If you've recently embarked on a Salesforce Commerce Cloud (SFCC) implementation or are considering it, you
might be feeling overwhelmed by the setup complexity. You're not alone — many mid-market and enterprise
teams navigating SFCC have found themselves grappling with operational overhead, tangled Salesforce workflows,
and order management fits and starts. This complexity often sparks the question: is this normal? Spoiler alert: yes,
but manageable. What separates successful projects from perpetual chaos is a blend of architectural ownership,

disciplined delivery postures, integration rigor, and thoughtful migration strategy.

Why Does Salesforce Commerce Cloud Setup Feel So Complex?

At its core, Salesforce Commerce Cloud is a powerful platform designed to handle end-to-end e-commerce
operations — from merchandising and promotions to multi-channel sales and sophisticated order management.

However, with that power comes a steep learning curve, intricate setup steps, and demands for tight systems
integration.

Several factors contribute to the perceived complexity:

* Multi-faceted Workflows: Salesforce workflows within SFCC span merchandising, pricing, inventory, and

order lifecycles, often requiring deep platform-specific customization.

¢ High Integration Needs: Interfacing with ERP, CRM, payment gateways, and third-party logistics means

there's little room for “plug and play.” API-first design helps, but integration still requires discipline.

* Operational Overhead: Managing releases, data consistency, and monitoring across systems demands

accountability and clear ownership beyond go-live.

* Customization vs. Configuration: Treading the line between out-of-the-box features and tailored extensions

can complicate upgrade paths and maintenance.

Recognizing these stress points is the first step. Let's explore continuous delivery how leading consultancies like
Netguru, Lab Digital, and DEPT guide their clients through this maze by applying modern architectural principles

and disciplined delivery approaches.

The Critical Role of Architectural Ownership After Launch

One recurring pitfall in SFCC projects is unclear ownership of architecture and integrations once the platform is
live. It's common to hear phrases like “the vendor will support us” or “our internal teams just handle minor fixes”

without defining clear boundaries.
But who owns the architecture after launch, really?

* Dedicated Architecture Owners: Salesforce implementations are too complex to be "handed off” passively.
The best teams assign an architecture owner—a platform steward responsible for maintaining the conceptual

and technical integrity of the system across updates, third-party changes, and bug fixes.

® Cross-Team Visibility: The architecture owner coordinates with development, DevOps, and business
stakeholders to guarantee alignment with evolving business goals.

* Documentation and Decision Tables: Thorough, living documentation is part of architecture ownership —

not just code comments or feature specs, but explicit decision tables about integrations, APIs, SLAs, and error

handling.

DEPT emphasizes this point in their client projects, ensuring no implementation is “too opaque” or becomes a

midnight firefighting mess.
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Delivery Posture and Accountability: More Than Just Features

Teams often approach Salesforce Commerce Cloud setups with big ambitions to check all feature boxes quickly:
omnichannel promotions, advanced personalization, real-time order management dashboards, and more. This

leads to a buzzword-heavy backlog but little actual progress.

Instead, experienced delivery leads know that the right posture is accountability-first:
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1. Clear Roles & Responsibilities: Everyone — from the client team to agency partners like Netguru — must

have transparent ownership on delivery slices.

2. SLA Clarity: Defining expected uptime, response times, and bug resolution for each integration or critical

workflow avoids ambiguity.

3. Realistic Targets: “We can do anything” is a dangerous phrase. Understanding constraints and focusing on

delivering business value incrementally helps avoid costly rework.

4. Regular Reporting: Frequent demos, health checks, and status updates foster trust and catch issues early.

Lab Digital has made a mark by integrating delivery models with operational readiness reviews — helping clients

prevent feature sprawl from turning into chaos.

The Superiority of Integration Discipline Over Feature Checklists

Salesforce Commerce Cloud's API-first design is a tremendous enabler, but API availability alone doesn’t guarantee
seamless integration. Wildly plugging in connectors or adopting multiple middleware layers without a disciplined

integration mindset compounds inefficiencies and operational risks.
Here are best practices for integration discipline;

* Integration Contracts: Define crisp API contracts with clear expectations on payloads, latency, and error
handling.

* Modular Composability: Embrace MACH principles (Microservices, API-first, Cloud-native, and Headless) to
decouple integrations thoughtfully — avoid monolithic “Franken-systems.”

® Governance: Regularly audit integrations to prevent deprecated endpoints, undocumented hacks, or hidden

data dependencies.



* Monitoring & Alerting: Proactive detection of failures or slowdowns in Salesforce workflows and order

management exchanges minimizes downtime.

Netguru’s recent engagements highlight how disciplined integration beats feature checklists every time,

producing steadily improving system reliability.

Phased Migrations to Limit Downtime: The Art of the Possible

Ripping and replacing legacy commerce platforms in one big bang usually ends in extended outages and

frustrated stakeholders. SFCC migrations are no exception.
Instead, a phased approach offers these advantages:

* Incremental Value: Migrate customer segments, product lines, or order flows in stages — allowing business

teams to refine orchestration continually.

¢ Risk Mitigation: Smaller scope launches reduce blast radius when unforeseen issues arise.

* Feedback Loops: Learn from earlier phases to tune integrations, fix Salesforce workflows, and calibrate order
management better before full rollout.

* Parallel Run Capability: Allows order validation and reconciliation between old and new systems, avoiding

data loss or customer frustration.

Consultancies like DEPT and Lab Digital invariably incorporate phased migrations as a standard delivery pattern,

balancing ambition with operational prudence.

Is This Complexity “Normal”? Yes — But What's Next?

Feeling overwhelmed by Salesforce Commerce Cloud setup complexity is expected, given the platform’s breadth

and integration demands.
However, the "normal” curve flattens dramatically when enterprises adopt these core mindsets:

Challenge Common Pitfall Recommended Approach Ownership post-launch Unclear teams take blurry ownership
Assign clear architecture owners with documented decision tables Delivery posture Feature whack-a-mole with no
accountability Transparent SLAs and realistic, value-driven delivery sprints Integration rigor APl misuse, patchy
documentation Apply MACH principles and governance for consistency Migration strategy Big bang migrations

with downtime and defects Phase rollouts with parallel runs and iterative validation

How to Move Forward

If you're facing Salesforce Commerce Cloud setup complexity now, start by evaluating your current state against
the above challenges. Assemble a cross-functional team that includes platform architects, delivery leads, and
operations specialists. Regularly review your Salesforce workflows and order management processes through the

lens of ownership and accountability.



Partnering with agencies experienced in disciplined delivery can also jumpstart your efforts. Firms like Netguru,
Lab Digital, and DEPT are known for combining MACH principles with solid architecture ownership models —

valuing integration discipline over flashy checklists.

Remember: tooling alone doesn’t fix complexity. But a clear delivery posture, rigorous integration discipline, and a

phased approach to migration can turn SFCC from a puzzle into a platform you trust and control.

Final Checklist for SFCC Setup Sanity

* Have you designated an architecture owner after go-live?

* Are your Salesforce workflows documented and operational SLAs defined?

* |s your integration approach following API-first and MACH principles?

* Do you have a phased migration plan to limit downtime and test order management flows?
* Have you established clear roles and accountability across teams?

If any answers were “no” or “not sure,” it's time to reassess and recalibrate — your long-term operational sanity

depends on it.



