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Executive Summary

Leaders are increasingly forced to make long-term architectural decisions in the
revenue domain earlier than expected, often before business models, channels,
and organizational structures have fully stabilized. In this environment, choosing

~the “right” platform is not just a product or feature decision. It is a strategic

commitment that influences scalability, operating model, talent availability,
and long-term alignment with the broader Salesforce platform.

Within Salesforce’s evolving ecosystem, multiple approaches now exist to
extend Customer Relationship Management (CRM) into a full-fledged revenue
management platform. Historically, Salesforce Industries (formerly Vlocity)
has addressed this need through deeply verticalized, Ul-driven solutions built
around pre-packaged accelerators and industry-specific processes. More
recently, Agentforce Revenue Management (ARM, formerly Revenue Cloud)
has emerged as a core-platform alternative, reflecting Salesforce’s broader
shift toward headless, API-first, and Al-native architectures.

This document is primarily aimed at organizations assessing a
comprehensive revenue management solution, spanning Enterprise Product
Catalog (EPC), Configure-Price-Quote (CPQ), Contract Lifecycle Management,
Order Management (OM), and billing, in any combination, on a new or
existing Salesforce CRM stack. It is not necessarily targeted at companies
with deeply entrenched Salesforce Industries implementations in verticals
such as telecommunications or utilities, where industry accelerators remain
central to business value. Instead, it addresses organizations whose
requirements exceed Salesforce CPQ’s limits and who consider adopting
(or have adopted) Salesforce Industries more out of necessity than genuine
vertical fit.

Rather than positioning the discussion as a system transition or a fea-
ture-by-feature comparison, this paper frames the choice between Salesforce
Industries and ARM as a strategic architectural decision. The focus is on
scalability, operating model, and long-term alignment with Salesforce’s
product direction, rather than short-term functional completeness.

For organizations using Salesforce as both an integrated CRM system and a
flexible middleware layer, the need to complement CRM with a configurable
product catalog, advanced CPQ, order management, and API-based
integration with external digital channels is becoming increasingly common.

In these scenarios, ARM provides mature revenue lifecycle capabilities directly
on standard Salesforce data models, without the added complexity of the
Salesforce Industries toolbox. This has clear implications not only for system
design but also for staffing, extensibility, and long-term platform sustainability.
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Salesforce Revenue
Platforms at a Glance

Salesforce Industries Cloud (formerly Vlocity) was
designed to accelerate digital transformation in
specific domains through prebuilt data models,
guided processes, and sector-oriented tooling. In
areas such as communications, media, energy and
utilities, and insurance, this approach effectively
packages and standardizes complex business
processes, enabling a full fledged end to end solution
with a rapid time to market.

However, outside these domains, where few (or
none) of the vertical accelerators can be leveraged
out of the box, applying a revenue architecture
originally designed for a different industry introduces
structural overhead. Domain-specific data models
become cumbersome and difficult to adapt. Ul-driven
orchestration and specialized execution frameworks,
in turn, become a constraint or even a liability.
Flexibility and modularity are often decisive for
organizations with original revenue models, or for
those seeking API-first integration with existing
digital channels.

Salesforce Industries’ place in the ecosystemis far
from obsolete. However, Salesforce has introduced
ARM to reorient its revenue platform offering around
horizontal, intelligence driven capabilities. ARM has
a Ul, of course, but it is not built around it: its core
capabilities are designed to function independently
of the front end, with the revenue logic exposed
through APIs rather than embedded in Ul driven
orchestration. Its API-first, headless approach
represents a quantum leap in how revenue platforms
are architected, integrated, and operated.

When Industry-centric
Architectures Make Sense

Salesforce Industries Cloud is fundamentally built
around a set of core features: domain-specific data
models, industry-oriented product decomposition,
Ul-driven execution, and pre-packaged guided
processes tightly connected to front-end components.

While effective within their intended contexts,

these characteristics introduce challenges when
applied more broadly. Domain abstractions increase
the overall quantity of metadata and make it difficult
and often costly to accommodate business cases
and integrations coming from different directions.
Beyond the sheer complexity of these adaptations,
they introduce additional delivery overhead, since
any change requires skills that go beyond standard
Salesforce expertise. In practice, this often leads

to over-engineered solutions, neglected best
practices, longer delivery timelines, and higher
implementation costs. Over time, it also narrows

the available talent pool, complicates integration
models, reduces architectural flexibility, and delivers
less-than-proportional business value. None of that
is surprising once you've lived through a few of these
programs.

Another factor to consider is related to the usage
of agentic Al in Salesforce environments. Although
agentic Al (Agentforce) can be leveraged in
established Salesforce Industries (Vlocity)
implementations, the distinction between
augmentation and execution becomes critical.
Because these environments remain Ul-centered,
agentic Al is mostly used to augment the user
experience.
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Agent-first, APl-centric Revenue Architecture

Agentforce Revenue Management introduces a fundamentally different revenue architecture. The user is

still present when needed, but the revenue engine is designed to be independent from Ul: processes are
orchestrated through events rather than screens, and “intelligent” agents can step in to execute configuration,
pricing, quoting, and ordering tasks autonomously. APls become the primary integration contract, not only
for agents, but for a modern digital architecture where multiple channels (web shops, partner portals, and
external applications) consume revenue services without ever interacting with Salesforce Uls.

In practice, this shift is most visible at the two ends of the revenue lifecycle. At the front end, Al agents handle
natural-language quote generation: a rep describes what they need, and the agent resolves SKUs, validates
pricing rules, and produces a compliant quote with minimal number of “clicks” in seconds, instead of hours.
Beyond efficiency and accuracy, having the Al agent infer pricing from a loose set of guiding principles, rather
than from hundreds of painstakingly deterministic rules, drastically reduces implementation and maintenance
effort.

At the back end, Al agents continuously monitor account portfolios for renewal risk and expansion signals,
alerting Key Account Managers, drafting re-engagement plans, and initiating quotes autonomously,
effectively turning a reactive renewal process into a proactive engine for revenue growth and better customer
satisfaction scores (CSAT).

This positions Salesforce as a centralized revenue engine rather than a Ul-centric application framework,
ideally serving many channels at once and executing revenue-related processes with or without a humanin
the loop.

Why ARM Fits New and Modernized Revenue Platforms

For organizations designing new revenue platforms, or looking to modernize legacy and already constrained
implementations, several strategic drivers point toward Agentforce Revenue Management (ARM) as a natural
choice. These drivers are not meant to challenge well established Salesforce Industries deployments in tightly
aligned sectors. They are meant to inform decisions where a clean slate or a clear re platforming need is
already on the table.

Driver #1: Avoiding unnecessary domain overhead

When predefined accelerators are not a primary requirement, adopting domain-specific data models and
execution frameworks introduces complexity that can be avoided. In some cases, it’s like buying an expensive
wardrobe before measuring the room. It may look impressive at first. However, when the fitting comes later,
that’s usually where the trouble starts.

Driver #2: API first, headless revenue enablement

ARM is designed to be front end agnostic. It exposes catalog, pricing, quoting, ordering, and contracting
through standard Salesforce APIs, regardless of how these are consumed. This aligns naturally with legacy
and future digital channels, modular architectures, and event driven integration strategies.

Driver #3: Long term scalability and minimization of technical debt
By relying on standard Salesforce objects and native CPQ logic, ARM reduces metadata sprawl and
customization creep, improving maintainability and openness over time.
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Driver #4: Future ready, intelligent architecture

ARM is built for agents and boldly points in the direction of autonomous execution, Al-driven orchestration,
and adaptive revenue processes. Any platform not embracing Al from day one risks revealing itself as
outdated sooner than expected.

Driver #5: Stronger alignment with Salesforce’s strategic roadmap
Agentic capabilities evolve rapidly, and Salesforce’s investment is clearly centered on Agentforce. A revenue
lifecycle platform like ARM aligns with that long-term vision far more than Ul-centric industry frameworks.

In these scenarios, the main driver to still choose Salesforce Industry over ARM is when the domain
specialization and the adherence to well-established industry process are so important to offset ARM’s
strong value proposition. These cases are worth examining more closely.

Two Revenue Architectures, Two Design Philosophies

At the platform level, the distinction between Salesforce Industries and Agentforce Revenue Management

(ARM) is primarily architectural, not functional. Across the entire revenue lifecycle, ARM is built “on core”: it

uses Salesforce standard objects and can be extended through custom objects, enabling tailor-made data
models. That choice alone produces three practical benefits:

o If something isn’t needed, it simply doesn’t exist (and cannot break)
¢ The full Salesforce tooling ecosystem remains available without workarounds
¢ Delivery teams can rely on a much broader Salesforce talent pool for implementation and maintenance

In Product Catalog Management, Salesforce Industries introduces complex, predefined product
decomposition that makes sense within its intended domains, but becomes increasingly sub-optimal as we
move away from the specific use cases. ARM, on the other hand, does not rely on domain abstractions and
provides a more open, configurable, and reusable data model that is easier to govern, extend, and integrate
enterprise wide.

LT M OUTCREATING INDUSTRY FRAMEWORKS WITH AGENT FIRST REVENUE PLATFORMS ©LT™M 6



In CPQ execution, even without considering the already discussed enablement of an agent first approach,
ARM relies on native Advanced CPQ), with direct quote and cart generation. Industries, by contrast, wraps
pricing and configuration logic inside domain abstractions that may not map cleanly to the use case at hand.

Another key differentiator is contract management. Salesforce Industries implementations typically
depend on third party Contract Lifecycle Management (CLM) products such as Conga or DocuSign, adding
integration complexity, governance overhead and, sometimes, additional cost. ARM embeds CLM as part
of the native revenue lifecycle, which integrates seamlessly with the other modules for pricing, quoting,
ordering, and billing.

Last but not least, Industries APIs are powerful but sometimes overly complex outside the already-mentioned
specific industry use cases, while ARM’s APIs are clean, standard REST and CPQ interfaces that minimize
orchestration overhead and plug more easily into multi-layer, modular architectures.

Design Principles for Agent-first
Revenue Platforms

In clean-slate implementations or in redesigning
implementations that are no longer fit for modern
requirements, a few architectural principles quickly stop
being optional if ARM is going to work as intended. They
include:

Minimal or no dependency on industry specific execution
frameworks

Revenue logic should be expressed through standard
Salesforce patterns and APIs, without mandatory reliance
on domain specific, Ul centric orchestration.

Simple product and pricing models

Favor clean, reusable catalog and pricing structures that
can evolve over time. Agentic Al needs architectural
flexibility to grow and deliver value.

Event-driven, API-centric orchestration

The architecture itself is headless and can be adapted to
any consumption channel: Ul is only one possible
manifestation of the revenue engine.

Agent-friendly process design

If not already the case, standard revenue tasks should
increasingly be executed by intelligent agents, with
human involvement focused on exceptions,
governance, and oversight.
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ARM Ensures Salesforce Industries Excels at
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Figure 1: ARM vs Salesforce Industry Strengths for Different Architectural Contexts

On a delivery level, organizations should focus on:
¢ Rationalizing the Product Catalog in the direction of fewer products and a more modular bundling strategy

¢ Rethinking pricing by moving from a complex set of deterministic rules to an easily maintainable set of basic
principles and tenets

e Leveraging Salesforce native extensibility both at data model and automation level, moving away from
Industries’ complex tools

¢ Thinking ahead by setting up governance, security and maintenance policies to keep the platform open to the
ever-growing agentic Al footprint

Taken together, these architectural and delivery principles enable efficiency and savings through:
o Cleaner separation between front end and back end systems

¢ Faster developer onboarding

¢ More flexible resourcing and staffing models
o Lower total cost of ownership

¢ Reduced long term architectural risk
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An Additional Note on Contract Lifecycle Management

Contract Lifecycle Management is a native component of Salesforce’s ARM strategy. Historically, CPQ and
industry solutions relied on third party tools for CLM and this could bring delays and inefficiencies in the initial
stages of a project and every time some new set of requirements had to be incorporated.

With ARM, contracting is embedded into the end-to-end revenue lifecycle, improving automation,
governance, and scalability. While not always an immediate requirement, this capability allows the platform
to evolve without additional vendor dependency or architectural complexity, leaving dedicated CLM
applications, like Conga, the solution of choice only in case of particular requirements.

Beyond ARM: The Broader Architectural Picture

This paper argues for a platform-first, intelligence-driven revenue model. However, selecting a revenue
platform is a major decision, and architecture alone is not enough. Organizations should also consider broader
factors which are bound to influence long-term outcomes.

Release and upgrade governance is one factor to consider. Salesforce Industries follows a versioning
cadence that differs from the core Salesforce platform. Delivery and support models are another, especially
post-implementation, when access to a larger, less specialized talent pool directly affects cost and
operational efficiency.

Efficiency is not just about access to specific skills. Economic considerations extend well beyond license
costs, and the real question becomes: given my business goals, which platform delivers the lower total cost of
ownership over time? In Salesforce implementations, total cost of ownership is largely driven by two factors:

o The number of requirements that can be met out of the box

o The effort required to implement and maintain the remaining requirements

Figure 2: Designed for Evolution on Salesforce Core
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Another important factor is the amount of change we want to bring into an existing IT landscape: Agentforce
Revenue Management aligns naturally with consolidation strategies centered on a single Salesforce-led
revenue stack, but its “headless nature” ensures that it can be plugged into a landscape of legacy systems
without immediate disruptions and enabling phased changes over time.

Finally, scalability should be assessed in terms of direction, not just volume. ARM typically scales horizontally—
across products, pricing models, geographies, and channels—while Industry solutions scales vertically by
increasing depth of product decomposition, eligibility logic, and domain process coverage. Neither direction

is inherently right or wrong. But they lead to very different kinds of complexity, and understanding where that
complexity accumulates over time tends to matter more than how fast the platform scales on day one.

Here’s a guide on how to pick the right revenue platform for your enterprise.

Yes

Yes

[
Vertical-fit

Requirements

- Yes —»

Figure 3: High-level Decision Tree for an Advanced Revenue Platform
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Conclusion

Agentforce Revenue Management (ARM) reflects a deliberate repositioning by Salesforce toward an
agent-first, Al-native, and event-driven revenue platform. Built from the ground up to support headless,
frontend-agnostic architectures, ARM separates revenue logic from Ul frameworks and exposes quoting,
ordering, and contracting capabilities cleanly through standard APls. This design choice matters. It enables
organizations to integrate revenue capabilities into existing digital landscapes without forcing Ul orchestration
or tightly coupled process flows.

A key differentiator is ARM’s native support for the full revenue lifecycle, including Contract Lifecycle
Management (CLM). Unlike Salesforce Industries implementations, which often depend on third-party CLM
products and additional licenses, ARM embeds contracting directly into the platform. The result is a more
cohesive architecture with fewer integration points, reduced fragmentation, and a clearer ownership model
across quoting, contracting, and ordering. That said, Salesforce Industries continues to deliver strong value in
well-established vertical contexts. In industries where pre-defined business processes, industry-specific data
models, and Ul-driven workflows remain critical differentiators, a one-stop, vertically tailored solution still has a
clear business advantage. In many of these cases, moving to a less specialized platform, even one as flexible as
ARM, may not yet be justified.

Ultimately, the trade-off is real and must be understood and governed. ARM optimizes for flexibility, scalability,
and access to the broader Salesforce talent pool. Salesforce Industries optimizes for speed to value in tightly
defined industry scenarios. This paper ultimately aims to clarify which of these priorities will matter most, both
now and in the years ahead.
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