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BUILD VS. BUY
Every successful go-to-market (GTM) team eventually runs into the same 
crossroads:

Do we keep building automations ourselves in 
Salesforce, or is it finally time to buy a platform built  
for this?

If you’re in IT or Business Systems, you already know this isn’t just a “lead routing” 
debate. It’s an architectural decision — one that affects system stability, data 
integrity, performance, governance, and how quickly your business can adapt.

Custom Flows multiply. Exceptions pile up. Fields balloon. Debugging gets 
painful. And suddenly, the CRM becomes a maze of logic only two people 
understand. When that happens, even a small change feels risky.

This ebook is a practical guide 
for technical leaders who want 
to understand the real tradeoffs. 

No hype. No generic “work 
smarter” talk. Just a realistic  
look at:

•	 What it really costs to build and 
maintain routing, matching, 
and assignment logic

•	 Where distributed automation 
breaks down

•	 Why centralizing orchestration 
reduces long-term risk

•	 How leading enterprises 
protect their CRM with 
purpose-built GTM workflow 
automation

Whether you’re evaluating options or simply trying to get 
ahead of future technical debt, this guide will help you 
make the most informed and safest decision for your 
systems, your teams, and your future roadmap.
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EXECUTIVE SUMMARY
Revenue teams rely on IT and Business Systems more than ever. As GTM stacks expand and buyer signals multiply, organizations are 
running into a fundamental problem: distributed automation inside Salesforce doesn’t scale. 

Flows, Apex, marketing automation platform (MAP) triggers, and point solution logic create complexity, slow performance, increase 
breakage risk, and burden technical teams with endless maintenance.

This ebook provides a technical framework to evaluate whether you should continue building workflows in-house or adopt a 
centralized, purpose-built orchestration platform.

KEY POINTS:

It’s the lesson many IT organizations eventually reach: building solves today’s needs, but buying protects tomorrow’s scale.

Building works — until it doesn’t. Custom Flows and Apex 
seem efficient early on, but over time they create technical 
debt, brittle logic, and limited visibility. Maintaining them 
requires specialized knowledge and introduces operational risk.

Distributed automation is a governance problem. When 
matching, routing, deduplication, and SLAs live across many 
systems, no one has true end-to-end visibility. IT inherits an 
unstable environment prone to regressions.

Centralization reduces risk. A single orchestration layer ensures 
consistent logic, predictable performance, full audit trails, and a 
safer change-management lifecycle (sandbox → QA → prod).

CRM-native matters. Keeping orchestration inside Salesforce 
minimizes security exposure, eliminates external data sync 
issues, and reduces API dependencies.

AI accelerates troubleshooting and optimization. Modern 
orchestration platforms now provide AI-powered matching, 
workflow summaries, anomaly detection, and insights that IT 
cannot replicate with custom builds.

Long-term cost favors buying. When factoring in 
maintenance, debugging time, rework after reorganizations, 
and change-management overhead, purpose-built platforms 
deliver better stability at a lower total cost of ownership.
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The go to market stack used to be simple. A form created a lead. A few rules assigned it. Someone updated a status.

Today, every buyer touch creates a signal. 

Forms, product usage, partners, enrichment tools, intent data, chat, meetings, and support all write back to your CRM. Each tool adds 
its own sync, queue, and error pattern. Every new connection creates another place where records can stall, duplicate, or go missing.

As the number of tools grows, so does the amount of logic needed to keep them working together. Over time the CRM stops looking 
like a clean system of record and starts to look like a patchwork of local decisions. IT ends up supporting a system that becomes 
harder to understand and debug.

SOME OF THE PRESSURE COMES FROM THREE TRENDS.

AI workflows add yet another layer of complexity. AI can score, summarize, or recommend, but it cannot fix 
conflicting territories, inconsistent statuses, or duplicated records — yet. Thus, if the underlying workflow logic is 
not governed, AI simply repeats the problems that already exist.

This is why routing, matching, segmenting, and SLA tracking need one governed home. IT leaders are no longer 
supporting simple lead routing. They are responsible for the reliability of the entire workflow chain from signal to 
handoff to follow up.

WHAT’S REALLY CHANGING IN MODERN  
GTM ARCHITECTURE

“The takeaway from build versus buy 
is not to never build; it is to build the 
right things. Building software is a 
specialized task, needing specialized 
people and a long-term investment 
horizon.”

Raj K. De Datta 
Co-Founder and CEO of Bloomreach,  
Author of The Digital Seeker

More data creates more sync points and more places where 
records can fail.

More Salesforce Flows create more branching paths and 
more time spent debugging issues.

More buyer signals require consistent routing, matching, 
and segmenting or else teams lose trust in the data.

1.
2.
3.

http://cup.columbia.edu/book/the-digital-seeker/9780231202206
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When IT owns go to market automation, the decision to build or buy becomes an architectural choice rather than a workflow 
preference. You are not evaluating a simple assignment rule. You are evaluating the long term stability of your CRM environment and 
every system that touches it.

LONG TERM MAINTAINABILITY
Technical debt grows quietly when logic spreads across Flows, triggers, spreadsheets, and point solutions. Teams inherit rules they did 
not write. Debugging slows down. Extending the system becomes risky. Multi org environments and tool consolidation amplify this 
complexity.

Build vs. buy is really a choice about the environment you want to support as the business evolves, and how much hidden debt 
you want the team to carry forward.

BUILD VS. BUY: A FRAMEWORK FOR IT AND 
CRM OWNERS

Some of the core areas IT teams evaluate include:

ARCHITECTURAL AND 
PERFORMANCE CONCERNS  

•	 �Stability of Flows, Apex, custom 
objects, and managed packages

•	 �How new signals or processes  
add complexity over time

•	 �How automations scale during  
high volume periods

•	 �Load introduced by batch jobs, 
enrichment steps, and sync processes

GOVERNANCE AND  
SECURITY NEEDS  

•	 �Clear field ownership and data 
lineage

•	 �Consistent audit trails that show 
which automation took action

•	 �Predictable security behavior 
and controlled access

•	 �Visibility into how records move 
across teams

LIFECYCLE AND CHANGE 
MANAGEMENT  

•	 �A safe path from sandbox to QA 
to production

•	 �Versioning so teams can compare 
and promote configurations

•	 �Rollback options for changes that 
create issues

•	 �A testing process that prevents 
new failures
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Building GTM automations inside Salesforce often looks simple at the start, but the real cost becomes visible only after the 
system grows and every change begins to rely on a fragile mix of Flows, triggers, and local decisions.

These combined costs are where IT feels the most pressure, because they carry the long term burden of maintaining a 
system that becomes harder to trust and harder to change as it expands.

THE TRUE COST OF BUILDING COMPLEX  
GTM MOTIONS IN SALESFORCE

OPERATIONAL COSTS

•	 SME dependency that creates knowledge loss risk

•	 Maintaining dozens of Flows

•	 Debugging complex routing failures

•	 Schema drift over time

•	 Rebuilding logic during product reorganizations

GOVERNANCE COSTS

•	 No centralized orchestration hub

•	 No cross object visibility

•	 No audit log

•	 No workflow validation

PERFORMANCE COSTS

•	 Flow CPU limits

•	 Large decision nodes that slow execution

•	 Multi org complexity

DEVOPS AND CHANGE 
MANAGEMENT COSTS

•	 No safe rollback

•	 High risk of regression

•	 Unpredictable behavior

•	 Code freezes and backlog build up
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IT teams carry the responsibility of keeping the CRM stable, predictable, and ready for change. 

As GTM processes grow in complexity, many teams reach a point where distributed logic in Flows, Apex, MAPs, and sales engagement 
tools becomes difficult to manage. A central orchestration layer removes this fragmentation and creates one reliable place to support 
the work that revenue teams rely on every day.

THE BENEFITS OF BUYING A PURPOSE-BUILT 
ORCHESTRATION LAYER

“If the IT culture does not foster innovation, 
speed, agility, and delivery, then “buy” should 
be the first option in the build versus buy 
decision. If IT has a proven track record, then 
all options should be on the table.”

Steven Stone 
CIO and Author of Digitally Deaf: Why Organizations 
Struggle with Digital Transformation

TECHNICAL DIFFERENTIATORS
A CRM native orchestration layer keeps all processing within 
the platform your team already governs. In addition, AI 
supports matching, summarization, and change detection, 
which reduces the time spent reviewing complex logic. 

You also gain version control and validation, which make 
it easier to promote updates across environments and 
reduce risk. Clear audit trails explain why a record moved 
or changed and predictable deployments, together with 
a structured hypercare model create confidence during 
implementation and after go-live.

GOVERNANCE ADVANTAGES
Centralization gives IT a single home for core processes 
that often spread across tools. Matching lives in one place. 
Routing lives in one place. SLA logic lives in one place. As a 
result, this removes parallel rules that can conflict or drift 
over time. 

It also gives IT a clearer view of how records flow, which 
reduces the chance of hidden dependencies or silent failures.

PERFORMANCE ADVANTAGES
A purpose-built orchestration layer is optimized for 
throughput and consistency. The routing graph is pre-tested 
for speed. Native processing supports high volume periods 
without adding new performance risks to Salesforce.

https://www.linkedin.com/pulse/technology-build-vs-buy-modern-perspective-steven-stone/
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A modern go to market motion relies on many systems, signals, and handoffs. Each tool adds value, but each one also adds its own 
logic and timing. 

When these processes live in different places, teams lose clarity about how records move through the funnel and who owns each step. 
An orchestration platform brings these pieces together and gives IT one location to manage the core workflow patterns that support 
marketing, sales, and customer teams.

INTELLIGENT GTM ORCHESTRATION:  
WHAT IT ACTUALLY CENTRALIZES

LEAD, CONTACT, ACCOUNT, AND 
OPPORTUNITY MATCHING  
Matching becomes more consistent when it 
follows one standard, which reduces duplication 
and creates cleaner ownership across records.

AUDITABILITY AND REPORTING  
Audit trails show exactly why a record moved, who 
touched it, and what logic executed. This helps IT 
troubleshoot issues in minutes instead of days.

TERRITORY AND SEGMENT ASSIGNMENT  
Territories and segments change often. Centralized 
rules make these updates easier to manage 
without adding new branches to Salesforce.

SIGNAL-DRIVEN ACTIONS  
Signals from MAPs, sales engagement tools, intent 
platforms, product usage systems, enrichment 
vendors, and other tools can flow into one place for 
consistent processing.

ROUTING AND REROUTING AT SCALE  
Large lead drops, partner imports, product signals, 
and list uploads all need predictable assignment. 
A central engine handles these scenarios without 
slowing the org.

CROSS SYSTEM WORKFLOW 
ORCHESTRATION  
A central node connects the CRM to MAP, sales 
engagement platforms (SEP), account-based 
marketing (ABM) and intent platforms, product 
systems, enrichment, and the data warehouse. IT gains 
one place to view and manage the entire workflow 
path from the first signal to the final handoff.SLA TRACKING AND LIFECYCLE 

MANAGEMENT  
Clear timing rules help teams respond faster. 
A central approach makes it easier to measure 
responsiveness and track each stage of the process.
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IT EVALUATION CRITERIA: BUILD VS. BUY 
SCORECARD
The categories below highlight the pressure points that matter most when the CRM grows more complex.

	 Build: Logic spreads across Flows, Apex, and custom objects.
	 Buy: Logic lives in one controlled environment.

ARCHITECTURE

	 Build: Execution varies by Flow size and platform limits.
	 Buy: Processing is optimized for volume and consistency.

PERFORMANCE

	 Build: Limited visibility across objects and systems.
	 Buy: Clear ownership and a full audit trail.

GOVERNANCE

	 Build: Harder to track every field touch and update.
	 Buy: Predictable behavior with controlled access.

SECURITY

	 Build: Complexity grows with each new signal.
	 Buy: Central rules scale with fewer changes.

SCALABILITY

	 Build: Changes risk breaking existing logic.
	 Buy: Versioning and testing reduce that risk.

EXTENSIBILITY

	 Build: SME dependency increases over time.
	 Buy: Standard patterns simplify support.

MAINTAINABILITY

	 Build: Technical debt increases as logic spreads.
	 Buy: Centralization reduces long term overhead.

TOTAL COST OF OWNERSHIP

	 Build: Teams must create and test everything themselves.
	 Buy: Guided deployment and validation reduce lift.

IMPLEMENATION BURDEN

	 Build: Changes require careful coordination and review.
	 Buy: Teams can update logic without rebuilding the system.

GTM AGILITY



10Build vs. Buy for GTM Workflow Automation

SECURITY & COMPLIANCE DEEP DIVE
You need a workflow approach that protects your Salesforce environment instead of expanding your risk. 

A secure orchestration layer respects the controls you already maintain, keeps data inside your system of record, and avoids creating 
new exposure points. 

The following principles reflect what matters most when you evaluate security and compliance:

1. KEEP ALL DATA INSIDE SALESFORCE
Your records never leave the platform. All matching, routing, and workflow execution happen inside your org, which 
avoids external transfers and reduces exposure risks.

2. INHERIT THE SECURITY MODEL YOU ALREADY MANAGE
Your existing profiles, permission sets, sharing rules, and field level restrictions apply automatically. You do not create 
a new security perimeter and you do not introduce new attack surfaces.

3. USE ROLE BASED ACCESS THAT PROTECTS SENSITIVE INFORMATION
Only approved users can change orchestration logic or view sensitive objects. You stay in control of who can 
configure, deploy, or modify workflows across business units.

4. RELY ON FULL AUDIT TRAILS
Every automation event has a traceable log that shows what ran, when it ran, and why it produced a specific 
outcome. You gain the ability to investigate, confirm, and correct issues without guesswork.

5. VALIDATE CONFIGURATION BEFORE DEPLOYMENT
You can test and review orchestration logic before pushing anything to production. This reduces the chance of 
unexpected regressions and keeps deployment behavior predictable across environments.
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IMPLEMENTATION WITHOUT DISRUPTION

A CLEAR VIEW OF REQUIRED HOURS.
You should know exactly where your time is needed. 
Most of the work should happen on the vendor side, 
with your team focused on decisions and validation 
rather than building.

A SANDBOX FIRST PATH.
Testing must start in a non-production environment 
that mirrors your org. You should be able to load test 
records, review matching behavior, evaluate routing 
flow, and confirm performance without surprises.

A CLEAN HANDOFF INTO UAT.
You need a predictable process where configuration 
moves from sandbox to UAT to production in a 
controlled sequence. This includes versioning, 
deployment notes, and a path to revert if something 
does not behave as expected.

PROTECTION AGAINST REGRESSIONS.
You need confidence that new logic will not disrupt 
existing Flows, Apex, or third party integrations. A good 
platform validates configuration before deployment 
and surfaces conflicts early.

A SMOOTH FIT WITH WHAT YOU 
ALREADY RUN.
The platform should work with your current workflows 
instead of replacing them. It should respect your 
hierarchy, your routing rules, and your data model 
without requiring a rebuild.

TRUE HYPERCARE AFTER GO LIVE.
After deployment, you should have direct support from 
specialists who understand your graph, your objects, 
and your territories. This period should focus on tuning, 
monitoring, and removing friction so your team is not 
left carrying the load.

When you evaluate any orchestration platform, you want to understand the lift on your team. You want to know how it fits into your 
release process, how it behaves in your environments, and how it interacts with the automation you already manage.

A modern implementation approach should give you:
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CASE STUDY: HOW EDX ENTERPRISE 
REPLACED FRAGILE SALESFORCE FLOWS 
WITH SCALABLE, TRUSTWORTHY LEAD 
MANAGEMENT

THE CHALLENGE: SALESFORCE FLOWS 
THEY COULD NO LONGER SUPPORT
Before LeanData, edX Enterprise routed every lead through Salesforce 
Flows, which created a long list of operational problems.

Only Salesforce engineering could view or edit the flows, which meant 
every routing question or update required a ticket and often took days 
or weeks to address. The growing complexity of the enterprise territory 
model made the flow logic nearly impossible to maintain. Teams lacked 
visibility into why a lead went to a rep, whether duplicate leads were 
being created, and how long it took SDRs to take action.

THE SOLUTION: LEANDATA ROUTING, 
SLAS, AND FULL-FUNNEL INTELLIGENCE
edX Enterprise replaced brittle flows with LeanData’s visual orchestration, 
bringing agility, transparency, and cross-team trust. They rebuilt routing 
with lead-to-lead and lead-to-account matching, form-based routing, 
enrichment holds, and automated SLAs. They also expanded LeanData 
into full lifecycle stage intelligence across leads, contacts, opportunities, 
and even meetings.

The Results

•	 Weeks of routing work reduced to hours 
thanks to self-serve changes 

•	 Full visibility and audit logs that let 
RevOps instantly answer why a lead 
routed a certain way

•	 Better reporting adoption because 
routing data is intuitive and trustworthy

•	 Improved SLA performance with precise 
time-to-action tracking tied to working 
hours and vacation schedules

•	 Renewal automation built in hours, 
replacing a months-long engineering 
dependency
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“The audit logs and routing insights removed so 
much of the ambiguity. Our time to diagnose issues 
went from days or weeks to just hours.”

Justin Grabowski
Head of Revenue Operations 
edX Enterprise
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Every IT, Business Systems, or CRM leader eventually reaches 
a moment when the question shifts from “Can we build 
this?” to “Should we keep building this?” 

This decision is really about the kind of environment you 
want to run two years from now, not the feature you need to 
ship next quarter.

A build approach works until the system absorbs enough 
signals, exceptions, and process changes that the logic starts 
to fight against itself.

At that point, the CRM stops feeling like a controlled system 
and starts feeling like a set of local decisions stitched 
together. You can keep going, but the cost becomes more 
apparent with every release cycle.

Buying a purpose-built orchestration platform changes the 
trajectory. It offers:

•	 One stable core for matching, routing, and lifecycle rules

•	 A consistent standard for configuration and updates

•	 A cleaner change path that avoids unexpected side effects

THE DECISION THAT SHAPES YOUR GTM 
ARCHITECTURE

This gives your team the ability to inspect, validate, and 
adjust workflows without chasing down issues across 
multiple tools.

Both options move the business forward. The difference is 
the weight they place on your team as the GTM architecture 
expands. 

In the end, this decision defines whether your CRM becomes 
harder to manage each year or grows into a system that 
supports change with confidence.
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LeanData is a purpose-built GTM execution platform designed for speed, precision, and scalability.

LEAD-TO-ACCOUNT MATCHING  

Connects leads, contacts, and other records to the 
correct accounts using AI-enhanced fuzzy logic.

VISUAL, DRAG & DROP INTERFACE  

Easily build and adjust routing or matching logic.

RELIABLE ROUTING  

Moves leads, contacts, accounts, and opportunities 
through complex workflows with precision.

INSTANT UPDATES  

Make changes in minutes quickly without 
increasing IT backlog.

BUYING GROUP ENGAGEMENT  
Identifies personas, normalizes titles with AI, and 
uncovers signals across buying committees to help 
GTM teams engage earlier and more effectively.

SCALABILITY WITHOUT 
ROADBLOCKS  

Adapts to new territories, segments, products, 
and GTM motions as they evolve.

AI THAT CLARIFIES & ACCELERATES  

LeanData’s AI features remove guesswork and 
reduce operational overhead through AI graph 
summaries and auditing.

WHAT MAKES LEANDATA DIFFERENT

BUILT FOR 
ORCHESTRATION

LeanData goes far beyond simple lead routing to provide 
end-to-end orchestration. Core capabilities include:

Unlike Salesforce Flows, which require Apex coding 
and deep admin expertise, LeanData offers:

NO-CODE SIMPLICITY, 
ENTERPRISE-GRADE POWER

15
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MULTI-TIERED ASSIGNMENT RULES  

Route leads, contacts, accounts and 
opportunities using territories, round-robin 
distribution, capacity models or SLAs.

FALLBACK LOGIC  

Prevents stalled workflows with intelligent 
routing.

SEAMLESS INTEGRATIONS  
No sync delays. 100% Salesforce-native. Integrates 
seamlessly with your CRM, marketing automation, 
sales engagement, and enrichment tools.

WHAT MAKES LEANDATA DIFFERENT (CONT.)

SMARTER MATCHING 
& ROUTING AT SCALE

LeanData’s advanced logic supports the complexity of 
enterprise GTM operations:

LeanData is trusted by thousands of companies across 
industries to run their most business-critical GTM 
workflows with the speed, accuracy, and transparency 
modern revenue teams require.

PROVEN & TRUSTED

60% increase in 
pipeline

25% increase in 
opportunity creation

Saved 4+ hrs per 
week and eliminated 

200 workflow rules

Changes that took weeks 
with a contractor are now 

done in-house in just hours

167% increase in 
accounts reached 

each week

3.5 minutes from 
lead creation to 

Outreach sequence 
(400% decrease)

78% reduction in SDR 
time spent researching 

inbound leads

Lead response time 
reduced from 90 

minutes to 10 minutes

55 hrs/week saved in 
manually managing 

routing rules

Changes that used 
to take months now 

takes one week or less

133% increase in 
pipeline

2x conversion rates

16



How Brandwatch Doubled Conversion 
Rates with Intelligent GTM Orchestration

Visit LeanData.com to learn more about LeanData’s 
Intelligent GTM Orchestration solutions for Automated 
Scheduling, Matching, Routing, Buying Groups, and 
Engagement, or visit us on the Salesforce AppExchange.

REQUEST A DEMO

GET STARTED TODAY Why LeanData?
LeanData helps B2B enterprises fuel efficient growth by aligning 
marketing, sales, and customer service execution with the buyer journey. 
Our Intelligent GTM Orchestration platform acts as the connective tissue 
across the revenue lifecycle, integrating and normalizing buyer data, 
automating signal-driven workflows, and delivering AI-powered insights. 
The result is faster, cleaner execution and the ability to adapt GTM 
motions with agility without coding. More than 1,000 leading companies 
and a community of 5,000+ OpsStars rely on LeanData to achieve speed 
to lead, higher conversions, accelerated pipeline, and predictable growth 
by turning buyer signals into coordinated action.
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