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Technical Debt -- An Approach
Topics:

❖ Definition -- Examples

❖ Inventory technique -- Trello example

❖ When to work on technical debt

❖ Using Flow to help -- What does automation have to do with debt clearing?

❖ Governance Documentation

❖ How big are we? -- A dashboard to shows your org “size” over time

❖ System Tools to help assess debt



Personal Introduction



Technical Debt

Technical debt is
a concept 
in software development 
that reflects 
the implied cost of additional rework 
caused by choosing an easy solution now 
instead of using a better approach that would take longer. 

Wikipedia

https://en.wikipedia.org/wiki/Technical_debt


Technical Debt

Source: Wikipedia



Technical Debt

Source: Pluralsight Course



Technical Debt

Insidious spiraling Impact:

● Long term cost of ownership rises… sometimes too high leading to 
more shortcuts or even jumping ship.

● Tech worker knowledge scope explodes -- harder to move forward 
safely, leading to more reckless debt.

● Makes good daily process harder leading to more inadvertent debt.
● Makes good maintenance of code and data harder.



Sources of Debt
Generally

● Poor plan (shortcuts, architecture, performance, 
security)

● Lack of knowledge (features, impact, limitations, 
performance) 

● Lack of quality (stories/spec, API, factoring, bugs, testing, 
training, onboarding)

● Lack of process (no daily process, no discipline, no 
breadcrumbs)

● Lack of software maintenance (underlying updates, 
retirement, fixes, enhancements)

● Poor data quality



Sources of Debt: Salesforce NPSP
● Salesforce Quarterly Mandatory Updates 

(underlying updates, new features, performance, 
security)

● NPSP Twice Monthly (20 a year) Mandatory Releases 
(underlying updates, new features)

● Growth of your nonprofit and requirements changes
● Onboarding new end users vs training existing users on 

changes
● Dirty data
● Haphazard expansion rather than systematic planning
● Lack of Governance



Today’s topics:

❖ Definition -- Examples

❖ NEXT: Inventory technique -- Trello example

❖ When to work on technical debt

❖ Using Flow to help -- What does automation have to do with debt clearing?

❖ Governance Documentation

❖ How big are we? -- A dashboard to shows your org “size” over time

❖ Dashboard your challenge and progress: Wall of Zero

❖ System Tools to help assess debt

Technical Debt -- An Approach



Inventory Now!
● Make a list
● Dump it all out
● Keep it to yourself (initially)
● Classify by impact to others
● Organize by “program”

Want to learn from others mistakes? 1100+ admissions 
of horrible Salesforce mistakes from real admins!

https://elements.cloud/confessions/



Classify Impact to How Many Others

● If it doesn’t impact someone, maybe it doesn’t matter
● If it just hurts you… eh.
● If it just hurts the ED… well… should be eh.
● How many users? One, a team, many teams? all?
● Just once a year? Monthly, weekly, daily?
● Every new user? Every new constituent?
● If it hurts your end constituents… wow!



Organize by Program Area
This is a discipline that 
scales! 

Make a list of what 
Salesforce is used for 
what at your org! It’s 
not simple. It never is! 
Maybe it’s 
departments, or 
maybe it’s just a few 
people doing all 
these. Separate them! 
It will grow...

●

● CRM Database of people, families and organizations
● Development (Cultivation, nurturing, transactional -- receipts, thank yous, impact)
● Grants (inbound to you and outbound from you)
● Fulfillment (orders of literature, donor gifts, outbound supplies)
● Volunteer (needs, transactional, onboarding, training)
● In-kind (needs, transactional)
● Newsletters (outbound marketing, email, text, print)
● Inbound marketing (leads, social media, forms, etc.)
● Programs (delivering service transactions)
● Case Management (plans for delivering service to one recipient across time)
● Service Cases (specific transaction to constituents… one and done)
● HR
● Hiring
● Expense Reporting
● Purchasing
● Contracts
● Content Management
● COVID Workplace
● … more



Trello Exercise
This is a discipline that scales! 

Make a list of what Salesforce is used for what at 
your org! It’s not simple. It never is! Maybe it’s 
departments, or maybe it’s just a few people doing 
all these. Separate them! It will grow...



Today’s topics:

❖ Definition -- Examples

❖ Inventory technique -- Trello example

❖ Next: When to work on technical debt

❖ Using Flow to help -- What does automation have to do with debt clearing?

❖ Governance Documentation

❖ How big are we? -- A dashboard to shows your org “size” over time

❖ System Tools to help assess debt
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When to Work on Technical Debt

Every Salesforce Release (3X per year)

Every NPSP Release (~20 per year every two weeks)

When features are requested

Those that interfere with good discipline and and 
daily/weekly processes

External impact first so you get brand recognition 
and benefit.



Today’s topics:

❖ Definition -- Examples

❖ Inventory technique -- Trello example

❖ When to work on technical debt

❖ Next: Using Flow to help -- What does automation have to do with debt clearing?

❖ Governance Documentation

❖ How big are we? -- A dashboard to shows your org “size” over time

❖ System Tools to help assess debt
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Using Flow To Fix Some Things
When you change process, change automation, 
add enhancements, clean or change data, often 
you need to fix data.

Salesforce has tools to help:

● Report to detect wrong records
● Lightning Flow to fix one record at a time 

based on filters
● Scheduled Dashboard to make sure doesn’t 

“come back.”



Something broke and our observed ethnicity multipicklist field was not 
translated into a string for some records. (Existence is arguably a tech debt 
situation.) Results in difficulty identifying the right clients since observed age, 
gender and ethnicity are most important markers to program staff. Also 
impacted diversity analysis of donors and volunteers!

Impacted all users.

1. Report to detect wrong records. They went back 4 months!
2. Fix Process builder node that was set wrong, but left “dirty data.”
3. Made very simple scheduled Lightning Flow to fix one record at a time. 

Tested on sample records in debugger. 
4. Ran scheduled flow with once option on all names starting with A 

meeting criteria of problem. Then all.
5. Added report to scheduled dashboard to make sure doesn’t “come 

back.”
6. Added new issue to tech debt inventory since I left Process Builder 

and Flow both in org

Real Example Last Week - Overview



1 Report

1. Report to detect 
problem

2. Led to our Contact 
Process Builder in 
just one of the 
nodes. Someone 
broke four months 
ago when adding to 
it.



3 Flow
Formula almost exactly reused 
from Process Builder (although 
required context changed)



4 Scheduled Flow Once

Could have exported, changed, 
imported. But error prone and 
difficult to sync.

Could have tested in sandbox 
first but our org allows live 
isolated development.



5 Add to Schedule Dashboard

Especially needed since I’m not 
100% I got all the bugs or why 
it was broken.



6 Update Inventory
Perhaps I should have 
converted whole Process 
Builder to Flow or deleted my 
temporary flow.

I left since I think we should 
change PB to Flow for 
performance reason.



Today’s topics:

❖ Definition -- Examples

❖ Inventory technique -- Trello example

❖ Next: When to work on technical debt

❖ Using Flow to help -- What does automation have to do with debt clearing?

❖ Governance Documentation

❖ How big are we? -- A dashboard to shows your org “size” over time

❖ System Tools to help assess debt
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Governance
A Governance Committee has to decide when 
things are bad enough to fix. Maybe you’re it! Or 
maybe it’s your ED. Or maybe you have a big one.

I recommend you write down governance 
decisions, who made them and when even if only 
you know about it.

Especially important when there is not formal 
Governance Committee
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❖ Definition -- Examples

❖ Inventory technique -- Trello example

❖ Next: When to work on technical debt

❖ Using Flow to help -- What does automation have to do with debt clearing?

❖ Governance Documentation

❖ How big are we? -- A dashboard to shows your org “size” over time

❖ System Tools to help assess debt
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Scale and Frequency Questions

Salesforce has 
record counts 
in setup.

But we can do 
better.



Scale and Frequency Questions

Settles questions of scale and whether you have them. 
Also makes a nice introduction to partners and new 
admin staff.



Scale and Frequency Questions

This shows your collection of data over time. Very helpful in deciding things. And a 
great resume prop if permitted by your employer.
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❖ Definition -- Examples

❖ Inventory technique -- Trello example

❖ Next: When to work on technical debt

❖ Using Flow to help -- What does automation have to do with debt clearing?
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❖ How big are we? -- A dashboard to shows your org “size” over time

❖ System Tools to help assess debt
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Assessments

NPSP Health Check

Lightning Optimizer

(Lightning Migration Tool -- hopefully done already!)



Where is it Used

“Where is it used” in Settings

Report on Reports

Workbench search

SalesforceDX export to text source files



Where is it Used -- Fields



Where is it Used -- Fields



Review What We’ve Covered
Definition and Examples

Inventory

Timing

Tools

Challenge: Don’t let your ship sink! Start with good 
personal process. “Bail water” with every 
enhancement. Don’t let existing debt keep you 
from preventing future problems!
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