 
ecosystem. This collective effort toward 
standardization and optimization under 
the CoE umbrella significantly reduces 
unnecessary expenditures, paving the way 
for more streamlined and cost-efficient IT 
project management.

Improved business results

A Salesforce CoE can allow businesses to 
redirect their focus towards functional 
enhancements, emphasizing integrations 
and fostering a comprehensive, 360-degree 
customer view within the Salesforce 
ecosystem. This strategic shift enables 
a more refined and customer-centric 
approach, driving operational efficiency 
and enhancing the overall customer 
experience.

The CoE empowers various LOBs to harness 
the full potential of the organization’s 
Salesforce talent. By providing the 
necessary support and guidance, the CoE 
encourages and facilitates innovative 
practices across different business units. 
This optimized utilization of talent leads to 
an increased capacity for innovation and 
creativity within the organization.



Enhanced governance and 
support

Within the realm of Salesforce 
implementation, the CoE plays a vital role 
in enhancing governance and support 
structures within an organization. CoE 
experts act as valuable guides, offering 
services such as project setup, license 
management, and the establishment of 
best practices tailored to the company’s 
unique needs. This guidance is instrumental 
in ensuring that Salesforce initiatives align 
with the organization’s objectives and 
follow industry best practices.

The CoE acts as a governing body, working 
to ensure compliance with regulatory 
standards and industry guidelines. 
This oversight not only mitigates risks 
associated with non-compliance but 
also fosters a culture of accountability 
and adherence to regulations, ultimately 
safeguarding the organization’s operations.

Furthermore, the CoE facilitates a best 
practice community, providing a platform 
for knowledge exchange and collaboration 
between different business units. This 
shared platform fosters an environment 
of continuous learning and improvement, 
enabling the dissemination of successful 
practices and strategies across the 
organization.

A library of standardized and reusable 
assets is a key component of the CoE’s 
support structure. This repository of 
resources, tools, and templates ensures 
consistency and efficiency in operations, 
offering resources that can be readily 
employed, reducing redundancies, and 
accelerating the development cycle.
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The CoE can mitigate 
risks associated with 
non-compliance 
and foster a culture 
of accountability 
and adherence to 
regulations. 
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Lower total cost of services
There has been much in the news lately 
about the rising cloud total cost of services 
(TCS). While it is true that many vendors 
have raised prices in response to inflation 
and market conditions, frequently the root 
of higher cost over on-premises solutions 
is that less planning is done for cloud 
resource management and allocation 
than physical assets. By being involved 
with all Salesforce initiatives, the CoE can 
help with the planning from an enterprise 
level. The CoE also has the perspective to 
more easily identify the opportunities that 
new initiatives provide in improving cost 
management across the organization.

Together, these components create 
a robust framework that guides and 
supports various aspects of Salesforce 
implementations while also ensuring 
compliance, fostering collaboration, and 
providing a repository of standardized 
assets, contributing to a more efficient 
and effective use of Salesforce across the 
organization.
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A successful Salesforce CoE is characterized 
by three key elements that collectively 
ensure its effectiveness in driving the 
organization towards optimized Salesforce 
utilization and strategic success:

What makes a successful 
Salesforce CoE?

Strategic governance

Strategic governance forms the bedrock 
of a successful CoE. Led by executive 
sponsors and comprising key subject 
matter experts and stakeholders, a well-
defined governance framework establishes 
clear business objectives across the entire 
Salesforce platform. This framework, 
managed through regular meetings, 
ensures a scalable operating model with 
defined roles and responsibilities, aligning 
all efforts with the overarching business 
goals.
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Standardized processes

Standardized processes originating 
within the CoE are fundamental. A team 
of Salesforce experts establishes and 
upholds delivery excellence, offering 
support for Salesforce-specific issues 
and vendor management requirements. 
Their leadership in adopting standardized 
practices and implementing a prioritization 
framework for roadmaps helps ensure 
a unified and streamlined approach to 
operations. With the CoE involved in all 
Salesforce initiatives within the enterprise, 
standards can easily evolve as newer 
approaches are recognized at the hands-
on implementation level. In cases where 
exceptions are made solely to support 
time-sensitive projects, the CoE provides 
guidance and oversight on the roadmap to 
return to standard.

Integrated technology

The successful CoE, alongside its team 
of experts, guides various teams through 
Agile Excellence, fostering an environment 
conducive to adapting to dynamic changes. 
With the implementation of appropriate 
tools, Salesforce scales across enterprise-
wide business problems, integrating 
multiple platform capabilities seamlessly. 
This integration enables accessible and 
cohesive data flows, promoting efficiency 
and agility across the organization.

With the CoE’s involvement, process 
standards can easily evolve as newer 
approaches are recognized at the 
hands-on implementation level.



While a Salesforce center of excellence 
offers an array of advantages in 
optimizing Salesforce usage across the 
organization, it may not be the optimal 
choice for all corporate cultures. In these 
situations, a community of practice 
(CoP) can be a compelling alternative 
for driving organizational success in 
Salesforce initiatives.

Operating in a more collaborative and 
matrixed structure, a CoP sidesteps the 
sometimes-rigid hierarchy associated 
with CoEs. A CoP fosters a dynamic 
exchange of ideas, leveraging the 
diverse expertise and experiences within 
the organization. Its emphasis lies in 
being chartered with a direction rather 
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than a rigidly defined destination. This 
direction allows for organic growth 
and ongoing learning, encouraging a 
culture of continuous improvement and 
development rather than a fixed, static 
objective.

The CoP thrives on collaboration, 
knowledge sharing, and fostering 
a culture of ongoing learning and 
development. This approach provides an 
agile and adaptable environment that 
encourages exploration and innovation, 
creating a viable alternative to a CoE by 
embracing diversity, collaboration, and 
a more flexible approach to achieving 
organizational goals within the Salesforce 
landscape.

Community of practice (CoP)—
an alternative approach
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Moving ahead towards
Salesforce excellence
Attracted by the platform’s robust functionality, scalability, customization capabilities, and a 
thriving third-party ecosystem, more than 150,000 companies around the world have chosen 
the Salesforce platform for their SaaS needs. While challenges such as organizational silos and 
over-spending on licensing within an enterprise can hamper the business from maximizing 
the return on their investment, establishing a Salesforce center of excellence can help them 
address and overcome these hurdles. In building and supporting a body responsible for 
maximizing the value derived from the platform, the organization can move forward in 
leveraging Salesforce capabilities to achieve its business and operational goals.
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