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EXPLANATION OF BEST PRACTICES

Any time we hear phrases like “Best in Class,” 
“Best of Breed,” or “Best Practices,” the first 
question we ask is: who decided what’s best? 
What we have learned in our many years of 
Constituent Relationship Management (CRM) 
consulting is that best is relative and often 
dependent upon experience, trials, and, most 
often failures. We've spent many years helping 
organizations learn from and overcome their 
challenging experiences, all so we can bring 
you the best practice implementation tips to 
help you succeed. 

The purpose of this eBook is to share lessons 
learned and recommendations for best 
practices as you move forward with the 
implementation of your new technology.  
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TIP 1: Understand The Metrics You’re 

Looking To Track

TIP 2: Get Executive Buy-In

TIP 3: Communication And User Adoption 

Are Keys To A Successful Salesforce 

Implementation

TIP 4: Business Processes Should Drive Your 

Technology Selections

TIP 5: Clean Up Your Data Prior  

To Implementation

TIP 6: Automate Your Business Processes 

When Possible

TIP 7: Consider Your Technology’s Usability 

And Scalability 

At Cloud for Good, we work with nonprofit organizations, K-12 schools, and higher education institutions to 
create transformational value with Salesforce. Our consultants have led thousands of implementations across 
multiple industries, both for-profit and nonprofit, as consultants and as customers. The goal of this eBook is to 
share the tips we’ve learned along the way.  

OVERVIEW
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TIP 1:

In the story Alice in Wonderland, Alice asks 
the Cheshire cat “Would you tell me, please, 
which way I ought to go from here?” 

“That depends a good deal on where you 
want to get to.” said the cat. 

“I don’t care where,” Alice said. “Then it 
doesn’t matter which way you go.” Said  
the cat. 

The advice is clear, you must decide where 
you want to go to get there.  One of the 
first consideration during a Salesforce 
implementation is which metrics you are 
going to track and what information you need 
to know about your constituents or programs 
that your CRM can help you answer.  It is 
important to start with the end in mind. What 
data do you need to be more effective, deliver 
better programs and services, and raise more 
funds? 

While quantitative metrics should never 
be the sole source of information about an 
organization’s progress and impact, they 
can be useful proxies for monitoring the 
outcomes of an organization’s activities. 

Some “obvious” metrics like funds raised 
as a percent of the goal or proportion of 
registered volunteers who attend a function 
are very useful to track. But sometimes a 
more nuanced metric is necessary or useful 
for more accurately understanding the 
progress of the organization. 

UNDERSTAND THE METRICS 
YOU’RE LOOKING TO TRACK 

Cloud for Good helped set up one 
client, Reading Partners, with 
Salesforce's Einstien Analytics to 
better understand their data, metrics 
and the impact this information had 
on their organization. Lola McCall, 
Salesforce Administrator for Reading 
Partners said, “We’re now able to look 
at the data and ask how and why 
questions to drive impactful program 
and community decisions. How does 
diversity in tutors affect the success 
of our students? Why are there more 
inactive tutors at one location over 
another? The dynamic nature of 
Einstein Analytics dashboards allows 
us to dig in deeper and ask and 
answer more complex questions.” 
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GET EXECUTIVE BUY-INTIP 2:

Every new implementation will have 
champions, or at the very least acquiescent 
power users. But the greatest challenge to 
adoption is most often end-user resistance.  

That’s why the most critical variable for 
the success of a new implementation is 
the support of your executive team or 
executive sponsorship. Whether the new 
implementation is a tool or a process, 
successful adoption is greatly influenced by 
whether the end users perceive importance, 
value, and visibility of the initiative by your 
executive team. If it is immediately and 
consistently perceived by end users that the 
executive team believes in the importance 
of the new initiative, clearly communicates 
metrics/objectives, is regularly checking 
in and monitoring progress, and uses the 
new tool or process as a part of their own 
management, then end users will be engaged 
and understand the value. 

We’ve all run into situations where executive 
sponsorship comes down to “do it because 
we say so,” but far more often executive 
sponsorship includes: 

• Visibility of the executive team 
at the project kickoff, major 
milestones, and go-live. 

• Explanation from the executive 
team of how the new initiative 
will enhance the business. 

• Engagement of the executive team 
with non-executive stakeholders 
during implementation and go-live. 

• Expectation setting by the executive 
team on metrics, inputs, and outcomes. 

• Modeling by the executive team within 
the new initiative; as an example, many of 
the successful Salesforce implementations 
we have seen include an executive team 
that displays Salesforce dashboards during 
team meetings, or who use Chatter for 
collaboration and announcements. 



5

TIP 3:

At Cloud for Good, we use an 
iterative approach to our client’s 
implementation to increase user 
adoption. By using this approach, 
we are able to deliver Salesforce 
implementations more quickly 
while being nimble and flexible as 
requirements change. Our clients 
go through two-week sprints that 
allow us to deliver usable features so 
they can provide real-time feedback 
during the implementation.  

Our goal is to be a long-term 
strategic partner with all our 
clients, and to that end we not only 
provide post go-live support and 
training on every implementation, 
but also offer managed services 
depending on the clients' needs .

Once you have your executive buy-in, it 
is time to communicate your plans to any 
key players who need to be a part of the 
implementation, as well as any individual 
who may be a user of your new Salesforce 
instance and corresponding technology.   

Your new CRM is not going to “fix” broken 
processes or enforce the processes that have 
yet to be implemented. If you are changing 
the way your process gifts, enroll students 
into programs or sign volunteers up for 
shifts, you should spend time with your team 
to make sure that they understand those 
changes and the implications this change 
may have on their work. Your new technology 
is not going to achieve your organization’s 
goals, it is going to enable your team with the 
tools and knowledge to achieve them. 

When we think about change management 
we like to consider three building blocks: 

• Toolset – What supporting materials do 
your employees need to help them use 
the new technology?  

• Skillset – What new knowledge and 
skills do they need to learn in order to be 
proficient in the new processes? 

• Mindset – How do you motivate your team 
to adhere to new processes and tools vs. 
continue with the existing behaviors?  

COMMUNICATION AND USER ADOPTION 
ARE KEYS TO A SUCCESSFUL SALESFORCE 
IMPLEMENTATION 
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TIP 3: COMMUNICATION AND USER ADOPTION ARE KEYS TO 
SALESFORCE IMPLEMENTATION SUCCESS

Common Sense Media turned to 
Cloud for Good for their role out 
of Salesforce across 7 different 
departments. “Our teams worked 
well together and as we progressed 
through the implementation 
process, we realized that we would 
need more than just a Salesforce 
Administrator. The training 
provided by Cloud for Good was 
thorough and their assistance was 
instrumental in Common Sense 
assembling an actual internal 
Salesforce team and instrumental 
in user adoption,” stated Omar 
Khan, CTO, Common Sense Media. 

The way you communicate around the 
implementation should be positive and 
reflect the value that the new tools can 
bring to your organization. Make sure you are 
including your team in different aspects of 
the implementation (from selection through 
adoption).  Each user will bring a separate 
set of skills and will be able to provide 

feedback on different areas or ways the tool 
is being used. The more people feel like they 
were involved the more likely they will be 
able to adapt and even champion the new 
technology.  Your implementation should be 
by the people for the people. Any changes you 
implement are being done with the team, not 
to the team.
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It is important to remember that a tool should 
never define or drive your business processes; 
rather, a tool should facilitate, support, and 
automate your business processes. 

One of the best ways to make sure 
this happens is to visually map out 
your business processes so that critical 
points for notifications, hand-offs, alerts, 
interdependencies, and process parallels are 
easily seen. You can do this manually, or use 
one of the many technology tools that are 
available. 

Then you can analyze your current business 
processes and determine if modifications are 
needed to increase efficiency. We often have 
customers who include inefficient processes 
in their requirements, but further discussion 
often reveals that the process was created 
due to limitations of their current tools. 

When analyzing your business processes, we 
recommend that the discussion of solutions 
be kept out of the conversation initially; the 
focus should be on what you need rather than 
how you are going to get to the goal. 

Involve your stakeholders in the build-out 
and review of your business process maps. 
Oftentimes there are nuances to one or more 
business processes that only a minority of 
your end users are aware of or familiar with. 
It’s also helpful to include both champions 
for change and those who are perceived as 
resistant; in our experience, those who resist 
often uncover far more about your current 
process than even the champions. 

BUSINESS PROCESSES SHOULD DRIVE 
YOUR TECHNOLOGY SELECTIONS TIP 4:
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Nothing sinks a new implementation faster 
than bad data. Users and implementation 
project leaders will quickly lose faith in the 
tool if incomplete, incorrect, or irrelevant data 
is present, not only for the final migration but 
also for ongoing integrations and data entry.

DATA “DO’S” 

• Do focus on data quality. Put a great deal 
of effort into data cleansing and task-
specific users with the cleanup process. 
Focus not only on de-duplication but also 
data quality including completeness and 
adherence to data policies that you wish 
to implement and enforce in the new tool. 
For example, you might enforce complete 
contact names (Mary Unknown is not 
a valid contact) or have a requirement 
that every contact associated with an 
Opportunity/Donation must have a 
Contact Role. If you start with clean data 
and a clear data governance policy, you 
won’t need to manually update thousands 
of records once you implement your new 
technology.

• Do assess data for usage and 
appropriateness to current business 
processes and reporting. Changing 
technology tools is analogous to moving 
your family’s home; ideally, you will not 
pack up every single item in your old 
home and move it to your new home. 
You’ll purge and recycle those items you 
no longer need or want. You’ll want to 
review your data in the same way so that 
you start with only relevant data in the 
new tool. 

• Do create a data map that identifies 
each object’s relationship as well as 
each field’s data type (text, picklist, date, 
number, etc.), precision or length and 
security requirements. Also, consider the 
interdependencies of data and process 
(which is the driver and which is the 
result, for example). 

• Do have a data management strategy to 
moderate and maintain clean data over 
time. Make sure to set clear goals and 
assign responsibility.  

CLEAN UP YOUR DATA PRIOR TO 
IMPLEMENTATION TIP 5:
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TIP 5: CLEAN UP YOUR DATA PRIOR TO IMPLEMENTATION

DATA “DONT’S” 

• Don’t bring over unnecessary or irrelevant data. Far too often 
we have seen organizations put tremendous staff hours (and 
consultant hours) into the migration of severely aged data that is 
not required for compliance nor for regulatory purposes, only to 
hear months or even years after go-live that the data has never 
been accessed.  Be honest about the accuracy of that data and 
the organization’s ability to make decisions based on the data –  
If you can't, do not bring the data and change the process  
moving forward so that you can make more informed decisions 
from the data. 

• Don’t create data requirements and validations as substitutes for 
process, management or end-user training. 

◦ As an example, there was a customer whose administrator 
was hearing complaints from the fundraising team that they 
were not getting timely notification of new won donations. 
They needed this data to plan their acknowledgment process. 
The system administrator’s solution was to enforce an 
approval process before any donation could be closed as won.  
While this process worked for their team, there are far more 
efficient options available. A better solution would be to 
create a workflow rule to notify the fundraising team when a 
donation record reaches a certain stage and then again when 
the donation is won. 

◦ We often see marketing teams struggling with incomplete 
prospect data. They are unable to qualify those prospects 
because they have no means of contacting them to follow up. 
In this case, the system administrator required both the email 
and phone fields on the lead page layout. What they later 
learned was that many leads were never entered because 
users had an email or a phone number, but not both. A more 
effective solution would be to create a validation rule that 
requires all new leads to have a phone number or an email – 
not both. 
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Using Salesforce, Cloud for Good 
was able to help Duke Health 
Development and Alumni Affairs 
replace time-consuming, manual 
business processes with a more 
nimble approach. Suzanne Sopa, 
Executive Director of Annual Giving, 
notes, "Our Major Gift Officers 
receive a notification directly 
from Salesforce when one of their 
prospects has a new clinical event. 
We’ve replaced the business process 
of manually sending these updates 
to the Major Gifts’ Team, in favor of a 
streamlined, easily accessible one." 

Automating your business processes can have 
an immediate impact on your organization’s 
efficiency.  Automation can replace manual 
processes on a range of actions including: 

• Approval Processes (for example, 
approval of a new volunteer job prior 
to posting to an external website). 

• Workflows based on certain created 
or edited records that result in: 

◦ Email notifications to users  
or contacts. 

◦ Field updates (a change in one field 
causes an update to another field). 
Task creation (a change on a record 
causes a task to be created for a user). 

• Triggers that either make updates to 
other related records or possibly even 
the creation or deletion of related 
records by using pieces of code that fire 
when a record is added or changed. 

• Validation rules, which allow 
organizations to enforce data rules 
such as “contact must always have 
either an email or a phone number.” 

• Assignment Rules for Cases and Leads. 

• Escalation Rules for Cases. 

• Auto-response Rules for Cases and 
Leads that come in through the web. 

• Formula fields allow organizations to 
display data from one field, possibly 
on a related object, in a second field. 

AUTOMATE YOUR BUSINESS 
PROCESSES WHEN POSSIBLE TIP 6:
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Whenever you implement a new tool or 
business process, you need to consider 
both the usability and the scalability 
of the technology. You want your tools 
and processes to be able to grow and 
change with your organization so that 
you don’t have to keep replacing them 
every time your organization is in flux.  

Usability considerations include the flow of 
data on a single page, as well as the flow of 
data from one page to another, the ease of 
search, navigation, identification of critical 
data on a page, visual alerts and minimization 
of clicking and scrolling. Here are a few 
examples when thinking about your CRM: 

• Always build pages with the expected 
user in mind. Think about what they 
are trying to accomplish and give them 
what they need to get the job done. 

• When configuring a page layout, consider 
your users’ data entry experience. Will they 
typically click the edit button and tab from 
field to field? If so, make sure to place your 
fields and set your tab sequence in a way 

that flows so, if we think of a Contact page 
layout, we would enter First Name » Tab » 
Last Name » Tab » Title » Tab » Phone  » 
Tab » Email. It wouldn’t naturally flow if 
you put other fields in between the name/
title fields and the phone/email fields. 

• Don't put too much information on a 
page. In Lightning Experience, think 
about using custom pages to provide 
specific, functional single-page 
applications that are task-oriented. 

• Minimize the repeatable data that users 
must enter; if you always want every 
donation name to include the current 
year and a special word or phrase, 
create a workflow rule that runs on 
every created Campaign and appends 
the current year plus your special word 
or phrase to the beginning or end of 
the user-entered donation name. 

• Use consistent styling when building 
Lightning Components.  Use the Salesforce 
Lightning Design System (SLDS) to provide 
a Salesforce-consistent styling experience. 

CONSIDER YOUR TECHNOLOGY’S 
USABILITY AND SCALABILITY TIP 7:
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TIP 7: CONSIDER YOUR TECHNOLOGY'S USABILITY AND SCALABILITY

For Cloud for Good client, Urban 
Institute, Salesforce's Marketing 
Cloud was a solution that was able 
to replace the work of three legacy 
email systems.   "Email newsletters 
are a primary way we send our 
messages and deliver insights. We 
absolutely had to have an email 
platform that would scale to meet 
our growth, allow better constituent 
insights, and deliver exactly the 
right message” David Connell, Senior 
Director of Digital Communications. 

When implementing a new Salesforce 
instance, it is important that you leverage 
the feedback from early adopters before 
rolling it out to the entire organization.  

At Cloud for Good, we take an iterative 
approach delivering a minimum viable 
product (MVP) to early adapters, test 
the product and take user feedback into 
consideration when developing the 
final product. The prototype can then 
be iterated to deliver the impact and 
value you planned to achieve when 
you started your implementation.  

Scalability is, in our opinion, even more 
critical. When you are making usability 
decisions, make certain to also think 
about scalability; is the solution you 
have developed to address a usability 
issue going to be sustainable as the 
number of users and the complexity in 
your organization grows and evolves? 



13

Your organization needs a partner you can trust. One that 
understands and exemplifies the transformational impact of 
Salesforce. Cloud for Good aims to be that partner now and for many 
years to come. 

Over the past decade, Cloud for Good has worked with some of the 
most recognized organizations around the world to implement, 
optimize and grow their impact using Salesforce. We've got the 
Salesforce knowledge to help your organization implement any 
cloud and we do so with the experience that comes from over 1,500 
Salesforce implementations. 

We're also a socially-conscious organization. In addition to achieving 
accolades like being a certified Great Place to Work and ranking on 
the Inc. 5000 list 5 years in a row, we're also a certified B Corp and 
have committed to the Pledge 1% movement.

We'd love to help you with your Salesforce implementation.  
Contact us today to learn how you can create transformational value 
with Salesforce.    

855-536-1251

info@cloud4good.com

www.cloud4good.com

 

This eBook highlights best practice recommendations for implementation of new technology, including 
considerations for executive sponsorship, business processes, data, automation, usability/scalability, and 
analytics. Based on our customers’ success stories and lessons learned through thousands of implementations, 
Cloud for Good can help you navigate all the options when looking at implementing a CRM solution on the 
Salesforce platform. 

CONCLUSION


