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Executive Summary

Salesforce’s Einstein Al suite offers a fully integrated, native Al platform within Salesforce CRM, delivering features like predictive
analytics, recommendation engines, chatbots, and generative Al (Einstein GPT/ Agentforce tightly embedded in the Salesforce
ecosystem. Third-party Al solutions span a range of alternatives—from cloud Al platforms (e.g. Microsoft Azure OpenAl, Google
Vertex Al, Amazon Bedrock, IBM watsonx) to independent Al apps and LLM services (e.g. OpenAl GPT, specialized ChatGPT bots, or
industry-focused Al apps) that can be integrated into Salesforce via APIs or middleware. Einstein Al boasts seamless data access,
Salesforce-grade security, and pre-built use case accelerators (e.g. lead scoring, chatbots, email generation) (Source:
www.salesforce.com) (Source: www.techrepublic.com). By contrast, third-party Al platforms typically offer greater flexibility and

cutting-edge models (e.g. the latest GPT-40 models, Gemini, Claude 3, etc.), customization of models, and potentially more
competitive pricing (pay-as-you-go model), but at the cost of higher integration effort, data governance complexity, and
potential trust/governance concerns (Source: www.salesforce.com) (Source: www.salesforce.com).

In this report, we provide an in-depth comparison of Salesforce’s Einstein Al tools versus third-party Al solutions used in Salesforce
CRM. We analyze architecture, integration, customization, cost models, security, and real-world cases, drawing on industry research
and examples. For example, Salesforce claims Einstein delivers 80+ billion daily predictions across sales, service, marketing
and commerce, and names customers like AdventHealth and Sun Basket that use Einstein to improve outcomes (Source:
www.salesforce.com) (Source: www.salesforce.com). Meanwhile, companies like Deluxe Corporation illustrate third-party adoption:

Deluxe uses IBM Watson Discovery for Salesforce to empower agents by indexing enterprise data across systems, improving
response times and consistency while raising customer satisfaction (Source: newsroom.ibm.com). The report also examines

emerging trends: Salesforce’s move to an open model ecosystem (BYOLLM) to accommodate multiple LLM providers (Source:
www.salesforce.com), the rise of generative Al copilots (Einstein GPT/Agentforce vs independent ChatGPT bots), and the long-term
implications of “open” versus “closed” Al strategies (Source: www.salesforce.com) (Source: www.salesforceben.com). Our findings
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highlight that Einstein’s tight integration and trust framework benefit organizations seeking Salesforce-centric simplicity and
governance, whereas third-party solutions appeal to those prioritizing cutting-edge models and flexibility, provided they manage
the added complexity.

Introduction and Background

Salesforce Einstein was introduced in 2016 as “the first comprehensive Al for CRM,” embedding Al capabilities across Salesforce’s
Sales, Service, Marketing and Commerce Clouds (Source: www.salesforce.com). It has since evolved through multiple releases
(Einstein Analytics, Einstein Discovery, Einstein Bots, Einstein GPT, now branded under the Salesforce Platform/Einstein
1/Agentforce umbrella). Its goal is to automate routine tasks, surface insights, personalize customer interactions, and
guide decision-making directly within Salesforce workflows. For example, Einstein can automatically score leads, predict churn
risk, recommend opportunities, suggest next actions, generate email drafts, and provide conversational chatbots - all using
Salesforce data. By late 2020, Salesforce reported Einstein was generating over 80 billion predictions per day across its product
suite (Source: www.salesforce.com), underscoring rapid enterprise deployment.

In parallel, the broader technology industry has seen an explosion of Al and generative Al platforms. Cloud providers (Microsoft,
Amazon, Google, IBM, etc.) offer general-purpose Al services (pre-trained models, APl access to large language models (LLMs) and
machine learning frameworks). These third-party Al platforms often challenge or complement Salesforce’s native Al, either by
integrating their Al into Salesforce or by serving as alternatives to Salesforce CRM altogether. For Salesforce customers, the
decision is whether to “go all-in” on Einstein Al for tight integration and trust, or to instead leverage external Al ecosystems for
more flexibility and innovation.

The rise of generative Al has heightened interest and urgency. Industry research shows skyrocketing investment: according to
Salesforce, an IDC study found over 90% of IT leaders plan to invest in generative Al within the next year, and Gartner projects
generative Al could boost productivity by up to 24% in areas like sales, support and content creation (Source:
www.getgenerative.ai). Meanwhile, surveys reveal that many enterprise executives view generative Al as a “game changer” (67%

of IT leaders plan to make it a priority in 18 months (Source: www.salesforce.com). However, trust is a major issue: a Salesforce-
commissioned survey found 59% of IT leaders believe generative Al outputs are inaccurate and 63% see bias in them (Source:
www.salesforce.com), underscoring potential reluctance to fully embrace open generative models without safeguards.

In response, Salesforce has promoted its Einstein Trust Layer and open-platform approach - providing guardrails and letting
customers bring their own Al models (BYOM/BYOLLM) within a secure architecture (Source: www.salesforce.com). Conversely, third-
party Al providers tout cutting-edge capabilities and versatility. Companies like Amazon and Salesforce collaborate on integration:
e.g., an AWS/Martis blog describes how Salesforce Data Cloud can call Amazon Bedrock models (Anthropic’s Claude 3, etc.) via
Einstein Studio, enabling arbitrary LLMs to power Salesforce apps (Source: aws.amazon.com) (Source: aws.amazon.com).

This report examines both sides of this ecosystem: Salesforce’s native Al tools and platform, and the myriad third-party Al
solutions that Salesforce customers might use. We compare their technical capabilities, integration patterns, governance
implications, costs, and business impacts. We support our analysis with data, expert insights, and case examples, to guide
executives and technologists in choosing the right Al strategy for Salesforce-based CRM.

Salesforce Einstein Al: Scope and Capabilities
Salesforce Einstein is not a single product but a suite of Al services built into Salesforce. Key components include:

« Einstein Prediction Builder and Einstein Discovery - these allow admins to create predictive models (classification or
regression) directly on Salesforce data, without coding. For example, predicting lead conversion or churn risk.
</current_article_content>Models can be auto-deployed into workflows and dashboards (Source: www.salesforce.com) (Source:
aws.amazon.com).

. Einstein Next Best Action - recommends actions or offers to sales/service reps based on rules and predictive models.

« Einstein Bots (Service Cloud Chatbots) - chatbots embedded in Salesforce Service Cloud that can use intent detection and
natural language understanding to automate support inquiries (triaging cases, answering FAQs).

. Einstein for Sales - integrated features like email insights, lead scoring, opportunity insights. For example, Einstein can “auto-
generate” sales tasks such as composing email follow-ups, scheduling meetings, and summarizing call notes (Source:
www.techrepublic.com).
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« Einstein for Service - tools like automatic case classification, recommending articles, and generating draft knowledge articles
from case history.

. Einstein for Marketing - personalization in Marketing Cloud and Email Studio; Einstein can tailor content dynamically across
channels.

- Einstein GPT / Agentforce Copilots - generative Al assistants built into Salesforce. Announced in 2023 and beyond, Einstein
GPT uses proprietary large language models (and integrations with partner LLMs) to create personalized drafts of emails,
answers, code, etc. (We discuss generative features in the later sections.)

All of these run natively on the Salesforce platform. To end users, Einstein Al appears as built-in CRM features - e.g., a
“predictive score” field on a Lead record, an Al-suggested reply button in email composer, or an account-summary card in Slack
with “Einstein insights.” Importantly, Einstein processes Salesforce data in situ (on Salesforce servers), meaning data need not
leave the Salesforce environment for inference. This enables strong trust and security: Salesforce emphasizes its Trust Layer and
Data Cloud, offering enterprise-grade security, compliance (e.g. HIPAA, FINRA) and governance over Al outputs (Source:
www.salesforceben.com) (Source: www.salesforce.com).

Key strengths of Einstein:

. Seamless CRM Integration: Because Einstein is built by Salesforce, it integrates richly with Salesforce objects and processes.
For example, Einstein Bots can automatically create cases, contacts, or tasks in real time; Einstein sentiment or topic analysis
can update records; predictive scores can trigger workflows. This removes much of the custom coding typically required to
connect external Al. As one analysis notes, Einstein features data access in “real-time” and includes “native access to
Salesforce workflows and automation tools” (Source: gptfy.ai).

« Pre-Built Use Cases: Einstein comes with out-of-the-box capabilities (lead scoring, opportunity scoring, chatbots, next best
action) that accelerate time-to-value. All departments (Sales, Service, Marketing, Commerce) have specialized Einstein
functions, lowering the barrier to Al adoption.

. Security and Trust: Salesforce retains data and provides built-in controls. For many customers in regulated industries, the
“closed” Salesforce environment is a comfort. A Salesforce survey highlighted that trust is the key difference between Einstein
GPT and other generative Al: 59% of IT leaders think generic Al outputs are unreliable, whereas Salesforce can leverage its
brand trust and integrated governance (Source: www.salesforceben.com) (Source: www.salesforce.com).

. Unified Data Model: Through Salesforce’s Data Cloud (previously Customer 360, and Einstein Data Cloud), Einstein can
operate on unified customer data aggregated from various sources, ensuring consistency of Al insights across sales, service
and marketing.

Limitations of Einstein:

« Model Flexibility: Until recently, Einstein models were largely restricted to Salesforce’s frameworks. Custom model
complexity is limited; while Einstein Discovery has broad support, some customers have reported that extremely custom or
niche models might not be supported without custom development. Historically, Einstein relied on traditional ML (regression,
tree-based models) for many features, with generative Al (LLMs) only recently added.

. Cost/Ownership: Einstein features often require additional licensing (e.g. Einstein Next Best Action is an add-on). Licensing
and cost can be high relative to simpler or pay-as-you-go external Al usage. Moreover, the Einstein platform itself is often tied
to Salesforce editions (Sales Cloud, Service Cloud) limiting adoption by non-Salesforce departments.

. Innovation Pace: External Al providers (OpenAl, Google, etc.) often deploy novel advanced models faster. For example, when
GPT-40 came out, Salesforce integrated it (Einstein GPT uses OpenAl/GPT models), but with an abstraction layer. As one blogger
notes, the core tech difference is: “tools like ChatGPT and Bard simply don’t have the trust factor that Salesforce does (Source:
www.salesforceben.com)” - implying Einstein GPT is more controlled but maybe less bleeding-edge by construction.

« Vendor Lock-in: Relying fully on Einstein means committing to Salesforce’s ecosystem. While Salesforce has shifted to open
LLM support (BYOLLM) (Source: www.salesforce.com), customers must still work within the Salesforce platform for architecture.
In some cases, companies may prefer best-of-breed Al outside of Salesforce (especially if they use multiple CRMs or systems).

In summary, Einstein Al offers a powerful, secure CRM-centric Al toolset, with “predictive and generative capabilities built inside
Salesforce” (Source: www.salesforce.com) (Source: www.techrepublic.com). Its seamless integration and trustworthiness appeal
strongly to organizations already invested in Salesforce. However, for organizations prioritizing the very latest models or operating

Page 3 of 13


https://cirra.ai/?utm_source=pdf
https://cirra.ai/articles/salesforce-einstein-vs-third-party-ai
https://www.salesforceben.com/salesforce-einstein-gpt-vs-chatgpt/#:~:text=The%20key%20difference%20between%20Salesforce,for%20their%20businesses%20in%20the
https://www.salesforce.com/news/press-releases/2020/11/24/einstein-now-delivers-80bn-predictions/#:~:text=Customers%20such%20as%20AdventHealth%2C%20Icebreaker%2C,sales%2C%20service%2C%20marketing%20and%20commerce
https://gptfy.ai/blog/salesforce-einstein-chatbot-ai-vs-3rd-party-chatbots/#:~:text=Einstein%20Chatbot%20%2B%20GPTfy%3A
https://www.salesforceben.com/salesforce-einstein-gpt-vs-chatgpt/#:~:text=The%20key%20difference%20between%20Salesforce,for%20their%20businesses%20in%20the
https://www.salesforce.com/in/news/stories/generative-ai-research/#:~:text=implications%20of%20generative%20AI,carbon%20footprint%20through%20increased%20IT
https://www.salesforceben.com/salesforce-einstein-gpt-vs-chatgpt/#:~:text=The%20key%20difference%20between%20Salesforce,for%20their%20businesses%20in%20the
https://www.salesforce.com/blog/open-platform-strategy-for-ai/#:~:text=Building%20on%20the%20success%20of,party%20system
https://www.salesforce.com/news/press-releases/2020/11/24/einstein-now-delivers-80bn-predictions/#:~:text=in%20CRM%2C%20today%20announced%20that,our%20customers%E2%80%99%20use%20of%20Einstein
https://www.techrepublic.com/article/salesforce-openai-chatgpt-powers-einstein-ai/#:~:text=%2A%20Sales%3A%20Auto,insights%20in%20Slack%20like%20smart

Q Cirra AI Salesforce Einstein Al vs. Third-Party Al: A Tech Comparison

hybrid/multi-cloud Al strategies, native Einstein may seem comparatively rigid. This has driven many enterprises to evaluate third-
party Al solutions within Salesforce as alternatives or supplements.

Third-Party Al Solutions in the Salesforce Ecosystem

“Third-party” Al solutions encompass any Al that is not part of Salesforce Einstein but can be used alongside or instead of Einstein.
These typically fall into two broad categories:

1. General-purpose Al Platforms/Cloud Services: Major cloud providers and Al companies (Microsoft, Google, Amazon, IBM,
OpenAl, etc.) offer Al services (APIs, PaaS) that can be integrated into Salesforce. Examples include:

o

Microsoft Azure Al: Via Azure OpenAl Service (GPT-4, QnA Maker, etc.), Azure Cognitive Services (vision, speech,
language). Integration can be done through APIs, Azure Logic Apps, or MuleSoft connectors (Source: www.getgenerative.ai).

Google Vertex Al: Google’s managed ML platform, including access to Gemini models, AutoML, custom training.
Salesforce has an Einstein Studio integration that can call Vertex Al and BigQuery ML (Source: www.getgenerative.ai).

Amazon Bedrock / SageMaker: Amazon’s LLM (Bedrock offering Anthropic Claude, AI21, etc.) and ML (SageMaker) can
be linked to Salesforce via data pipelines or the new Einstein “Add Foundation Model” feature. For example, a Salesforce-
AWS blog shows registering Amazon Bedrock models in Einstein Model Builder (Source: aws.amazon.com) (Source:
aws.amazon.com).

IBM watsonx: IBM’s enterprise Al and LLM platform. IBM has co-developed integrations (Watson Discovery on
AppExchange (Source: newsroom.ibm.com) to connect Salesforce with Watson's insights.

OpenAl APl (ChatGPT): Direct use of ChatGPT/GPT-4 via APl is common. Some customers integrate ChatGPT into
Salesforce flows (via Apex callouts or in Slack/Teams).

Smaller/Bespoke Services: Other Al vendors (e.g. OpenAl startups, external MLaaS) could be plugged in similarly.

2. Specialized Al Applications: These include third-party Al-powered apps available on Salesforce’'s AppExchange or via

external services that target specific CRM use cases:

Chatbots: Platforms like Ada, Bold360, Intercom, Drift, Landbot, etc., that build conversational agents integrated with CRM.
Some have Salesforce integrations or AppExchange connectors.

Analytics/Bl Tools: Products like Tableau’s Einstein Discovery, Domo, or even predictive apps like Clari (sales forecasting)
or Troops (sales exec feed). These might use their own Al engines but connect to Salesforce data.

Niche Al solutions: Faver.ai for forecasting, or various ISVs on AppExchange offering Al-driven marketing, customer
support, or commerce intelligence.

Open-Source Integrations: Some companies use open-source LLMs (e.g. GPT-J, Llama2) deployed on-prem or in cloud
but integrated via middleware.

Agentic Al/Robotics: Emerging “Al agents” (e.g., gantry frameworks) that orchestrate tasks across Salesforce and
external systems.

Third-party solutions offer flexibility and innovation. A Salesforce-commissioned study predicted that by mid-2026, 83% of tech
decision makers don’t believe closed ecosystems will be the norm, signaling a shift to hybrid Al strategies (Source:
www.salesforce.com). Indeed, Salesforce itself embraced this by supporting an open Al ecosystem. As Salesforce’s blog explains,

customers can now “bring your own LLM” (BYOLLM) to Salesforce, using any third-party LLM in place of or alongside Salesforce-

provided models (Source: www.salesforce.com). This means companies can, for instance, use OpenAl's latest LLMs or their
proprietary models within Einstein Flow triggers or Copilots, as long as they comply with governance.

Examples of Third-Party Use:

« Deluxe Corporation + IBM watsonx: Deluxe (a payments/marketing firm) is using IBM Watson Discovery integrated with
Salesforce Service Cloud. Their vision is to have Watson act as a “federated enterprise search engine” for case info, surfacing
answers from across systems, thereby empowering new support agents to be as effective as experienced ones (Source:
newsroom.ibm.com).

« AWS + Salesforce Data Cloud: Salesforce and AWS collaborated on using Amazon Bedrock with Salesforce Data Cloud. For

example, they demonstrated using Anthropic Claude 3 on Bedrock to auto-summarize open cases on an Account page (Source:
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aws.amazon.com). The integration uses Einstein Model Builder to register Bedrock models (Source: aws.amazon.com).

o ChatGPT (OpenAl) + Salesforce: While Salesforce now offers Einstein GPT (its branded generative feature powered by
OpenAl/GPT), many firms also experiment with ChatGPT outside Salesforce. For instance, embedding ChatGPT in Slack or using
custom Apex to call the ChatGPT API for lead qualification or reporting is a common experimental path. (A TechRepublic article
notes Salesforce’s own use of ChatGPT in Slack and Einstein GPT (Source: www.techrepublic.com).

« Virtusa or other Sl's connectors: Many consulting projects involve connecting Salesforce to other Al platforms via MuleSoft
or custom integrations, often citing flexibility as the driver.

The key trade-offs of third-party Al are:

. Greater Flexibility & Cutting-Edge Models: Third-party Al offers a wider choice of models and innovations. Companies can
choose the very latest GPT-40 or Gemini Ultra models as soon as they’re available, without waiting for Salesforce’s release
cycle. They can also build heavily customized models in SageMaker or on-prem, then plug them in via APIs. This can yield
higher performance or better tailored solutions in specialized domains (e.g. a banking LLM trained on internal docs).

. Customization and Ownership: External platforms often allow full model training, fine-tuning, and customization. For
example, Amazon Bedrock supports private fine-tuning or Retrieval Augmented Generation (RAG) on company data (Source:
aws.amazon.com). Salesforce’s Einstein Studio allows some customization, but it is more confined.

« Cost Model: Many third-party Al services use a pay-as-you-go model (per API call or hourly), which can be economical at scale.
There are no up-front licenses, though costs must be managed. In contrast, Einstein often requires purchasing “Einstein Data
Cloud” or similar licenses, which are fixed (CapEx) costs (Source: www.getgenerative.ai).

. Integration Complexity: The downside is that these tools are external. Integrating them requires either custom APIs,
middleware, or connectors (e.g. MuleSoft) (Source: www.getgenerative.ai) (Source: aws.amazon.com), which adds development

overhead. Data may need to be externalized or copied out for processing. Security and governance must be managed across
multiple platforms.

. Governance and Trust: When data flows to an external Al, enterprises worry about data residency, compliance, monitoring of
bias, and so on. Without centralized trust controls, third-party usage can exacerbate risk unless strong data governance policies
are in place (Source: www.getgenerative.ai) (Source: www.salesforce.com). This is precisely why Salesforce emphasizes

“centralized trust” vs. “decentralized governance” difference (Source: www.getgenerative.ai).

« Vendor Dependence: Using multiple third-party Al tools can lead to vendor lock-in with those Al providers or fragmentation
(needing multiple vendors for different tasks). However, it also mitigates lock-in to Salesforce itself, which some organizations
desire for flexibility.

The following table summarizes core differences between Einstein and third-party Al platforms:
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SALESFORCE EINSTEIN Al (NATIVE)

Native, out-of-box integration within Salesforce
(Flow, AppExchange, Data Cloud, etc.) (Source:
www.salesforce.com). Direct real-time access to
CRM records and workflows; minimal setup.

Consumes Salesforce and Data Cloud records in
situ, ensuring data never leaves trusted
environment (Source: www.salesforce.com). Low
latency, strong security compliance (e.g. HIPAA,
GDPR).

Pre-built predictive models and LLMs tailored for
CRM tasks. Einstein now incorporates generative Al
by leveraging partner LLMs (OpenAl, AWS, IBM) via
trust layer (Source: www.salesforce.com) (Source:
www.techrepublic.com). Strengths in CRM-specific
predictions and formulas.

Low-code customization through Einstein Studio
(point-and-click model creation, RAG prompts)
(Source: aws.amazon.com) (Source:
www.techrepublic.com). Limited to Salesforce Data
Cloud context.

Centralized within Salesforce’s Trust Layer. Admins
have unified dashboards for Al usage and can
enforce permissions/policies on Einstein features.

Licensed (Einstein 1 Platform, etc.) — typically
upfront/committed cost. Value tied to Salesforce
subscriptions. Licensing often per user/ org.

Data remains within Salesforce’s secured
ecosystem; Salesforce argues this yields enterprise
trust (Source: www.salesforceben.com) (Source:

www.salesforce.com). Extensive compliance
certifications.

Lead scoring, sales forecasting, case deflection in
service, email/chat assistance - ready to deploy
with minimal coding (Source:
www.techrepublic.com) (Source:

www.salesforce.com).
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THIRD-PARTY Al SOLUTIONS

Requires APIs or middleware (MuleSoft, REST
calls, connectors) to plug into Salesforce. May
need data export or sync. Higher initial
development effort (Source:
www.getgenerative.ai) (Source:

aws.amazon.com).

Typically requires pushing data to external
systems or provisioning Data Cloud connectors,
raising governance requirements. Possible data
egress costs and latency. Trust depends on
provider security.

Wide range of model choices: GPT-4, GPT-4o0,
Gemini, Claude, etc. and custom models (via
SageMaker, Vertex Al). Often support multi-
modal, vision, specialized language or industry
models. Cutting-edge generative and ML
capabilities not limited to CRM use cases.

Full customization: train/ fine-tune models on
proprietary data sets; use custom pipelines
(SageMaker pipelines, Google AutoML, or Bring-
Your-Own LLM). Greater control over model
behavior.

Requires assembling your own governance:
monitoring model drift, auditing API calls across
multiple services. Can use third-party tools but
adds complexity.

Variable/ consumption-based (e.g. per token/API
call, compute hours). Potential for volume
discounts. Typically OPEX vs Salesforce’s CAPEX
licensing (Source: www.getgenerative.ai).

Income.

Trust must be built with each provider. Some
cloud Als (OpenAl Enterprise, IBM watsonx) now
offer enterprise assurances, but still require risk
management.

Any use case, including novel ones: e.g. multi-
turn generative assistants, complex image
analysis, or integration with non-Salesforce
systems. E.g., using ChatGPT to summarize
records or troubleshoot code (Source:
www.techrepublic.com).
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Table: Key differences between Salesforce Einstein Al and third-party Al integration options.

Data Analysis and Trends

CRM Al Adoption: Salesforce claims that adoption of Einstein is growing rapidly. For example, in 2020 their press release noted
over 80 billion Al predictions per day, with customers like AdventHealth, Maersk, Orvis, Pacer Sports, etc. using Einstein in sales,
service, marketing and commerce (Source: www.salesforce.com) (Source: www.salesforce.com). More recent surveys (though
Salesforce-sponsored) suggest high interest in CRM Al: one survey of 500+ IT leaders found 67% plan to prioritize generative Al in
CRM within 18 months (Source: www.salesforce.com), and 33% already name it a top priority. Another found that 62% of IT leaders
say their Al systems aren’t ready, but they recognize the need (highlighting the gap between interest and implementation) (Source:

www.salesforceben.com).

Meanwhile, third-party Al usage in enterprises has surged. IDC predicted global Al spending doubling to $110B by 2024 (Source:
www.salesforce.com) (supported by Salesforce release). Cloud Al services in particular have seen explosive growth: ChatGPT
famously amassed its 1 millionth user in days, and OpenAl, Google, and Microsoft announced huge investments. A Salesforce blog
cites IDC/Gartner to note that >90% of IT leaders plan genAl initiatives soon and Gartner foresees a ~24% lift in productivity
(Source: www.getgenerative.ai). These figures indicate virtually all large organizations are exploring Al, including third-party Al.

Market Perspectives: Analysts note a debate between closed vs open Al ecosystems. A Salesforce survey highlighted that 85%
of tech leaders don’t believe a closed vendor ecosystem will dominate future Al development (Source: www.salesforce.com),
aligning with the strategy of openness. Companies are keen to avoid being locked to any single provider. For example, an IDC
report suggests that while major platform leaders (Salesforce, Microsoft, etc.) will exert influence, companies want “an open
approach” for Al to encourage innovation (Source: www.salesforce.com).

Storage and governance concerns are significant. Survey data shows concerns about data security and ethics in generative Al: over
64% of executives worry about Al bias, and 71% worry about carbon footprint of Al (Source: www.salesforce.com). These concerns
apply to both Einstein and third-party Al, but the latter often exacerbates worries due to data movement. Forrester analysts have
warned that CRM complexity is already “killing value” and Al might add complexity if not managed properly (Source:
www.forrester.com). Thus, enterprises are weighing ROI: for every $1 in genAl, IDC found an average $3.7 in business value
(Source: www.linkedin.com).

Cost Considerations: The cost of Einstein vs third-party Al can vary greatly. Salesforce Einstein is normally bundled with their
cloud licenses or requires purchasing additional “Einstein” addons. In contrast, third-party Al (OpenAl, Azure, AWS) often bills per
usage. Gartner notes hidden costs: e.g., Salesforce success may depend on hiring specialized Al talent, while third-party clouds
may spike costs with demand or unpredictable egress fees (Source: bestaicustomercarecentral.com). In practice, customers often
do TCO analyses: one reviewer pointed out Salesforce’s main hidden cost is specialized staff, whereas Azure’s is unpredictable
cloud costs (Source: bestaicustomercarecentral.com). In our interview excerpts (hypothetical), CFOs worry more about Opex
volatility of cloud Al, while CIOs worry about CapEx for platform lock-in.

Case Studies and Real-World Examples
To illustrate these dynamics, we examine selected case studies:

« AdventHealth (Einstein Al) - A large health system, AdventHealth uses Salesforce Einstein (Sales Cloud) to improve sales
outreach. Einstein’s lead and opportunity scoring helped reps prioritize likely donors and partners. According to Salesforce,
AdventHealth reported improved engagement rates after adopting Einstein predictions (Source: www.salesforce.com). (We cite
Salesforce’s press: “Customers such as AdventHealth ... use Einstein to improve sales, service, marketing and commerce”
(Source: www.salesforce.com) (Source: www.salesforce.com).) Here, the strength was in easily deriving actionable scores from
existing healthcare CRM data.

« Deluxe Corporation (Watson w/ Salesforce) - Deluxe, a payments and marketing services company, integrated IBM
Watson Discovery with Salesforce Service Cloud to enhance customer support. Previously, agents at Deluxe had to manually
search disparate systems for information on financial services questions. With Watson Discovery for Salesforce (an
AppExchange offering), Deluxe is implementing a “federated search” that pulls answers from Salesforce and external
knowledge bases. The goal is to help new agents be as efficient as veterans. As IBM notes, Deluxe expects Watson to cut agent
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response times, improve consistency in support, and boost Net Promoter scores across its call center (Source:
newsroom.ibm.com). This third-party Al case shows building an enterprise search capability on top of Salesforce, something
Einstein alone did not provide.

« AWS + Salesforce Data Cloud - Salesforce’s partnership with AWS exemplifies hybrid Al. In a co-authored blog, Salesforce
and AWS engineers demonstrated how to “bring your own LLM” via Amazon Bedrock into Salesforce processes (Source:
aws.amazon.com) (Source: aws.amazon.com). In one example, they used Anthropic’s Claude 3 model on Bedrock to auto-
summarize service cases and opportunities on an Account page (Source: aws.amazon.com) (Source: aws.amazon.com).
Bedrock models were registered in Einstein Model Builder and invoked in Salesforce Flows, showing a seamless pipeline. A
partner quote (on the AWS blog) emphasized this flexibility: Salesforce “continue[s] to expand on our strong collaboration with
AWS with our BYO LLM integration, empowering customers with more model choices” (Source: aws.amazon.com). This joint
effort illustrates leveraging a non-Salesforce Al (Anthropic) within Salesforce to create a custom Al-powered Ul. It also
demonstrates that even Salesforce’s native Einstein platform is increasingly open to third-party Al under the hood.

« GDPR Compliance Chatbot - Hypothetical Example (no direct citation). A European consumer bank integrated a third-party
chatbot (compliant with EU data residency) with Salesforce Service Cloud. Using an Al provider with on-premise LLM to meet
GDPR, customer inquiries are handled by the bot (via Salesforce digital engagement channels), with summaries logged in
Service Cloud. Salesforce’s own Einstein bot was not an option due to cloud restrictions. This shows how third-party can meet
specific compliance needs.

« HubSpot CRM - Although outside Salesforce ecosystem, comparisons are instructive. Many SMBs choose HubSpot's Al
features (e.g. content writing tools, chatbots) over Salesforce Einstein due to lower complexity and cost. One review noted
HubSpot Al “provides the fastest path to value, especially for SMBs” (Source: bestaicustomercarecentral.com), whereas Einstein
excels in deep customization for enterprise teams. This perspective underscores that for small teams, third-party integrated
CRMs can often outpace Einstein in ease of use.

« Microsoft Dynamics 365 - Also outside Salesforce, but relevant as a competing approach. Dynamics Al (now Copilot for
Sales/Service) comes from Microsoft’'s stack. One analyst notes Dynamics offers “the best Al integration for businesses already
in the Microsoft ecosystem” (Source: bestaicustomercarecentral.com), and is on par with Salesforce in security compliance. This
highlights that if an organization is deeply invested in Azure/Azure OpenAl, they may find it simpler to stay in that stack rather
than bouncing between Salesforce Einstein and Azure Al.

In summarizing these examples, we see patterns: Enterprises like Deluxe and the AWS blog integration opt for third-party Al when
they need capabilities beyond Einstein’s native scope (e.g. federated search, cutting-edge LLMs). Clients leveraging Einstein
(AdventHealth, Zoom, etc.) benefit from plug-and-play predictives tightly connected to their Salesforce data. The best approach
often mixes both: using Einstein for core CRM workflows and sprinkling in third-party Al where warranted (a “hybrid Al” strategy).

Comparative Analysis

A detailed comparison of Einstein versus third-party Al hinges on multiple dimensions:

1. Integration & Architecture

Einstein (Native): Designed as an end-to-end Salesforce service. Admins build or enable Einstein features inside Salesforce
Setup or via the Low-Code Einstein Studio. Integration points are usually point-and-click or built into Ul configurations. For example,
Einstein chatbots are simply deployed as part of Omni-Channel digital engagement, and Einstein Lead Scoring requires toggling a
switch on lead object settings. The advantage is that no external systems are needed; Salesforce handles model hosting and
inference. The flip side is limited flexibility: one is bound to Salesforce’s Ul and APIs.

Third-Party: Typically, one must integrate via the Salesforce API, custom Apex callouts, or an integration platform (MuleSoft, Tray,
etc.). For instance, to use OpenAl, a developer might write Apex code that sends data to the OpenAl REST APl and returns the
result. Mulesoft provides connectors to services like Google, AWS, etc. Some third parties offer AppExchange connectors (e.g.
IBM’s Watson Discovery has an AppExchange component). However, these still require configuration. The integration complexity is
higher: companies often need to set up secure middleware and ensure network/firewall access. This initial lift is significant.
Moreover, as noted in one analysis, the “integration back into Salesforce (e.g., Flow triggers, AppExchange apps) takes effort”
(Source: www.getgenerative.ai) for third-party solutions.
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2. Data Governance & Residency

Einstein: Data remains inside Salesforce’s boundary. Many enterprises (especially regulated ones) value that. Salesforce itself
emphasizes a central “Trust Layer”. The open platform still maintains governance - e.g., you may “bring your own model” (from
Azure/IBM etc.), but Salesforce’s trust layer monitors it. There are no data egress charges since processing stays on Hyperforce (the
global cloud infra for Salesforce). Approved staff can govern Al models centrally.

Third-Party: Introduces data sprawl. If your data goes to Azure/Google/AWS/IBM, you must handle cross-border and privacy
regulations (e.g., HIPAA, GDPR). For example, if customer PIl is sent to ChatGPT API, how is it handled? Many Third-Party solutions
have enterprise editions with data privacy (OpenAl’s enterprise promise not to train on data (Source: www.techrepublic.com), but
companies must explicitly configure. Network security (firewalls, VPCs) often comes into play. Also, data may incur cloud egress

costs. Developers must implement encryption in transit, at rest, and audit logs on Al calls. Gartner warns of a “gap between
interest and readiness” for Al, partly due to such governance prep (Source: www.salesforce.com).

3. Customization & Extensibility

Einstein: Supports customization to an extent. Einstein Studio allows admins to define data sets and build/train models without
code. For advanced cases, Data Scientists can bring custom models via the Einstein platform (BYOM: bring your own model). The
new Agentforce copilot feature also allows customizing prompts and flows. However, these customizations still operate within
Salesforce’s model framework. It's less straightforward to integrate, say, a third-party computer vision APl or an open-source
transformer model.

Third-Party: Virtually unlimited. Firms can build highly specialized Al pipelines (e.g., Amazon SageMaker pipelines with GPU
training), then connect them to Salesforce through Flows or Apex. They might use RAG with proprietary knowledge bases
(embedding store + retrieval + LLM). AWS blog [64] shows “RAG, fine-tuning, building agents”. Essentially any Al technique that
Salesforce doesn’t support natively is fair game externally.

4. Model Updates & Performance

Einstein: Gains improvements through Salesforce release cycles. For example, new Einstein GPT capabilities were rolled out at
Dreamforce 2023. Salesforces Lite models and algorithms are optimized for CRM tasks. Performance (speed, scalability) is managed
by Salesforce. Customers get updates automatically but typically on a schedule (e.g. seasonal releases). Real-time performance
reflects workloads on Salesforce multi-tenant Cloud.

Third-Party: Providers frequently update models (OpenAl launched GPT-40 October 2023, Google updates Gemini, etc.). A
company can switch models or adjust parameters instantly (subject to integration work). They can also tailor for performance
(using more powerful cloud instances). However, performance depends on external service latency and throughput limits. In high-
volume scenarios (e.g. processing thousands of customer emails daily), costs and rate limits must be considered. Also, for internal
apps, on-prem or dedicated instances may be needed for low latency.

5. Cost and Licensing

Einstein features typically are part of Salesforce’s Einstein 1 platform or specific “Copilot” packages. Pricing is often “per user” or
org (CapEx). By contrast, third-party Al usually charges per usage (Opex).

« Example: An enterprise might pay Salesforce a fixed fee for Einstein Al Cloud. In parallel, if using Azure Al, they’ll pay Azure’s
usage fees (tokens, compute). Some studies note hidden costs: Einstein’s cost is mostly fixed license (plus potentially
additional implementation staff), whereas cloud Al costs can spike with usage or require reserved instances. On-prem/hybrid Al
(less common) has capital costs.

« Discounts and open source can influence choices: AWS Bedrock usage can be cheaper if reserved, and open-source LLMs (not
covered here) could avoid licensing but require infrastructure.

« Make sure to budget for integration and data engineers, as “the biggest hidden cost for Salesforce is hiring specialized staff”
(Source: bestaicustomercarecentral.com), while for clouds it's scaling fees.
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6.

Security and Compliance

Einstein leverages Salesforce’s mature security model (multi-tenant architecture, strong identity controls, encryption at rest/in
transit) and compliance certifications (SOC2, I1SO, etc.). Many large customers choose Salesforce precisely because Einstein inherits
that trust framework (Source: www.salesforceben.com). Functions like data masking in Einstein GPT are available for sensitive
fields.

With third-party Al, security depends on the vendor. For instance, OpenAl Enterprise offers SOC2 and private deployments, Google
Cloud often meets industry standards, AWS Bedrock runs on AWS GovCloud, etc. But companies must ensure:

Sensitive customer data is not persisted improperly (using user-managed keys or ephemeral processing).
Al outputs are scanned if needed (some companies CRC every answer).

That usage policies and user training are extended to these tools. From the findings: one author emphasizes that /T leaders see

trust as the difference between Salesforce’s Al and open Al tools (Source: www.salesforceben.com). Many hesitate with
ChatGPT outside Salesforce, preferring Salesforce’s “safety net”. IBM’s Watson Discovery for Salesforce is explicitly marketed to
regulated industries to maintain compliance, hinting that third-party integration is doable with the right vendor.

Discussion of Implications and Future Directions

The open Al ecosystem is the dominant trend. As the Salesforce survey highlighted, 85% of tech decision-makers do not believe

closed Al ecosystems will remain critical to success (Source: www.salesforce.com). Instead, we see:

Hybrid Adoption: Organizations will likely continue mixing Einstein and third-party Al. For core CRM tasks that require trust
and seamless operation, Einstein will be the baseline. For advanced experimentation (such as generative chatbots, multi-modal
Al, advanced vision), third-party will be used. Early adopters often start with third-party prototypes (e.g. ChatGPT pilots in a
sandbox) then gradually incorporate them into Salesforce via MuleSoft or flows.

Copilot Evolution: Salesforce’s agentic Al (Einstein GPT/Agentforce) is built to compete with the wave of general-purpose Al
copilots. These copilots are becoming central to CRM: Salesforce, Microsoft, Zoominfo, and others are branding their LLM-
powered assistants. The competitive advantage may hinge on who can integrate best with enterprise data securely.
Salesforce’s emphasis on “trust and safety” (Source: www.salesforceben.com) will be a differentiator, but third-party LLM
providers are quickly adding enterprise trust features as well (OpenAl’s fine-tuning, IBM’s governance, Azure’s enterprise
infrastructure).

Industry-specific Al: Both camps will push vertical solutions. Einstein is already tailored to industries (Financial Services
Cloud's Einstein, Health Cloud's Einstein Insights). Third parties like IBM often have domain models (e.g., health, finance).
Choosing between them may boil down to existing industry certifications (HIPAA, FedRAMP, etc.).

Al Governance and Ethics: Even beyond tech factors, the ethical deployment of Al in CRM is critical. Salesforce’s own
survey indicates that IT leaders want progress on ethics and trust (Source: www.salesforce.com). Companies will need to set
policies: which Al is allowed on what data, how to ensure unbiased results, how to audit Al decisions. Salesforce’s Trust Layer
provides tools, but integrating multiple Al sources means an enterprise-wide governance framework is needed. We expect to
see more tools and regulations in this space (mogging audits, data lineage, etc.).

Open Source Influence: The rise of open-source LLMs (like Llama, Mistral, etc.) was not covered extensively here but looms
as free OSS alternatives. In the future, some Salesforce customers might deploy open-source Al behind their firewall for
compliance, then connect to Salesforce Data Cloud. Salesforce hints at supporting “open-source models” via Einstein 1. This
could further blur lines: a company might say “we brought our own Llama-based model” to Salesforce.

In terms of market strategy:

Salesforce’s path is to be the Al platform of record: enabling all these models inside its workflow. They bank on ecosystem
lock-in and trust factors.

Third-party providers aim to remain indispensable by being the front-runners on raw capability. Microsoft’s Copilot for Dynamics
vs Einstein matchup is instructive: enterprises will choose based on existing ecosystems.

For CIOs/CXOs, the strategic question is multi-year: committing to one Al stack vs cultivating an “open Al portfolio.” The survey
results from Salesforce suggest a majority crave flexibility. One might leverage Salesforce’s Al for baseline tasks while
allocating budgets to AWS/ Azure for specialized Al projects.
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Conclusion

Salesforce Einstein Al and third-party Al platforms each bring unique strengths to CRM. Einstein’s advantages lie in its tight,
secure, and turnkey integration within Salesforce: it delivers CRM-specific predictions and generative features without requiring
major new infrastructure or data movement (Source: www.salesforce.com) (Source: www.techrepublic.com). Organizations that
value simplicity, enterprise-grade trust, and deep Salesforce alignment often find Einstein the ideal choice for automating sales
workflows, enhancing customer service, and generating content on the platform’s data (Source: www.salesforce.com) (Source:

www.salesforceben.com).

On the other hand, third-party Al solutions (whether cloud Al services or specialized apps) offer unmatched flexibility and
innovation potential. They enable businesses to leverage the absolute latest models (e.g. GPT-40, Claude 3, Gemini) and to build
highly customized Al solutions that may not fit into Einstein’s more structured framework (Source: aws.amazon.com) (Source:
www.techrepublic.com). For pioneering use cases—be it a global knowledge search engine (Deluxe’'s Watson example) or a multi-

modal LLM assistant drawing from private data (bedrock integrations)—third-party tools often lead. However, this power comes
with costs: increased integration effort, governance overhead, and the need for Al expertise to manage them.

Case studies reflect a blended reality. Many enterprises deploy both: for instance, using Einstein for lead scoring in Sales Cloud
while using Amazon Bedrock models to handle complex service summarization. As the CIO of a Fortune 500 firm summarized
(hypothetical example), “We use Einstein to handle the day-to-day predictions in Salesforce, but when we needed advanced
customer analytics, we tapped Azure Al through MuleSoft. The two approaches complement each other.”

Looking forward, the trend is clear: AGNOSTIC Al from a vendor standpoint. Salesforce itself is opening up its platform
(BYOLLM) to embrace other models (Source: www.salesforce.com). The future of CRM Al likely involves hybrid solutions where
Einstein remains the heart of CRM intelligence, and third-party Al (especially generative Al) plugs into it as needed. Organizations
will need to balance the trust and integration of native Einstein with the innovation and diversity of third-party Al.

To guide decision-makers: Scratch beyond marketing hype. If your highest priority is CRM efficiency with minimal risk and quick
deployment, Einstein is often the smarter bet (especially in contact hubs where data sensitivity is high) (Source:
www.salesforceben.com) (Source: www.salesforce.com). If you need state-of-the-art Al experimentation, multi cloud scenarios, or

industry-specific intelligence that Salesforce doesn’t provide out-of-the-box, then consider third-party Al platforms, but invest early
in integration and governance. In either path, rigorous evaluation, pilot projects, and alignment with business needs will determine
success.

In conclusion, Salesforce Einstein vs Third-Party Al is not a zero-sum choice; rather, it is an ecosystem decision. By combining
the best of both worlds—leveraging Einstein’s embedded CRM intelligence and supplementing with external Al innovation—
organizations can harness Al to drive unprecedented CRM value.
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About Cirra

About Cirra Al

Cirra Al is a specialist software company dedicated to reinventing Salesforce administration and delivery through autonomous,
domain-specific Al agents. From its headquarters in the heart of Silicon Valley, the team has built the Cirra Change Agent
platform—an intelligent copilot that plans, executes, and documents multi-step Salesforce configuration tasks from a single plain-
language prompt. The product combines a large-language-model reasoning core with deep Salesforce-metadata intelligence, giving
revenue-operations and consulting teams the ability to implement high-impact changes in minutes instead of days while
maintaining full governance and audit trails.

Cirra Al's mission is to “let humans focus on design and strategy while software handles the clicks.” To achieve that, the
company develops a family of agentic services that slot into every phase of the change-management lifecycle:

« Requirements capture & solution design - a conversational assistant that translates business requirements into
technically valid design blueprints.

. Automated configuration & deployment - the Change Agent executes the blueprint across sandboxes and production,
generating test data and rollback plans along the way.

« Continuous compliance & optimisation - built-in scanners surface unused fields, mis-configured sharing models, and
technical-debt hot-spots, with one-click remediation suggestions.

« Partner enablement programme - a lightweight SDK and revenue-share model that lets Salesforce Sls embed Cirra
agents inside their own delivery toolchains.

This agent-driven approach addresses three chronic pain points in the Salesforce ecosystem: (1) the high cost of manual
administration, (2) the backlog created by scarce expert capacity, and (3) the operational risk of unscripted, undocumented
changes. Early adopter studies show time-on-task reductions of 70-90 percent for routine configuration work and a measurable
drop in post-deployment defects.

Leadership

Cirra Al was co-founded in 2024 by Jelle van Geuns, a Dutch-born engineer, serial entrepreneur, and 10-year Salesforce-
ecosystem veteran. Before Cirra, Jelle bootstrapped Decisions on Demand, an AppExchange ISV whose rules-based lead-routing
engine is used by multiple Fortune 500 companies. Under his stewardship the firm reached seven-figure ARR without external
funding, demonstrating a knack for pairing deep technical innovation with pragmatic go-to-market execution.

Jelle began his career at ILOG (later IBM), where he managed global solution-delivery teams and honed his expertise in enterprise
optimisation and Al-driven decisioning. He holds an M.Sc. in Computer Science from Delft University of Technology and has lectured
widely on low-code automation, Al safety, and DevOps for SaaS platforms. A frequent podcast guest and conference speaker, he is
recognised for advocating “human-in-the-loop autonomy”—the principle that Al should accelerate experts, not replace them.

Why Cirra Al matters

. Deep vertical focus - Unlike horizontal GPT plug-ins, Cirra’s models are fine-tuned on billions of anonymised metadata
relationships and declarative patterns unique to Salesforce. The result is context-aware guidance that respects org-specific
constraints, naming conventions, and compliance rules out-of-the-box.

« Enterprise-grade architecture - The platform is built on a zero-trust design, with isolated execution sandboxes,
encrypted transient memory, and SOC 2-compliant audit logging—a critical requirement for regulated industries adopting
generative Al.
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« Partner-centric ecosystem - Consulting firms leverage Cirra to scale senior architect expertise across junior delivery
teams, unlocking new fixed-fee service lines without increasing headcount.

. Road-map acceleration - By eliminating up to 80 percent of clickwork, customers can redirect scarce admin capacity
toward strategic initiatives such as Revenue Cloud migrations, CPQ refactors, or data-model rationalisation.

Future outlook

Cirra Al continues to expand its agent portfolio with domain packs for Industries Cloud, Flow Orchestration, and MuleSoft
automation, while an open API (beta) will let ISVs invoke the same reasoning engine inside custom UX extensions. Strategic
partnerships with leading Sls, tooling vendors, and academic Al-safety labs position the company to become the de-facto
orchestration layer for safe, large-scale change management across the Salesforce universe. By combining rigorous engineering,
relentlessly customer-centric design, and a clear ethical stance on Al governance, Cirra Al is charting a pragmatic path toward an
autonomous yet accountable future for enterprise SaaS operations.

DISCLAIMER

This document is provided for informational purposes only. No representations or warranties are made regarding the accuracy, completeness, or reliability of its contents. Any
use of this information is at your own risk. Cirra shall not be liable for any damages arising from the use of this document. This content may include material generated with
assistance from artificial intelligence tools, which may contain errors or inaccuracies. Readers should verify critical information independently. All product names, trademarks,
and registered trademarks mentioned are property of their respective owners and are used for identification purposes only. Use of these names does not imply endorsement.
This document does not constitute professional or legal advice. For specific guidance related to your needs, please consult qualified professionals.
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