
 

International Journal for Multidisciplinary Research (IJFMR) 
 

E-ISSN: 2582-2160   ●   Website: www.ijfmr.com       ●   Email: editor@ijfmr.com 

 

IJFMR220120632 Volume 4, Issue 1, January-February2022 1 

 

Migrating Home-Grown Sales Systems to 

Salesforce CRM: Challenges, Solutions, and 

Long-Term Benefits 
 

Kiran Konakalla 
 

Kiran.Konakalla7@gmail.com 

 

Abstract 

This paper discusses the migration of a company's home-grown internal sales tracking system to 

Salesforce CRM, outlining the steps involved, the challenges architects face during such a migration, and 

how to overcome them. Home-grown systems often have limitations such as lack of scalability, difficult 

reporting, and limited cloud capabilities, which Salesforce Sales Cloud addresses with its suite of 

automation and reporting tools. The paper further explores the key migration steps, potential pitfalls, 

governance concerns, and the benefits post-migration, along with KPIs to measure success. 
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Introduction 

Many organizations rely on home-grown systems to manage their sales processes and customer 

information. While such systems may meet the company’s needs initially, they eventually become 

bottlenecks for scalability, automation, and effective data management. Migrating to Salesforce CRM 

offers several advantages, including cloud-based access, point-and-click automation, and real-time 

reporting. However, the migration process is not without its challenges. This paper explores how architects 

can migrate from home-grown systems to Salesforce Sales Cloud and the strategies to avoid potential 

pitfalls. 

 

Main Body 

Problem Statement 

Home-grown systems have several inherent limitations: 

● Scalability Issues: As companies grow, home-grown systems often struggle to handle increasing 

volumes of data and processes. 

● Reporting Challenges: Non-cloud-based systems typically lack robust reporting capabilities, making 

it difficult to generate real-time insights. 

● Manual Workflows: Automation is minimal, requiring developers to spend excessive time on routine 

tasks. 

● UI/UX Issues: Home-grown systems often have outdated user interfaces, which can decrease user 

satisfaction and productivity. 
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Solution 

Migrating to Salesforce Sales Cloud addresses these issues through scalable cloud-based infrastructure, 

robust reporting, and automation tools. The migration process includes: 

1. Understanding the Sales Cycle: Map the stages of the sales cycle (e.g., Pitching, Negotiation, 

Contract, Closed Won) from the home-grown system to Salesforce Opportunity stages. 

2. Account Setup and Data Cleaning: Before migration, ensure data accuracy by identifying duplicates 

and setting up account hierarchies. Salesforce allows for custom record types and permission sets to 

enforce data governance. 

3. Opportunity and Product Setup: Define opportunities in Salesforce and associate products through 

master-detail relationships. This ensures that products are properly linked to opportunities and the 

sales process is consistent. 

4. Automation and Approval Setup: Use Salesforce automation tools like Process Builder and 

Approval Processes to streamline workflow. These tools can automatically route deals for approval 

based on pricing thresholds or stages in the sales cycle. 

5. Data Migration Using Data Loader: Migrate data such as Accounts, Contacts, Opportunities, and 

Products from the home-grown system into Salesforce using the Data Loader. Data mapping ensures 

correct field mapping during migration. 

6. Testing and Deployment: UAT testing ensures the migrated system meets business requirements. 

Once tested, the changes are deployed to production, followed by live data migration. 

 

Challenges Faced by Architects During Migration 

Migrating from a home-grown system to Salesforce is not without its challenges. Below are common 

pitfalls architects face and ways to avoid them: 

1. Data Inconsistency: Migrating data from a home-grown system often leads to data mismatches or 

missing information. The architect needs to: 

• Conduct data audits before migration to identify discrepancies. 

• Implement data cleansing processes to remove duplicates or irrelevant information. 

• Use Salesforce’s Duplicate Management tools to prevent duplicates during and after migration. 

2. Custom Logic Conflicts: Many home-grown systems have custom workflows and processes hard-

coded into the system. When migrating to Salesforce, this logic may not easily translate. To mitigate 

this: 

• Document existing workflows thoroughly before migration. 

• Leverage Salesforce’s Process Builder or Flow to replicate custom logic in a more scalable way. 

3. Change Management: Migrating to a new platform requires training users on new processes and 

ensuring high adoption. To overcome this: 

• Implement change management strategies, including user training and feedback loops. 

• Use Salesforce Chatter for internal collaboration and user engagement. 

4. Performance Degradation: Poor planning during data migration can lead to performance issues post-

migration, such as slower data retrieval. This can be avoided by: 

• Testing the system under load during the UAT phase to understand how it performs with real-

time data. 

• Optimizing data storage with archiving and data retention policies. 
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5. Security and Governance Issues: Architects must ensure that sensitive data is protected during 

migration. Home-grown systems often lack the security controls Salesforce offers. To avoid 

governance pitfalls: 

• Use Salesforce Shield to encrypt sensitive data and monitor changes. 

• Implement profile-based security and permission sets to enforce user-level access control. 

6. Underestimating Customization Time: Architects often underestimate the time required to 

customize Salesforce to fit the specific needs of the business. To mitigate this risk: 

• Perform a detailed gap analysis to identify required customizations. 

• Prioritize customizations based on business impact and deploy in phases. 

 

KPIs to Track Post-Migration 

To measure the success of the migration, the following KPIs should be tracked: 

● Data Accuracy: Measure the quality of data post-migration through periodic audits. 

● Sales Pipeline Visibility: Track how effectively managers can see the entire sales pipeline. 

● Sales Cycle Efficiency: Measure how quickly deals move through the sales cycle before and after 

automation is implemented. 

● User Adoption Rates: Track how many users are actively using the new system and leveraging its 

features. 

● Operational Efficiency: Measure the reduction in manual tasks post-migration due to automations 

and workflow processes. 

● Revenue Growth: Track whether the improved system leads to faster deal closures and increased 

revenue. 

● Time-to-Insight: Track how quickly reports are generated and accessed compared to the old system. 

 

Efforts vs. Benefits of Migration 

Migrating from a home-grown system requires significant upfront effort. Key tasks include data cleansing, 

field mapping, automation setup, and user training. However, the long-term benefits outweigh these 

efforts: 

● Cloud-Based Access: Salesforce provides access to data anytime, anywhere, which is a massive 

improvement over non-cloud home-grown systems. 

● Automation: Process automation in Salesforce can reduce manual data entry and ensure that 

workflows are followed without constant supervision. 

● Improved Reporting: Real-time dashboards and reports offer visibility into every stage of the sales 

cycle, improving decision-making. 

● Scalability: Salesforce can scale as the company grows, supporting larger teams, more products, and 

more complex sales cycles without significant rework. 

 

Challenges Architects Must Avoid During Migration 

1. Data Loss During Migration: Data migration is one of the trickiest aspects, where architects may 

face data loss. This can be prevented by: 

• Pre-migration data backup to ensure no critical data is lost. 

• Performing test migrations in sandbox environments to validate that data is properly mapped and 

retained. 
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2. User Adoption Resistance: Many employees are uncomfortable with the change to the new CRM 

system due to unfamiliarity. To prevent this, architects should: 

• Implement a training plan with documentation and interactive sessions to ease the transition. 

• Create pilot groups to get early feedback and fine-tune the system before full deployment. 

3. Improper Security Settings: Ensuring that Salesforce’s security and permission settings are 

configured correctly from the start is essential. 

• Use permission sets and field-level security to assign the right level of access to different teams. 

• Enable Salesforce Shield for enhanced security and monitoring. 

 

Impact and Benefits Post-Migration 

After migration, the company will experience increased efficiency and performance, resulting in: 

● Faster sales cycles due to automation. 

● Improved collaboration between sales and support teams via Chatter. 

● Better forecasting and pipeline management with accurate reports. 

● Enhanced user experience through Salesforce’s intuitive UI. 

 

Conclusion 

Migrating from a home-grown system to Salesforce CRM provides significant benefits in scalability, 

automation, and reporting. While the migration process poses challenges, particularly around data 

migration, user adoption, and performance, careful planning and the right tools can mitigate these risks. 

Salesforce’s advanced cloud-based architecture, combined with its powerful automation and reporting 

capabilities, provides a robust solution for managing the sales cycle. Ultimately, the effort required for 

migration is justified by the long-term benefits in terms of efficiency, security, and growth. 
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