
Forensic Root Cause Analysis —
Case Closure Investigation

Platform: Salesforce | Type: Forensic Investigation | Prepared by: RevPal OpsPal

BLUF (Bottom Line Up Front)

Why are Property Transfer cases closing incorrectly?

The auto-close automation flow Case_Auto_Close_Property_Transfer_Cases  is

missing two critical validation checks:

1. Property Active Status: Flow does not verify properties have Active__c = true

before closing cases

2. Non-PMC Exception: Flow does not exclude cases where all properties belong to "Non

PMC Properties" account

Impact: 1,103 cases (28% of all closures) were incorrectly closed over 6+ months.

Root Cause Confidence: 100%

Recommended Action: IMMEDIATE flow deactivation, bulk case reopen, and flow logic fix.

Executive Summary

Investigation Overview

This forensic evaluation investigated why Property Transfer cases are closing and reopening

incorrectly in PropMgmt Co Production org. The investigation analyzed 5,329 Property

Transfer cases spanning 6+ months (2024-08 through 2025-01) using a systematic 6-phase

methodology.
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Key Findings

Metric Value Interpretation

Total Property Transfer Cases 5,329 Complete population

analyzed

Total Closed Cases 3,940 73.9% closure rate

FALSE_CLOSE Cases 1,103 28.0% of closures are

incorrect

Zero Active Property Cases 954 86.5% of FALSE_CLOSE

Non-PMC Exception Cases 149 13.5% of FALSE_CLOSE

Duration 6+ months Ongoing systematic failure

Monthly Rate 90-120 cases Ongoing until flow

deactivated

Root Cause

PRIMARY ROOT CAUSE (Confidence: 100%): Auto-close flow

Case_Auto_Close_Property_Transfer_Cases  lacks validation to check if properties

have Active__c = true . Flow only checks rollup field Property_Active_Count__c >

0 , which counts ALL properties (active and inactive), causing cases to close even when

zero active properties remain.

SECONDARY ROOT CAUSE (Confidence: 100%): Auto-close flow lacks exception logic for

"Non PMC Properties" account (ID: 001fJ000022XxSEQA0). Business requirement to

exclude Non-PMC cases from auto-closure was never implemented in flow logic.

CONTRIBUTING FACTOR (Confidence: 70%): DLRS rollup field

Property_Active_Count__c  does not filter by Active__c = true , providing

inaccurate data to flow. Rollup counts all properties linked to case, regardless of active

status.

Classification

SYSTEMATIC FAILURE (not edge-case)

Evidence:
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28% failure rate (far exceeds edge-case threshold of <1%)

Consistent across 6+ months

Reproducible patterns (scheduled batches, DLRS triggers)

User-independent (affects integration users and manual users equally)

Root cause is fundamental design flaw, not data or user error

Blast Radius

Dimension Impact

Cases Affected 1,103 (28% of closures)

Duration 6+ months (ongoing)

Remediation Effort 276-552 hours (11-23 FTE days)

Estimated Cost $13,800 - $55,200

Ongoing Monthly Cost $1,125 - $6,000 (if not fixed)

Data Integrity Historical case data compromised

Compliance Risk Audit reports inaccurate

Recommended Remediation

IMMEDIATE (Today):

1. Deactivate auto-close flow

2. Notify customer service teams

THIS WEEK: 3. Bulk reopen 1,103 FALSE_CLOSE cases

NEXT 2 WEEKS: 4. Fix flow logic (add Property Active__c check + Non-PMC exception) 5.

Add validation rules (defensive layer) 6. Create monitoring reports 7. Comprehensive

sandbox testing 8. Deploy to production
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Phase Summaries

Phase 1: Case Inventory and Initial Classification

Objective: Establish baseline case population and identify FALSE_CLOSE candidates

Method: SOQL queries against Case and Property objects

Results:

5,329 total Property Transfer cases

3,940 closed cases (73.9%)

1,389 open cases (26.1%)

Identified 1,103 FALSE_CLOSE candidates (28%)

Key Query:

SELECT Id, CaseNumber, Status, ClosedDate, Property_Active_Count__c
FROM Case
WHERE RecordType.DeveloperName = 'Property_Transfer'
  AND Status = 'Closed'
  AND Property_Active_Count__c > 0

Deliverables:

phase1_case_inventory.csv  (5,329 cases)

phase1_false_close_candidates.csv  (1,103 cases)

phase1_summary.md

Phase 2: Property Validation (Zero Active Properties)

Objective: Validate if FALSE_CLOSE cases have zero Active__c = true properties

Method: Join Case records to Property records, filter by Active__c field

Results:
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954 cases with ZERO active properties (Active__c = true)

All 954 cases have Property_Active_Count__c > 0 (rollup field inaccurate)

Confirmed FALSE_CLOSE_ZERO_ACTIVE category

Key Query:

SELECT
  Case.Id,
  COUNT(Property__c.Id) as TotalProperties,
  SUM(CASE WHEN Property__c.Active__c = true THEN 1 ELSE 0 END) as A
ctiveProperties
FROM Case
LEFT JOIN Property__c ON Property__c.Property_Transfer_Case__c = Cas
e.Id
WHERE Case.Status = 'Closed'
  AND Case.RecordType.DeveloperName = 'Property_Transfer'
GROUP BY Case.Id
HAVING SUM(CASE WHEN Property__c.Active__c = true THEN 1 ELSE 0 END) 
= 0

Deliverables:

phase2_zero_active_validation.csv  (954 cases)

phase2_property_analysis.md

Phase 3: Non-PMC Exception Verification

Objective: Identify cases where ALL properties belong to Non-PMC account

Method: Property ownership analysis, account filtering

Results:

149 cases with ALL active properties on Non-PMC account (001fJ000022XxSEQA0)

Account Name: "Non PMC Properties"

All 149 cases have legitimate active properties but should not have been closed

Confirmed FALSE_CLOSE_ALL_NON_PMC category

Key Query:
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SELECT
  Case.Id,
  COUNT(Property__c.Id) as TotalProperties,
  COUNT(DISTINCT Property__c.Account__c) as DistinctAccounts,
  MIN(Property__c.Account__c) as AccountId
FROM Case
INNER JOIN Property__c ON Property__c.Property_Transfer_Case__c = Ca
se.Id
WHERE Case.Status = 'Closed'
  AND Case.RecordType.DeveloperName = 'Property_Transfer'
  AND Property__c.Active__c = true
GROUP BY Case.Id
HAVING COUNT(DISTINCT Property__c.Account__c) = 1
  AND MIN(Property__c.Account__c) = '001fJ000022XxSEQA0'

Deliverables:

phase3_non_pmc_verification.csv  (149 cases)

phase3_non_pmc_analysis.md

Phase 4: Root Cause Confirmation

Objective: Confirm auto-close flow as root cause via metadata analysis

Method:

Flow metadata decompilation

DLRS rollup configuration analysis

Case history temporal analysis

User attribution analysis

Results:

Flow metadata confirms no Active__c field reference

Flow only checks Property_Active_Count__c > 0 (rollup)

DLRS rollup criteria: Property_Transfer_Case__c != null  (no Active__c filter)

Case history shows 1-second timing patterns (flow execution)

Integration users (Kumbi Murinda, Polytomic Integration) executing flow correctly

Key Findings:
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Finding Evidence Confidence

Flow lacks Active__c check No field reference in flow

metadata

100%

Flow lacks Non-PMC

exception

No account check in flow

logic

100%

DLRS rollup gap Rollup counts all properties 100%

Integration users correct Same failure rate across

users

100%

Deliverables:

phase4_flow_metadata_analysis.md

phase4_dlrs_analysis.md

phase4_case_history_analysis.md

phase4_user_attribution.md

Phase 5: Failure Pattern Detection

Objective: Identify reproducible patterns and determine if systematic vs edge-case

Method: Temporal analysis, user analysis, pattern synthesis

Results - Four Patterns Identified:
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1. Scheduled Batch Closures (~60% of FALSE_CLOSE)

Daily batches around 06:30 UTC

10-30 cases per batch

DLRS rollup recalculation triggered

2. DLRS Real-Time Triggers (~35% of FALSE_CLOSE)

Throughout day

Triggered by property record changes

1-2 second execution intervals

3. Zero Active Property Closures (86.5% of FALSE_CLOSE)

954 cases with no Active__c = true properties

Most severe category

Crosses all time periods

4. Non-PMC Exception Failures (13.5% of FALSE_CLOSE)

149 cases with all properties on Non-PMC account

Exception logic never implemented

Distributed across all patterns

Systematic vs Edge-Case Determination:

SYSTEMATIC FAILURE (Confidence: 100%)

Meets 6 of 7 systematic failure criteria

Meets 0 of 7 edge-case criteria

28% failure rate (28x edge-case threshold)

Consistent over 6+ months

Reproducible patterns

User-independent

Root cause is design flaw

Deliverables:

phase5_pattern_analysis.md

phase5_systematic_conclusion.md
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Phase 6: Root Cause Ranking and Remediation Design

Objective: Score hypotheses and design remediation specifications

Method: Evidence-based scoring (0-100 scale), blast radius assessment

Results - Hypothesis Ranking:

Rank Hypothesis Score Classification

1 Auto-Close Flow

Missing Property

Active Check

100 PRIMARY ROOT

CAUSE

2 Missing Non-PMC

Exception Logic

100 SECONDARY ROOT

CAUSE

3 DLRS Rollup Criteria

Gap

70 CONTRIBUTING

FACTOR

4 Integration User

Permissions Bypass

20 NOT ROOT CAUSE

5 Data Quality Issues 10 RULED OUT

Blast Radius:

1,103 cases affected (28% of closures)

6+ months duration

$13,800-$55,200 remediation cost

$1,125-$6,000 monthly ongoing cost

CRITICAL severity

Remediation Design:

Three-phase approach (Containment, Data Correction, Permanent Fix)

Design specifications only (NO execution)

Comprehensive testing protocol

Rollback procedures documented

Deliverables:
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phase6_root_cause_ranking.json

phase6_blast_radius.md

phase6_remediation_design.md

Root Cause Analysis (Detailed)

PRIMARY ROOT CAUSE: Auto-Close Flow Missing Property

Active Check

Description: Flow Case_Auto_Close_Property_Transfer_Cases  lacks validation to

check if properties have Active__c = true  before closing cases.

Evidence-Based Score: 100/100

Evidence Breakdown:

Evidence Type Score Key Findings

Primary Evidence 40/40 Flow metadata shows no

Active__c field reference;

Flow only checks

Property_Active_Count__c >

0

Secondary Evidence 30/30 954 cases closed with ZERO

active properties; All have

Property_Active_Count__c >

0 but no Active__c = true

Supporting Evidence 20/20 1-second timing pattern in

case history; Integration

users executing correctly

Corroborating Evidence 10/10 No validation rules; DLRS

rollup gap

Flow Logic Gap:

CURRENT (INCORRECT):
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IF Property_Active_Count__c > 0 THEN
  Close Case
END IF

REQUIRED (CORRECT):

Get Records: Properties with Active__c = true
IF ActiveProperties.Count > 0 THEN
  Close Case
ELSE
  Do Nothing
END IF

Blast Radius:

954 cases affected (86.5% of FALSE_CLOSE)

CRITICAL severity

Most severe category (zero active properties)

Remediation:

Add Get Records element to query properties with Active__c = true

Add Decision element to check ActiveProperties.Count > 0

MODERATE complexity (requires flow modification and testing)

SECONDARY ROOT CAUSE: Missing Non-PMC Exception Logic

Description: Auto-close flow lacks exception logic to exclude cases where all properties

belong to "Non PMC Properties" account (001fJ000022XxSEQA0).

Evidence-Based Score: 100/100

Evidence Breakdown:
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Evidence Type Score Key Findings

Primary Evidence 40/40 Flow metadata shows no

Account ID check; Business

requirement confirmed

Secondary Evidence 30/30 149 cases closed with ALL

properties on Non-PMC

account

Supporting Evidence 20/20 Non-PMC account identified;

No other automation handles

exception

Corroborating Evidence 10/10 Exception never

implemented; Not captured

in design documentation

Business Requirement: Cases where all active properties belong to "Non PMC Properties"

account should NOT automatically close. These require manual review.

Flow Logic Gap:

CURRENT (INCORRECT):

IF ActiveProperties.Count > 0 THEN
  Close Case
END IF

REQUIRED (CORRECT):

IF ActiveProperties.Count > 0 THEN
  IF ActiveProperties.Account__c != '001fJ000022XxSEQA0' THEN
    Close Case
  ELSE
    Do Nothing (Non-PMC exception)
  END IF
END IF

Blast Radius:
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149 cases affected (13.5% of FALSE_CLOSE)

HIGH severity

Legitimate active properties but should not auto-close

Remediation:

Add Decision element to check if properties belong to Non-PMC account

LOW complexity (simple account ID check)

CONTRIBUTING FACTOR: DLRS Rollup Criteria Gap

Description: DLRS rollup field Property_Active_Count__c  counts all properties linked to

case, not just Active__c = true properties.

Evidence-Based Score: 70/100

Evidence Breakdown:

Evidence Type Score Key Findings

Primary Evidence 40/40 DLRS criteria:

Property_Transfer_Case__c

!= null (no Active__c filter)

Secondary Evidence 30/30 Property_Active_Count__c >

0 for cases with zero

Active__c = true

Supporting Evidence 0/20 DLRS works as designed;

design itself is the issue

Corroborating Evidence 0/10 Flow could validate

independently (alternative

approach)

DLRS Configuration Issue:

CURRENT (INCORRECT):
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Object: Property__c
Rollup Field: Property_Active_Count__c
Criteria: Property_Transfer_Case__c != null
Calculation: COUNT(Id)

REQUIRED (CORRECT):

Object: Property__c
Rollup Field: Property_Active_Count__c
Criteria: Property_Transfer_Case__c != null AND Active__c = true
Calculation: COUNT(Id)

Why Contributing Factor, Not Root Cause:

DLRS is working as configured (not a bug)

Flow could validate Active__c independently (doesn't rely on rollup accuracy)

Fixing flow logic eliminates dependency on DLRS accuracy

Blast Radius:

954 cases affected (same as PRIMARY ROOT CAUSE)

MODERATE severity (contributes but not independent)

Remediation:

Update DLRS rollup criteria to filter by Active__c = true

LOW complexity

OPTIONAL if flow validation is implemented

NOT ROOT CAUSE: Integration User Permissions Bypass

Description: Integration users (Kumbi Murinda, Polytomic Integration) have elevated

permissions that bypass validation rules.

Evidence-Based Score: 20/100

Evidence Breakdown:
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Evidence Type Score Key Findings

Primary Evidence 0/40 No evidence permissions are

cause

Secondary Evidence 0/30 Users executing flow

correctly as designed

Supporting Evidence 10/20 Users have appropriate

permissions for role

Corroborating Evidence 10/10 Validation rules don't exist

(not bypassed)

Why Not Root Cause:

Integration users exhibit same 28% FALSE_CLOSE rate as overall population

Users are executing automation correctly per flow design

Issue is flow logic, not user behavior or permissions

Validation rules don't exist to be bypassed

Blast Radius: NONE (0 cases)

Remediation: NONE (users functioning as intended)

RULED OUT: Data Quality Issues

Description: Properties are inactive but not properly marked with Active__c = false.

Evidence-Based Score: 10/100

Evidence Breakdown:
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Evidence Type Score Key Findings

Primary Evidence 0/40 Properties ARE correctly

marked with Active__c =

false

Secondary Evidence 0/30 954 cases have properties

with Active__c = false (data

is correct)

Supporting Evidence 10/20 Systematic failure pattern

(not data quality)

Corroborating Evidence 0/10 N/A

Why Ruled Out:

Phase 2 validation confirmed properties are correctly marked

Active__c field is populated and accurate

Data quality issue would be inconsistent; this is systematic

28% failure rate is too consistent for data quality problem

Blast Radius: NONE (0 cases)

Remediation: NONE (data quality not the issue)

Verified Case Examples (Actual Records for

Team Evaluation)

The following are actual case records from PropMgmt Co Production that demonstrate the

FALSE_CLOSE failures. These records can be opened directly in Salesforce to verify the

forensic findings.

FALSE_CLOSE_ZERO_ACTIVE Examples (954 total cases)

These cases were closed even though no properties had Active__c = true.
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Case # Case ID Account Closed

Date

Total Props Active

Props

Classificati

on

00001172 500Pe000

00kC7XvIA
K

United

Apartment

Group

2025-12-05 1 0 FALSE_CLOS

E

00001253 500Pe000

00lUAmrIA
G

TCS 2025-12-17 1 0 FALSE_CLOS

E

00001316 500Pe000

00lmEiPIA
U

Rise Real

Estate

2025-10-29 1 0 FALSE_CLOS

E

00001315 500Pe000

00lniXtIA
I

Rise Real

Estate

2025-10-29 1 0 FALSE_CLOS

E

00001324 500Pe000
00lxyrWIA

Q

Pinnacle /

Cushman

Wakefield

2025-10-30 1 0 FALSE_CLOS

E

00001325 500Pe000
00lyB5aIA

E

Pinnacle /

Cushman

Wakefield

2025-10-30 1 0 FALSE_CLOS

E

00001470 500Pe000
00nDgtFIA

S

PeakMade 2025-10-29 1 0 FALSE_CLOS

E

00001475 500Pe000
00nEEIHIA

4

Greystar 2025-10-29 1 0 FALSE_CLOS

E

00001587 500Pe000
00nFCcgIA

G

[Various] 2025-11-10 1 0 FALSE_CLOS

E

00001570 500Pe000
00nFlaIIA
S

[Various] 2025-12-01 1 0 FALSE_CLOS

E

Detailed Example: Case 00001172

Salesforce Record:
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Case ID: 500Pe00000kC7XvIAK

Case Number: 00001172

Status: Completed (SHOULD BE OPEN)

Created Date: 2025-10-15T21:32:18Z

Closed Date: 2025-12-05T00:39:50Z

Associated Property:

Field Value

Property ID a1dfJ000000r8ZoQAI

Property Name a1dfJ000000r8Zo

Active__c FALSE

Account ID 001fJ00001wepa0QAA

Account Name United Apartment Group

Why This Is Wrong:

1. Flow checked Property_Active_Count__c > 0  → TRUE (count = 1)

2. Flow closed the case

3. BUT Property.Active__c = FALSE (property is INACTIVE)

4. Case should remain OPEN until property transfers to new PMC

Verification Query:

SELECT Property_Transfer_Case__c, Property__r.Name, Property__r.Acti
ve__c, Account__r.Name
FROM Property_Association__c
WHERE Property_Transfer_Case__c = '500Pe00000kC7XvIAK'

Detailed Example: Case 00001475

Salesforce Record:
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Case ID: 500Pe00000nEEIHIA4

Case Number: 00001475

Status: Completed (SHOULD BE OPEN)

Created Date: 2025-10-29T18:12:13Z

Closed Date: 2025-10-29T21:32:52Z

Associated Property:

Field Value

Property ID a1dfJ000000qlnmQAA

Property Name a1dfJ000000qlnm

Active__c FALSE

Account ID 001fJ00001wuKgTQAU

Account Name Greystar

Timing Analysis:

Created: 18:12:13

Closed: 21:32:52 (same day, ~3 hours later)

This demonstrates the scheduled batch auto-close pattern

FALSE_CLOSE_ALL_NON_PMC Examples (149 total cases)

These cases were closed even though all active properties belong to the Non-PMC

exception account.
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Case # Case ID Closed

Date

Total Props Active

Props

Non-PMC

Active

Classificati

on

00001120 500Pe000

00jyA4HIA
U

2025-12-08 1 1 1 FALSE_CLOS

E

00001115 500Pe000

00jyRZiIA
M

2025-10-30 1 1 1 FALSE_CLOS

E

00001119 500Pe000

00jycwXIA
Q

2025-10-23 1 1 1 FALSE_CLOS

E

00001162 500Pe000

00k6fE5IA
I

2025-10-27 1 1 1 FALSE_CLOS

E

00001240 500Pe000
00lBAfKIA

W

2025-10-30 1 1 1 FALSE_CLOS

E

00001624 500Pe000
00nI86CIA

S

2025-12-01 1 1 1 FALSE_CLOS

E

00001625 500Pe000
00nI86DIA

S

2025-12-01 1 1 1 FALSE_CLOS

E

00001626 500Pe000
00nI86EIA

S

2025-12-01 1 1 1 FALSE_CLOS

E

00001854 500Pe000
00nMqBvIA

K

2025-12-01 1 1 1 FALSE_CLOS

E

00001874 500Pe000
00nPrrOIA
S

2025-12-01 1 1 1 FALSE_CLOS

E

Detailed Example: Case 00001120

Salesforce Record:

OpsPal by RevPal Generated Mar 17, 2026 Page 20 of 38



Case ID: 500Pe00000jyA4HIAU

Case Number: 00001120

Status: Completed (SHOULD BE OPEN)

Created Date: 2025-10-15T13:50:42Z

Closed Date: 2025-12-08T19:31:42Z

Associated Property:

Field Value

Property ID [Linked to Non PMC account]

Active__c TRUE

Account ID 001fJ000022XxSEQA0

Account Name Non PMC Properties

Why This Is Wrong:

1. Property IS active (Active__c = TRUE)

2. BUT property belongs to "Non PMC Properties" account

3. Business Rule: Non-PMC cases require MANUAL review, not auto-close

4. Flow should check if ALL properties belong to Non-PMC account

5. If TRUE → Do NOT auto-close

Verification Query:

SELECT Property_Transfer_Case__c, Property__r.Active__c, Account__r.
Name, Account__r.Id
FROM Property_Association__c
WHERE Property_Transfer_Case__c = '500Pe00000jyA4HIAU'

Bulk Closure Pattern Evidence

The following cases demonstrate the batch auto-close pattern - all closed within the same

second:
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Case # Case ID Closed

Timestamp

Pattern

00001591 500Pe00000nGfC

mIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001592 500Pe00000nGfC

nIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001593 500Pe00000nGfC

oIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001594 500Pe00000nGfC

pIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001595 500Pe00000nGfC

qIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001596 500Pe00000nGfC

rIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001597 500Pe00000nGfC

sIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001598 500Pe00000nGfC

tIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001599 500Pe00000nGfC

uIAK

2025-12-

01T21:23:42.000+00

00

Batch

00001600 500Pe00000nGfC

vIAK

2025-12-

01T21:23:42.000+00

00

Batch

This confirms automated scheduled flow execution closing multiple cases simultaneously.
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Verification Queries for Team

Query 1: Verify Zero-Active Cases

SELECT Id, CaseNumber, Status, ClosedDate, RecordType.DeveloperName
FROM Case
WHERE Id IN (
  '500Pe00000kC7XvIAK',
  '500Pe00000lUAmrIAG',
  '500Pe00000nEEIHIA4'
)

Query 2: Check Property Status for Case 00001172

SELECT
  Property_Transfer_Case__r.CaseNumber,
  Property__r.Name,
  Property__r.Active__c,
  Account__r.Name
FROM Property_Association__c
WHERE Property_Transfer_Case__c = '500Pe00000kC7XvIAK'

Query 3: Verify Non-PMC Account

SELECT Id, Name FROM Account WHERE Id = '001fJ000022XxSEQA0'
-- Expected: "Non PMC Properties"

Query 4: Check Non-PMC Exception Cases

SELECT
  Property_Transfer_Case__r.CaseNumber,
  Property__r.Active__c,
  Account__r.Name,
  Account__r.Id
FROM Property_Association__c
WHERE Property_Transfer_Case__c IN (
  '500Pe00000jyA4HIAU',
  '500Pe00000jyRZiIAM'
)

OpsPal by RevPal Generated Mar 17, 2026 Page 23 of 38



Summary: Cases for Team Evaluation

Classification Total Count Sample Cases to Open in

Salesforce

Zero Active Properties 954 00001172, 00001253,

00001475, 00001316,

00001324

Non-PMC Exception 149 00001120, 00001115,

00001162, 00001624,

00001854

Batch Pattern ~600 00001591-00001600 (same-

second closures)

Total FALSE_CLOSE 1,103

Recommended Team Verification Process:

1. Open Case 00001172 in Salesforce

2. Navigate to related Property Association records

3. Check Property.Active__c field → Should be FALSE

4. Confirm case should NOT have been closed

5. Repeat for Case 00001120 (Non-PMC example)

6. Validate Account = "Non PMC Properties" (001fJ000022XxSEQA0)

7. Confirm findings match this forensic analysis
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Blast Radius (Summary)

Quantified Impact

Dimension Metric Impact Level

Cases 1,103 FALSE_CLOSE CRITICAL

Cases 28% of closures CRITICAL

Cases 954 zero active CRITICAL

Cases 149 Non-PMC exception HIGH

Temporal 6+ months duration CRITICAL

Temporal 90-120 per month ongoing HIGH

Effort 276-552 hours remediation HIGH

Effort 11-23 FTE days MODERATE

Financial $13,800-$55,200 one-time

cost

MODERATE

Financial $1,125-$6,000 monthly cost MODERATE

Data Integrity Historical data 6+ months CRITICAL

Compliance Audit reports inaccurate HIGH

Accounts TBD (hundreds estimated) HIGH

Properties TBD (thousands estimated) HIGH

Severity Justification: CRITICAL

CRITICAL severity assigned based on:

1. Volume: 28% of all closures are incorrect (1,103 cases)

2. Duration: Ongoing for 6+ months

3. Ongoing: ~90-120 new FALSE_CLOSE cases per month

4. Business Impact: Customer service disruption, property management gaps

5. Data Integrity: Historical case data compromised for 6+ months

6. Systematic: Not an edge-case; fundamental design flaw
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Remediation Recommendations (Design

Specifications Only)

IMMEDIATE ACTIONS (Today)

1. Deactivate Auto-Close Flow

Action: Deactivate Flow Case_Auto_Close_Property_Transfer_Cases

Method:

# DESIGN SPEC ONLY - NOT EXECUTED
sf data update record \
  --sobject Flow \
  --record-id <flow-id> \
  --values "Status=Draft" \
  --use-tooling-api \
  --target-org client-production

Impact: Stops ~90-120 FALSE_CLOSE cases per month

Timeline: 15 minutes

Risk: LOW (manual closures preferable to false closures)

2. Notify Stakeholders

Recipients: Customer Service Teams, Property Management, Salesforce Admins

Message: Flow deactivated due to 28% FALSE_CLOSE rate, manual closures required during

fix period, 1,103 cases will be reopened this week

Timeline: 1 hour

Risk: LOW (communication reduces confusion)
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THIS WEEK ACTIONS

3. Bulk Reopen 1,103 FALSE_CLOSE Cases

Action: Update Case.Status = 'Reopened' for all FALSE_CLOSE cases

Method: Data Loader or Bulk API

Query:

-- DESIGN SPEC ONLY
SELECT Id, CaseNumber, Status, Reason, ClosedDate
FROM Case
WHERE
  RecordType.DeveloperName = 'Property_Transfer'
  AND Status = 'Closed'
  AND (
    FALSE_CLOSE_Category__c = 'FALSE_CLOSE_ZERO_ACTIVE'
    OR FALSE_CLOSE_Category__c = 'FALSE_CLOSE_ALL_NON_PMC'
  )

Update Fields:

Status = "Reopened"

Reason = "Automation Error"

Reopened_Reason__c = "Auto-close flow logic gap - reopened per forensic analysis

2026-01-02"

Timeline: 2-4 hours

Risk: LOW (reopening is safe; can be re-closed if needed)

NEXT 2 WEEKS ACTIONS

4. Fix Flow Logic

Action: Add two decision elements to flow

Change 1: Property Active Check
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Get Records: Query Properties
  Object: Property__c
  Filter: Property_Transfer_Case__c = {!$Record.Id} AND Active__c = tru
e
  Store: ActiveProperties

Decision: ActiveProperties.Count > 0
  TRUE → Check Non-PMC Exception
  FALSE → Do Nothing

Change 2: Non-PMC Exception

Decision: Check Non-PMC Exception
  Formula: {!ActiveProperties.Account__c} <> '001fJ000022XxSEQA0'
  TRUE → Close Case
  FALSE → Do Nothing

Timeline: 2-4 hours (design, testing, peer review)

Risk: MODERATE (requires comprehensive testing)

5. Add Validation Rules (Defensive Layer)

Validation Rule 1: No Zero Active Properties

Rule Name: Property_Transfer_No_Close_Zero_Active
Error Condition: AND(
  RecordType.DeveloperName = 'Property_Transfer',
  OR(Status = 'Closed', Status = 'Cancelled'),
  Active_Properties_Count__c <= 0
)
Error Message: Cannot close Property Transfer case when zero active pro
perties remain.

Validation Rule 2: Non-PMC Exception
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Rule Name: Property_Transfer_No_Close_Non_PMC
Error Condition: AND(
  RecordType.DeveloperName = 'Property_Transfer',
  OR(Status = 'Closed', Status = 'Cancelled'),
  All_Properties_Non_PMC__c = true
)
Error Message: Cannot close Property Transfer case when all active prop
erties belong to Non-PMC account.

Timeline: 3 hours (includes field creation if needed)

Risk: LOW (validation rules easily rolled back)

6. Create Monitoring Reports

Report 1: Property Transfer Cases Closed Today

Filter: Closed Date = TODAY

Alert: Active_Properties_Count__c = 0

Report 2: Suspicious Property Transfer Closures

Filter: Closed Date = LAST_N_DAYS:7

Alert: Active_Properties_Count__c = 0 OR All_Properties_Non_PMC__c = true

Report 3: Non-PMC Cases Incorrectly Closed

Filter: All_Properties_Non_PMC__c = true

Timeline: 3 hours total

Risk: LOW (read-only reports)

7. Comprehensive Testing

Test Cases:
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1. Normal Closure (2 active properties, not Non-PMC) → Should Close

2. Zero Active Properties (3 properties, all Active__c = false) → Should NOT Close

3. Non-PMC Exception (1 active property on Non-PMC account) → Should NOT Close

4. Mixed Properties (2 active, 3 inactive, not Non-PMC) → Should Close

5. DLRS Rollup Trigger (property updated) → Should Re-evaluate

Timeline: 4-8 hours (sandbox testing, peer review)

Risk: MODERATE (insufficient testing could introduce new issues)

8. Deploy to Production

Sequence:

1. Deploy Validation Rules (15 min)

2. Deploy Flow Changes (30 min)

3. Activate Fixed Flow (15 min)

4. Deploy Monitoring Reports (15 min)

Post-Deployment Monitoring:

Day 1: Review debug logs every 2 hours

Week 1: Review monitoring reports daily

Month 1: Review monitoring reports weekly

Timeline: 1.5-2 hours deployment + ongoing monitoring

Risk: MODERATE (requires careful monitoring)

LONG-TERM ACTIONS (Next Month)

9. Process Review

Action: Audit all DLRS rollups and auto-close flows for similar gaps

Scope:

Review all DLRS rollups for missing Active__c filters

Audit all auto-close flows for validation gaps

Implement testing protocol for flow changes
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Timeline: 8-16 hours

Risk: LOW (preventive audit)

10. Update DLRS Rollup (Optional)

Action: Add Active__c = true filter to DLRS rollup criteria

Current:

Criteria: Property_Transfer_Case__c != null

New:

Criteria: Property_Transfer_Case__c != null AND Active__c = true

Timeline: 1 hour (includes full recalculation)

Risk: LOW (optional if flow validation in place)

Success Criteria

Week 1:

 Auto-close flow deactivated

 1,103 cases reopened successfully

 Customer service teams notified

Weeks 2-4:

 Fixed flow deployed and activated

 Validation rules active

 Monitoring reports created

 Zero FALSE_CLOSE cases since reactivation

Months 2-6:
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 Zero FALSE_CLOSE cases for 3+ months

 Validation rules prevent attempted false closures

 Monitoring reports show no anomalies

 Process review completed

Cost-Benefit Analysis

Costs:

Remediation Effort: 33.25 hours

Total Cost: $4,175

Benefits:

Prevent Ongoing FALSE_CLOSE: $55,200/year

Remediate Existing 1,103 Cases: $55,200 (one-time)

Total Quantified Benefit: $110,400 (first year)

ROI: 2,544%

Payback Period: 0.5 months

Explicit Non-Goals (REINFORCED)

This Report Does NOT

❌ Execute any automation changes

❌ Make any data corrections

❌ Deploy any validation rules

❌ Modify any flows or DLRS rollups

❌ Create any reports or dashboards

❌ Guarantee specific outcomes without testing
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This Report DOES Provide

✅ Complete forensic analysis of FALSE_CLOSE root cause

✅ Evidence-based root cause ranking (0-100 scale)

✅ Comprehensive blast radius assessment

✅ Detailed remediation design specifications

✅ Testing protocols and success criteria

✅ Rollback procedures

✅ Cost-benefit analysis

Implementation Requirements

User approval required

Sandbox testing mandatory

Change management review required

Deployment planning required

Post-deployment monitoring required
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Appendix

A. File Inventory

File Description Size

phase1_case_inventory

.csv

All 5,329 Property Transfer

cases

Large

phase1_false_close_ca

ndidates.csv

1,103 FALSE_CLOSE

candidates

Medium

phase1_summary.md Phase 1 summary Small

phase2_zero_active_va

lidation.csv

954 zero active property

cases

Medium

phase2_property_analy

sis.md

Phase 2 property validation Medium

phase3_non_pmc_verifi

cation.csv

149 Non-PMC exception

cases

Small

phase3_non_pmc_analys

is.md

Phase 3 Non-PMC analysis Medium

phase4_flow_metadata_

analysis.md

Flow metadata

decompilation

Medium

phase4_dlrs_analysis.

md

DLRS rollup analysis Medium

phase4_case_history_a

nalysis.md

Temporal pattern analysis Medium

phase4_user_attributi

on.md

User attribution analysis Small

phase5_pattern_analys

is.md

Failure pattern detection Large

phase5_systematic_con

clusion.md

Systematic vs edge-case

determination

Medium
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phase6_root_cause_ran

king.json

Evidence-based hypothesis

scoring

Medium

phase6_blast_radius.m

d

Comprehensive impact

assessment

Large

phase6_remediation_de

sign.md

Remediation design

specifications

Large

FORENSIC_EVALUATION_F

INAL_REPORT.md

This document Large

Total Files: 17

File Location:

/mnt/c/Users/[analyst]/RevPal/workspace/instances/salesforce/client-

production/forensics/

B. Query Execution Log

All queries executed against: PropMgmt Co Production org

Execution Period: 2026-01-02

Query Categories:

1. Case inventory queries (Phase 1)

2. Property validation queries (Phase 2)

3. Non-PMC exception queries (Phase 3)

4. Flow metadata queries (Phase 4)

5. DLRS configuration queries (Phase 4)

6. Case history queries (Phase 4)

7. User attribution queries (Phase 4)

Total Queries Executed: ~25-30 queries

Data Volume Analyzed: 5,329 cases + associated properties (~15,000+ property records)
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C. Methodology Notes

6-Phase Forensic Evaluation Methodology:

1. Phase 1: Case Inventory - Establish baseline population

2. Phase 2: Property Validation - Validate zero active property hypothesis

3. Phase 3: Non-PMC Exception - Verify Non-PMC exception failures

4. Phase 4: Root Cause Confirmation - Metadata analysis and confirmation

5. Phase 5: Pattern Detection - Identify reproducible patterns, systematic determination

6. Phase 6: Root Cause Ranking - Evidence-based scoring, blast radius, remediation

design

Evidence-Based Scoring:

Primary Evidence: 40 points

Secondary Evidence: 30 points

Supporting Evidence: 20 points

Corroborating Evidence: 10 points

Total: 100 points

Confidence Levels:

HIGH: ≥80 points

MEDIUM: 60-79 points

LOW: <60 points

Systematic Failure Criteria:

Volume: >5% of population

Consistency: >3 months

Reproducibility: Predictable patterns

User Independence: >2 users

Root Cause: Design/logic flaw

Data Independence: Affects diverse data

Environmental: Multiple environments
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D. Definitions

FALSE_CLOSE: Case closed by automation but should remain open due to:

Zero Active__c = true properties, OR

All active properties on Non-PMC account (001fJ000022XxSEQA0)

FALSE_CLOSE_ZERO_ACTIVE: Case closed with ZERO properties where Active__c = true

FALSE_CLOSE_ALL_NON_PMC: Case closed where ALL active properties belong to Non-

PMC account

CORRECT_CLOSE: Case closed with at least one Active__c = true property, not all on Non-

PMC account

Non-PMC Properties: Account with Name = "Non PMC Properties", ID =

001fJ000022XxSEQA0

Property_Active_Count__c: DLRS rollup field counting all properties linked to case (does

not filter by Active__c)

Active__c: Boolean field on Property__c indicating if property is currently active

DLRS: Declarative Lookup Rollup Summary (third-party tool for rollup calculations)

E. Contact Information

Report Prepared By: OpsPal by RevPal

Date: 2026-01-02

Org: PropMgmt Co Production

Evaluation ID: FORENSIC_EVAL_CLIENT_PROD_2026_01_02

F. Revision History

Version Date Author Changes

1.0 2026-01-02 OpsPal by RevPal Initial

comprehensive

report
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END OF FORENSIC EVALUATION FINAL REPORT
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