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Introduction 
Governance is the result of an accumulation of decisions, actions, and 

planning that is unique to your team, department, and organization. 

Some professionals are actively involved in defining governance in their 

organization; others have received the benefits of a governance 

implementation. 

Within the Salesforce context, the components that comprise a 

governance program fall into four major categories: 
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Introduction (cont.) 
Center of Excellence (CoE):  The process of managing governance. 

Change Management: The process of managing change within the overall 

program or project lifecycle – from collecting Business requirements 

through go-live in production. 

Org Strategy: The design and structure of the foundational “orgs” or areas 

where the customer’s Salesforce applications will reside and run. 

Technical Governance: The guiding principles for effectively developing 

the technical aspects of Salesforce. 

All of these components work together to create a cohesive and 

successful governance program.  

A Center of Excellence is focus of this document as it is an area where 

many organizations struggle to build well-defined and effective structures. 

We will continue to address the other pillars in future posts and 

publications.  
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Why Do I Need Governance? 
“How do we manage the day-to-day and future enhancements work for 

our Salesforce implementation to ensure it thrives for years and 

iterations to come?” The answer to that is governance. 

Governance: that sounds a bit scary and looming, but it doesn’t have to 

be. As we continue to dive into the use cases and best practices for 

developing a Center of Excellence (CoE), we’ll focus on using governance 

as a method of management for your Salesforce instance and programs.  

Governance is accountability – making sure that your organization and 

Center of Excellence are aligned to ensure the future success of your 

Salesforce implementation. Think of Governance like the sheriff ensuring 

things don’t go astray like the wild, wild West of your business processes. 

Just like with a Center of Excellence, there is a spectrum of governance 

that you can engage with based on your mission. Speaking of our vision, 

that’s one of the very first things to establish when managing with 

governance. Define a clear goal or vision for your organization and your 

use of Salesforce, and let this be what you refer back to throughout the 

decision-making process. At Salesforce, we use the V2MOM framework to 

help us align with our values, vision, methods, and more.

https://trailhead.salesforce.com/en/modules/manage_the_sfdc_organizational_alignment_v2mom
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Why Do I Need Governance? (cont.) 
Picking the Perfect Team 

The success of your governance process relies on assembling the 

proper team. For some organizations, your team may be as small as 2 

people; others may have a more formal engagement with up to 10. 

Wherever you’re at, align your team with your organization to achieve 

maximum results. Organizational stakeholders must be a part of your 

Center of Excellence; this could mean your Executive Director, CEO, 

COO, Directors or Business Units. To ensure everyone’s voices are 

being heard, gather a reasonable sampling of your organization 

including technical staff, business process owners, and end-users. 

Aim to build a diverse team: If you do not intentionally include, you 

may unintentionally exclude. Your Salesforce Administrator is a 

necessary member of the team, as they will be implementing the 

decisions.  

Once you have your dream team assembled, you can now start to 

implement some best practices for governing a Salesforce instance.  
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Why Do I Need Governance? (cont.) 
Design Standards 

After you clearly define your vision, you can now define design 

standards associated with it. By putting into practice clear and 

compatible standards, you can ensure that all modifications align 

with your vision and aren’t in competition with one another. What are 

some good examples of a design standard?  

• Clear naming conventions, e.g. all custom Salesforce fields/objects/

classes get appended with the 3-digit code of the business unit that 

made the request 

• Defined use of the description field, e.g. all description fields 

contain the name of the business unit that requested it and also 

provides links to any other dependencies 

• All custom classes and triggers are annotated with plain English 

explanations of logic and executions, e.g. “//This Trigger exists to 

update the Email_Is_Bounced__c field on the Contact record when 

an email is recorded as bounced in our marketing platform” 

• Documentation uses a standard template and includes at least 1 

image 
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Why Do I Need Governance? (cont.) 
Design Standards (cont.) 

Make sure you document your design standards in an easily 

accessible area for users to reference, and audit Salesforce regularly 

to ensure compliance with these standards. 
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Why Do I Need Governance? (cont.) 
Release and Deployment Strategy 

Determine your release strategy. Salesforce updates the platform 

three times per year: Spring, Summer, and Winter. You need to create 

your own your internal release strategy that includes ensuring 

compatibility with new core features, along with pushing out your 

own enhancements and updates. The Salesforce Release Strategy 

Trail is a great place to start. Having a consistent release strategy 

allows you to communicate to users in a timely and effective manner. 

This will also ensure you create or refresh sandboxes in time for pre-

release versions. A consistent cadence for internal releases will help 

users build trust and foster adoption of Salesforce. When users 

expect changes to come and feel prepared for them everyone is 

happier. Another best practice to consider is including an area in your 

communication that thanks users who contributed ideas for 

enhancements, just like Salesforce does in every release (You Asked 

For It!).  

https://trailhead.salesforce.com/modules/sf_releases
https://releasenotes.docs.salesforce.com/en-us/spring18/release-notes/rn_you_asked_for_it.htm
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Why Do I Need Governance? (cont.) 
Release and Deployment Strategy (cont.) 

Along with your release management, you also need to define how 

you will create, test, and deploy these changes. Make sure to develop 

and test in a sandbox and deploy changes safely following something 

similar to the recommended/typical deployment lifecycle.   

https://trailhead.salesforce.com/en/modules/app_deployment/units/app_deployment_sandbox
https://trailhead.salesforce.com/modules/app_deployment/units/app_deployment_intro
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Why Do I Need Governance? (cont.) 
Prioritize 

In a larger organization, your Center of Excellence will need to meet 

in a timely cadence to prioritize the backlog of enhancements and 

feature requests. Because this group understands the needs of each 

business unit and the vision of your organization, they will be able to 

determine the most strategic order of completion of projects in your 

backlog. Consider implementing a transparent ticketing/request 

system, such as Jira, Confluence or Slack, for the management of new 

requests and to encourage users to engage. Publish the decisions 

made and timelines for project completion where end-users can see 

the results of the decision-making process. Though some may be 

unhappy to see their projects later in a timeline, it will help your end-

users to see the organization’s vision implemented and have clear 

expectations on the future.  

Now that you’re more comfortable with the idea of Governance, 

remember to be transparent and allow users to consume information 

about the “hows” and “whys” to help foster collaboration and 

success. 
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Why Do I Need a Center of Excellence? 
“We’re going to spend a significant amount of time, effort, and 

investment to make our Salesforce implementation the best it can 

be. How do I ensure it’s agile, running efficiently, meeting the 

needs of my staff?” 

Have you ever had a project run over budget? Had issues convincing 

your users to adopt new functions? Had challenges working with 

multiple partners? Fallen behind your schedule due to a lack of 

decision making? 

If any of the above apply to you then you may need to build, or 

evolve, your Center of Excellence.  

Exactly why you need a Center of Excellence at your organization will 

be driven by many factors including your size, ambition, and 

Salesforce footprint. In some cases you may not even need this to be 

a formal group; but whether you are a startup organization using 10 

free licenses or a nationally recognized enterprise, defining the vision 

for your CRM and planning for its future should always be at the heart 

of your decision making.  

http://www.salesforce.org/nonprofit/power-of-us/eligibility-guidelines/?utm_source=blog&utm_medium=website&utm_campaign=
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Why Do I Need a CoE? (cont.) 
Define Your Vision — What Is Salesforce to You? 

At its core, Salesforce is a constituent relationship management tool. 

That means it exists to track the people you work with, your 

relationship to them and the key activities that you can use to further 

that relationship. The features and functions you layer on top of that 

(fund development, recruitment, event management) are additions 

and extensions to that core. Your vision has a direct impact on how 

your instance will be used and, ultimately, how successful you will be.  

Vision Spectrum: 

While there is a lot of middle ground, the above spectrum represents 

two divergent models; where you land between these two can deeply 

impact the long-term success of your projects.  

1.) Salesforce is a CRM and that is all it should be. It will hold only 

required CRM data. This will allow you to scale to virtually any volume 

of records, integrations  and interactions. However, Salesforce will 

likely not be your system of record for any of the data in it, and you 

will not be able to make savings by archiving off legacy platforms. 

http://www.salesforce.org/ask-architect-5-steps-effective-salesforce-data-management-strategy/?utm_source=blog&utm_medium=website&utm_campaign=
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Why Do I Need a CoE? (cont.) 
Define Your Vision — What Is Salesforce to You? (cont.) 

2.) Salesforce can do ANYTHING, and so our goal is to move our 

fundraising, program management, recruitment, event management 

and finance tools onto the platform. This creates a feature-rich 

central environment across your organization and allows you to 

realize cost savings as you end-of-life other tools. However, this level 

of customization is very likely to put stress on the platform, 

potentially reducing performance. With so many teams using the tool, 

it is very unlikely you will be able to meet all of their requirements 

without compromise from across teams. 

Your Salesforce vision directly impacts the design and 

implementation of your Center of Excellence. Because no two 

organizations’ visions are the same, no two Centers of Excellence are 

the same. The goals, processes, and mission that make your 

organization unique should also shape your CoE. This means that 

while this can be a formal group with a written mandate, it can also 

be very lightweight and agile in meeting your needs. Ultimately, you 

do not want to create another layer of unnecessary bureaucracy. Your 

CoE should mirror the evolving requirements of your organization and 

its culture.  

There are consistencies and standards that a CoE can bring to your 

programs that will help to shape success.  
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Why Do I Need a CoE? (cont.) 
Prioritize Across Teams 

With your vision in place, alongside a thorough understanding of the 

implications of your design, a CoE can assist greatly in ensuring that 

the diverging (and potentially converging) views and requirements 

are balanced against your available timelines and resources.  

Streamline Processes 

Many teams in the same organization with the same or similar 

business goals complete their work in very different ways. With a CoE 

in place, it becomes much easier to streamline these processes, 

selecting best practices from across multiple groups and removing 

inefficiencies and methods that have become outdated.  

Plan for Growth 

Planning for growth is essential to ensuring the success of your 

implementation and the evolution of your Salesforce instance. Each 

time that you consider adding new functions, features, teams or 

integrations into Salesforce you must consider the long-term impact 

they will have as you scale. Are these new requests and plans in line 

with your CRM vision and, if so, what would you need to change in 

your platform to accommodate them? A range of business and 

technology experts on your CoE can help you to examine the impact 

of growth and ensure you are ready to expand your usage. 

https://trailhead.salesforce.com/en/modules/manage_the_sfdc_organizational_alignment_v2mom
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Why Do I Need a CoE? (cont.) 
Reduce Risk 

A Center of Excellence will ensure that the decisions made are the 

least risky possible. With an eye towards collaborative success, the 

CoE is responsible for balancing a  wide-range of opinions and 

approaches. It also mitigates the loss of subject matter experts as it 

diffuses knowledge of the system and the decisions that were made 

to reach your current status across a group of individuals and 

departments.  

Beyond the above, there are many reasons that a CoE makes sense 

for your college/university, K-12 district or nonprofit. The content 

above gives an introduction to some of the high-level motivations 

and factors behind the most successful CoEs we have seen at 

Salesforce.org. In this article, you’ll explore content focusing on 

governance, how you implement a CoE and measure its success. 

http://www.salesforce.org/highered/?utm_source=blog&utm_medium=website&utm_campaign=
http://www.salesforce.org/highered/?utm_source=blog&utm_medium=website&utm_campaign=
http://www.salesforce.org/nonprofit
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What Center of Excellence Best Fits My 
Organization? 
You have invested in Salesforce and want to roll this out across your 

entire organization. This might be multiple campuses, schools, 

chapters or departments but it will certainly be different 

requirements and personalities. How can you ensure your project 

goes to plan and, after you launch, that you can continue your 

success in a scalable and reliable way? 

The Solution: Create Your Center of Excellence 

There are several different models for a CoE, many of which have 

been explored elsewhere, but how can you apply these to your goals, 

mission, and history? 
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What CoE Best Fits My Organization? 
(cont.) 
The Solution: Create Your Center of Excellence (cont.) 

 

Consolidated 

You work in a single platform with a shared approach to data, 

constituents, and requirement assessment. While the team has to 

compromise their “ideal state” in some areas the trade off in a unified 

CRM experience shared across your entire enterprise. 

This methodology works well for small to medium institutions who 

are looking to replace multiple legacy tools (recruitment, student 

success and advancement) but who do not necessarily have complex 

or niche requirements.  

This Center of Excellence exists to ensure future scalability on the 

instance and to weigh feature and growth requests against the 

greater good.  
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What CoE Best Fits My Organization? 
(cont.) 
The Solution: Create Your Center of Excellence (cont.) 

 

Federated 

Your needs may differ from group to group, but you share a mission. 

Your organization may have multiple instances of Salesforce but all of 

them share the same data model and overall governance. You may 

even have a “parent” instance which consumes key data from all of its 

children to build a unified CRM.  

This federated model allows select groups to work independently 

while enforcing a strict shared model approach to CRM data as you 

define it. 

Perhaps the most complex of the three models, the CoE has to define 

the vision for Salesforce at the organization and then enforce it 

across multiple user groups while allowing the innovation and 

creativity that comes with the platform. Despite the level of effort 

required, this model allows organizations to truly explore what 

Salesforce can offer.  

A good example can be found here. 

https://www.kent.edu/is/crm/news/salesforce-center-excellence-coe
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What CoE Best Fits My Organization? 
(cont.) 
The Solution: Create Your Center of Excellence (cont.) 

 

Confederated 

You may share a name but, much like estranged siblings, you don’t 

have much in common. You are committed to the success of your 

“brand” but have needs that have more differences than similarities. 

You will forge your own way, perhaps sharing a base data model to 

assist in data reconciliation and assessment.  

This model works very well for extremely diverse organizations 

without a history of sharing and without the need to build a single 

data view/constituent relationship. Each group will likely work in a 

separate instance, operating largely independently.  

Your CoE exists to enable innovation across multiple platforms and 

share best practices with the community. 
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What CoE Best Fits My Organization? 
(cont.) 
So you have found a model, or more likely a hybrid, that fits. Now, 

how do you ensure it will be successful?  

It is tempting to approach any project through the lens of avoiding 

failure, but there is a lot to be said for learning from mistakes of the 

past. Our most successful customers share many of the below 

attributes: 

• A clear vision of what Salesforce is and should be for your 

organization or institution  

• Executive buy-in and understanding of their role 

• Steering committee(s) of trusted peers who can act as conduits for 

their team 

• A regular meeting cadence and commitment to the purpose of the 

CoE 

• Open and clear communication driven by the committee’s charter, 

not departmental/school priorities 



GOVERNANCE AND CENTERS OF EXCELLENCE 22

How Do I Build a Center of Excellence? 
When building your Center of Excellence, it is important to keep in 

mind that a CoE is (1) made of people, (2) guided by a charter, (3) 

manifests in meetings, and provides output in the form of (4) critical 

decisions and (5) other deliverables. A final key concept is that your 

CoE can (and should!) grow to meet your needs.  

People and Their Roles 

Everyone in your organization that leverages Salesforce will engage 

with the CoE, and a select subset of those individuals will engage 

with defined roles. Understanding the key roles in a CoE is critical to 

finding the right people to build your CoE; finding the right people 

that make up your CoE is the most important part of this process. 

The CoE roles and responsibilities defined below should be 

considered through the lens of your culture, current and planned 

staffing, and the initial scope your CoE will address. Your team will 

have flexibility in the exact definition/scope of the roles assigned, but 

keep in mind that the responsibilities listed need to be addressed for 

your Salesforce program to be successful.  
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How Do I Build a CoE? (cont.) 
People and Their Roles (cont.) 

COE Role Responsibility

Executive Sponsor Define organizational strategies, program vision and Program Charter 

Define metrics of success, value drivers and KPIs 

Establish cross-functional partnerships: Legal, Compliance, Risk, IT, etc. 

Identify obstacles, create guiding principles, plan mitigation strategies 

Set priorities and steer team decisions based on your goals and mission  

Final tier for issue escalation and resolution

Program Owner Chair Platform Governance and Risk Management  

Ensure program execution maps to the enterprise strategy 

Assess business capabilities needs with platform alignment, capacity allocation, 
scheduling and budget, and resource management  

Responsible for overall implementation strategy and planning, drives program 
execution  

Establish cross-functional team with regularly scheduled meetings to optimize and 
evolve the usage of Salesforce across the enterprise 

Define success criteria and key for metrics for Executive tracking 

Third tier for issue escalation and resolution 

Steering 
Committee: 
Business

Participate in driving functional requirements / user stories, and user experience  

Collect user feedback and ideas for consideration 

Represent the business in the program process, new functionality demo sessions, 
and testing cycles 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How Do I Build a CoE? (cont.) 
People and Their Roles (cont.) 

COE Role Responsibility

Steering 
Committee: 
Architecture

Responsible for a scalable unified design and assuring adherence to enterprise 
architecture, integration, data, security, application, and code standards 

Maintain architectural integrity of the application by accepting or rejecting individual 
solution designs 

Gain support of enterprise architecture team for enterprise level design approaches  

Guide the design of the enterprise data model, ensuring data integrity is maintained 
for the Salesforce platform, and consult with project data leads on any issues/
decisions related to data model 

Provide functional architecture strategy and guidance  

IT-specific focus 

Provide guidance on enterprise security policies and standards 

Oversee and own non-Salesforce security architecture  

Steering 
Committee: 
Release 
Management

Assure a unified plan and approach to Salesforce releases, eliminating conflicts and 
gaps across multiple projects and workstreams 

Authorize environment creation, access, and use based on CSUF environment 
strategy 

Responsible for configuration, code, and manual steps to support release 
management 

Responsible for identifying and assuring use of technical deployment tooling (e.g. 
GIT, Jenkins) 

Provide best practices for overall quality assurance 

Review testing approach for each work stream, and assure adherence to CSUF 
enterprise standards  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How Do I Build a CoE? (cont.) 
People and Their Roles (cont.) 

COE Role Responsibility

Steering 
Committee: 
Change 
Management

Create Executive Sponsorship communication plans 

Determine stakeholders and create engagement plans 

Lead training and communication to champions and end-users 

Enterprise content curation, management or notification 

Track Program Charter success metrics / KPIs  

Drive awareness & business readiness 

Manage end-user value: gather feedback and new ideas 

Build momentum – share success stories and reward budding champions

Steering 
Committee: 
Support

Understands implementation details and functionality in order to take over 
application support 

Conducts knowledge transfer sessions with architects and release management team 
to understand artifacts being released 

Defines support model and SLAs for application and user support

Product Owner Owns the solution requirements/user stories and is representative of all the 
stakeholders on a project 

Responsible for clarifying and prioritizing user stories, making decisions where 
necessary, facilitating communication between implementation team and project 
stakeholders and steering committee, and ultimately accepting or rejecting delivered 
user stories 

Second tier for issue escalation and resolution
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How Do I Build a CoE? (cont.) 
People and Their Roles (cont.) 

In addition to the individuals above, non-CoE members will engage in 

a variety of ways. These roles can be assigned informally or formally. 

When considering role assignment, remember roles help ensure the 

right input is available, and also prevent the actual CoE from being 

overrepresented by a single department, or becoming too large. 

Other Roles Engagement Process/Responsibilities

Subject Matter 
Expert

During an implementation of Salesforce, these experts will provide invaluable insight 
into the usage of the existing systems that are to be replaced or augmented by 
Salesforce; following the implementation, they will provide insight on how Salesforce 
tools are being used 

Will work with members of the CoE, often from a specific Committee (e.g. Business, 
Change Management) 

Will also have project related work (e.g. User Acceptance Testing) 

Salesforce Power 
User / Champion

Provide energy and enthusiasm to their coworkers, both slowing the decent and 
accelerating the rise through the change curve  

Understand enough about Salesforce to serve as a front line of support for their 
departments 

Serve as a liaison to Committees when needed 

Often these individuals emerge organically, but the CoE leadership should look for 
ways to foster  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How Do I Build a CoE? (cont.) 
People and Their Roles (cont.) 

Other Roles Engagement Process/Responsibilities

User Group 
Member

Meet regularly to understand changes planned for the Salesforce program  

Responsible for providing honest feedback about challenges 

Provide tips and tricks to other members; the best of these may be incorporated into 
official training  

Salesforce Power Users should be leaned on to lead these User groups 

Business User Should be aware of the CoE and how to access resources related to training, 
feedback, and roadmap 

Are focused on doing excellent work to serve your constituents (Salesforce is seen 
simply as a tool for their work) and may not take advantage of resources or be as 
forthcoming with ideas / criticisms. 

Should be kept in mind as the “customer” for the Change Management and Support 
committees. 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How Do I Build a CoE? (cont.) 
People and Their Roles (cont.) 

On the next page is an example of a CoE filled out with individuals. A 

few things to note:  

• Some of the roles are still listed as TBD; this is a reality that your 

institution may face, but it should not prevent you from moving 

forward. 

• Emily Engagement is a member of both the Business and Change 

Management committee; sometimes staff do have to wear multiple 

hats – as long as Emily understands the responsibilities of each role, 

this is fine. 

• Both Salesforce and the implementation partner have 

representation. Some of these roles may be transient as those 

engagements end. 

• Although central IT has a prominent role, it does not dominate the 

CoE.  

• This example assumes that the initial implementation focuses on 

fundraising, which is why Oliver Organized is the Product Owner. In 

the future, multiple “Business Owners” may report up to one 

Product Owner as additional departments engage with Salesforce. 
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How Do I Build a CoE? (cont.) 
People and Their Roles (cont.) 
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How Do I Build a CoE? (cont.) 
Program Charter 

Identifying key members of your CoE before constructing the charter 

may feel a bit like putting the cart before the horse. But, if you will 

forgive an oft-used metaphor, these horses get to build the cart that 

they will be pulling. 

The charter should define the roles within your CoE; use the 

examples provided as a starting point, but make sure to contextualize 

to your organization. This will likely include additional 

responsibilities, especially as they relate to your mission. 

When drafting the charter, remember that a critical reason for a CoE 

is to empower your organization to make decisions, quickly. This 

means that you must explicitly define what is within the purview of 

the CoE, and at what level. Some decisions can be made at the 

Project level, some at the Committee level, some at the Program 

Management/Steering Committee level, and some will be reserved 

for the Executive Sponsors. After empowering the right people to 

make the decisions, a regular meeting cadence should be called out 

in the charter to ensure that these decisions will be made without a 

delay to the project, on a schedule that can be communicated to your 

key stakeholders. 

A well-defined charter will guide the work of the CoE, and also prove 

invaluable for making complex conversations clearer. The charter 

justifies who has a seat at the table, decision-making processes, and 

resource allocation. 
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How Do I Build a CoE? (cont.) 
Meetings 

Regularly occurring meetings provide the lifeblood of the CoE; as 

mentioned above, their cadence should be defined in the Program 

Charter. The table below provides an overview of the types of 

meetings and a suggested cadence; additional details and sample 

agendas are provided in the chapter titled “How do I Run a Center of 

Excellence?”. Note that regular project related meetings (e.g. 

meetings with your SI to track the implementation) are not included 

in the Charter. However, the CoE will evaluate the output of those 

meetings and provide critical guidance. 
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How Do I Build a CoE? (cont.) 
Meetings (cont.) 

Meeting Overview Attendees Commitment

Program 
Management / 
Steering 
Committee 
Engagement

Engagement with key 
decision makers across all 
parties to ensure alignment 
on critical aspects of the 
project as defined by CoE 
focus areas. Provide updates 
to Program Owner for use in 
Executive Management 
Engagement meetings

 - Steering Committee (ensure 
representation from each Focus 
Area) 
 - Optional: Project Managers from 
in-flight projects 
 - Others on an ad hoc basis, 
 depending on agenda

1 hour, 
biweekly

Executive 
Sponsor 
Engagement

Executive engagement to 
provide updates on project 
status and discuss/resolve 
key risks, issues, and 
decisions

 - Executive Sponsors 
 - Program Owner 
 - Others on an ad hoc basis, 
 depending on agenda

Starting at 1 
hour, then 
reducing to 30 
minutes, 
monthly

CoE Focus Areas Program Steering Committee 
members will identify a 
cadence for their focus areas 
(Business, Change 
Management, Architecture, 
Release Management, and 
Support) to assure alignment 
across development 
workstreams

 - Steering Committee Focus Area 
members 
 - Others on an ad hoc basis, 
 depending on agenda

As scheduled 
by each Focus 
Area
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How Do I Build a CoE? (cont.) 
Decisions and Other Deliverables 

As you complete the steps above, it is vital to keep in mind that the 

CoE exists to make informed decisions quickly, and provide a solid 

foundation that enables Salesforce technology to achieve your 

mission. Keeping this in mind will help you recruit the right people, 

draft the right charter, and establish the right expectations for 

meetings.  

Many key decisions will be made during the course of the meetings 

described above, ensuring your implementation teams are able to 

move ahead efficiently. Some decisions won’t be made immediately, 

such as funding or technical considerations. When this happens, 

remember to lean on the Executive Sponsors or Focus Areas (e.g. 

Architecture for a technical question, Business for a conflict regarding 

how a tool will be used).  

In addition to making and documenting decisions, the CoE 

(especially the Focus Areas) will be tasked with providing other 

deliverables including: 

• Technical standards from the Architecture team 

• A communication plan from Change Management 

• Policies on use from Business 

The Program Management / Steering Committee will also be 

responsible for updating the Program Charter itself. 
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How Do I Build a CoE? (cont.) 
Growing to Meet Your Needs 

A final idea to consider when building out your CoE – you don’t need 

a complex CoE framework from the start. The example above was for 

a large implementation across development, marketing, and program 

operations; your initial rollout maybe much less complex. However, 

that is not a reason to wait; the earlier you establish a CoE, the better 

you will be able to direct its growth, and the growth of the Salesforce 

program it supports. Starting with a Steering Committee dedicated to 

the project, and committed to considering the Focus Areas, will pay 

dividends down the road. 
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How Do I Run a Center of Excellence? 
In the “How to Build a Center of Excellence” section of this 

document, you learned to  establish the project Charter, detailing 

roles and responsibilities of the attendees and cadence of the 

different meetings. Now you need to get your CoE up and running. 

As mentioned previously, the CoE can be made up of several different 

meetings coming together under the banner of CoE. If your 

organization has already established practices on how meetings are 

run, then the CoE should fit nicely into your practices. If not, detailed 

below are some elements you should consider. 

Logistics (a.k.a. Who’s Bringing the Donuts?) 

Though this is sometimes an afterthought, establishing where 

meetings will be held ensure everyone knows where to go and when. 

Remember, your CoE may include attendees from other campuses/

offices, or may include partners. Also, some attendees may need to 

attend remotely. 

Ensure agenda and any other reading materials, such as status 

reports, are distributed well in advance of the meetings to give time 

for adequate review. Ideally use an online collaborative tool, such as 

Quip, to store all documents in a shared repository. 
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How Do I Run a CoE? (cont.) 
Agenda 

The key to running a successful meeting is to establish the agenda. 

Below are some sample agendas we have used in the past. The bulk 

of the time, and therefore focus, of these meetings is on resolving 

issues to keep teams aligned and moving forward. 
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How Do I Run a CoE? (cont.) 
Agenda (cont.) 

Program Health Review 

Always start by reviewing the current health of the program. Confirm 

that elements such as the scope, schedule, and resources are still on 

track. If things have veered in the wrong direction, note that here and 

place them on an issues list for discussion during that portion of the 

meeting. 

Action Items 

Report on and update action items from the previous meeting. Keep 

this brief; you shouldn't discuss items already covered in previous 

meetings. Responses here should be “done” or “not done” or “let's 

discuss this during the issues part of our agenda.” 
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How Do I Run a CoE? (cont.) 
Agenda (cont.) 

Project Status 

Review any status reports from project teams. Status reports are 

important to ensure transparency and visibility and should highlight 

any realized or potential risks. They are an important resource to feed 

into the CoE to keep the groups informed. A status report is typically 

a single page document, detailing; 

Current status 

Upcoming tasks 

High-level risks 

High-level issues 

Any decisions required, etc 

The document should provide a Red/Amber/Green status for each of 

the items, as an example. 
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How Do I Run a CoE? (cont.) 
Agenda (cont.) 

Issues 

The bulk of the meeting should be a discussion around the issues 

that have been identified. Issues should be defined, problems 

explained, changes prioritized, and enhancements justified If needed, 

a separate focus group should be established to investigate with 

Subject Matter Experts (SMEs) and report back to the CoE. Don't 

expect to have an answer to all of the issues at the moment! 

Log all the issues discussed, along with actions, decisions, priorities 

in a document that can be distributed to all the CoE members and to 

the wider organization. 
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How Do I Run a CoE? (cont.) 
Agenda (cont.) 

Recap 

Finally, always have a review of the actions at the end of your meeting 

so everyone is aware of the outcome. 

Performing the timekeeping for meetings like this is crucial, and is a 

skill in itself, to keep attendees  engaged. 

A few other points to consider in your meetings: 

• No questions are stupid – if people don't understand, encourage 

them to ask 

• Consider a quorum – for those times when decisions need to be 

made, state how many people need to be in attendance to make 

them 

• Bring Treats -  keep people happy to attend 

It's important to understand that the CoE exists even outside of these 

meetings. Consider a process where guidance, expertise, and 

prioritization can be provided by the CoE at any time. Additionally, 

collaboration is an important part of the CoE so consider using tools 

such as Chatter to make the CoE accessible, transparent and open to 

all. 
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How Do I Know My Center of 
Excellence Is Working? 
In measuring success, we have come full circle. In our first chapter, 

we briefly touched upon key concepts adopted by most successful 

Centers of Excellences - a vision for what you aim to achieve. It is 

impossible to achieve success until you know where you want to go, 

and impossible to assess progress unless you know where you came 

from. Having said that, how can you tell what has worked, what hasn't 

and, is your CoE worth the investment? 

Unlike in some large private corporations, it is rare in the nonprofit or 

higher education world to have a CoE that consists of full-time staff 

dedicated only to that role. With Centers of Excellence members 

usually wear multiple hats, participation in the CoE itself is rarely the 

sole responsibility for the delivery of key performance indicators 

(KPIs), such as a reduced drop-out rate, increased major giving 

portfolio. It can be frustratingly hard, and in many cases impossible, 

to assign a single ROI value to a CoE.  

That is not to say, however, that its value cannot be measured or that 

it should not be held accountable for delivery. There are a few key 

areas that can be both measured: 
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How Do I Know My CoE Is Working? 
(cont.) 
Timelines 

Every project has a desired goal and an overall timeline as a goal. It is 

the role of your CoE to oversee progress and ensure that internal and 

external roadblocks are cleared. This should not be interpreted to say 

that the CoE as a whole is responsible for meeting those individual 

timelines. Instead, individual teams, departments, and even partners 

will be responsible for delivering their pieces on time. However, a well 

run CoE can ensure that the right environment exists for on-time 

delivery. The efficient execution of a project is an excellent measure of 

success.  

Adoption 

Adoption is a clear metric of success for any project and one that relies 

heavily on another of the pillars of governance: Change Management. 

However, just because it is influenced by another process does not 

mean that the CoE has no impact, or that Change Management and 

the CoE should not directly overlap.  

A well-designed project will have included key staff through the 

implementation, many of whom were involved in steering committees 

some even on the CoE. This should ensure that the solutions delivered 

meet the real needs of your end-users, that they are ready and willing 

to change, and that they will see improvements in their own 

deliverables. All of this comes down to a vision for what you wanted to 

achieve and then execution of that vision through your CoE.  
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How Do I Know My CoE Is Working? 
(cont.) 
Budget 

While there is a clear overlap between Budgets and Timelines, the two 

often need to be separate and analyzed independently when assessing 

success, especially in a multi-business unit program.  

It is unlikely that your CoE will set the budget for a project, but they 

should be tracking how you are running against it and, as changes 

occur, helping to prioritize what is dropped or, who has to pay for that 

change.  

It is in facilitating and streamlining these decisions that a CoE can 

demonstrate and measure success. Projects can quickly become frozen 

when budget issues are raised and an effective CoE will be able to 

proactively addresses these questions and ensure progress continues.  
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How Do I Know My CoE Is Working? 
(cont.) 
Redesign 

The nature of implementations and projects mean that they are 

intrinsically driven by the immediate demands and challenges facing 

end-users. That can be for a single team or an entire organization. 

Either way, it is the CoE’s job to recognize that those requests only 

represent a point in time and, while they may be pressing, it is 

important they are addressed with an eye to the future. All too often, 

solutions and processes are designed to meet an immediate need, or, 

even worse, to replicate an old way of working. Inevitably, without 

considerations of the wider impact of these decisions, someone will 

eventually have to re-design, re-build, migrate and re-train.  

It is highly unlikely you will be able to completely avoid any redesign/

re-architecture projects within your programs. however, a well 

structured CoE will ensure those changes are rare and lightweight, 

ensuring greater user adoption and more effort spent on innovation. 
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How Do I Know My CoE Is Working? 
(cont.) 
After Action Reviews 

Less a measure of success and more a methodology for it, After Action 

Reviews (AARs) can be a simple but highly effective way to ensure that 

you learn from each stage of your CoE, project, implementation, and 

program. Many large organizations across the world use AARs with the 

support and commitment of stakeholders. 

It is easy to find time to diagnose what went wrong in a failed 

implementation but there can be a tendency to assume that everything 

went well if the project did not fail. AARs are a way to learn what went 

well, and why as well as what went wrong. Once you have the “why” 

you have a replicable process that you can use over and over again. 

http://www.au.af.mil/au/awc/awcgate/army/tc_25-20/tc25-20.pdf
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Conclusion 
Your CoE is a combination of people, processes and the decisions 

that you make. However, it is more than that; it should be a 

constantly evolving and adapting body that reflects your 

organization's mission and charter. Your CoE should be a microcosm 

of who you are and where you want to go over the coming years 

balanced against the need for tactical decision making and with a 

focus on both short and long-term success. 

This paper is part of our larger “Ask an Architect” content series. To 

learn more about engaging a Salesforce.org Customer Success 

Architect in your organization, please contact your Account Executive. 

http://www.salesforce.org/category/ask-an-architect/?&utm_source=blog&utm_medium=website&utm_campaign=ask-an-architect

