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The Invisible Tax of
Technical Debt

Why integration shortcuts between Business Central
and Dataverse slow growth — and how to stop
paying compound interest.



Executive Foreword

The Cost No One Put on the Balance Sheet.

Most organisations running on Microsoft Dynamics believe their integration story is complete. Business
Central is live. Dataverse is connected. Data flows—at least enough to keep operations moving. On
paper, the box is ticked. In reality, a cost has already been incurred. It simply hasn't been named.

That cost is technical debt.

Not the kind that appears in licensing line items or project budgets, but the kind that quietly
accumulates through integration shortcuts: partial synchronisations, custom extensions, fragile
automations, manual reconciliations, and spreadsheet logic that sits outside the system of record. Each
decision makes sense in isolation. Together, they create an invisible tax that compounds over time.

At first, the interest is barely noticeable. A delayed sync here. A manual fix there. A developer call for
what should be a simple change. But as businesses scale—adding customers, products, revenue
models, Power Platform apps, ISVs, and Al-driven workflows—that interest rate rises.

What once felt manageable becomes structural friction. Velocity slows. Margins compress. Change
becomes expensive. This eBook is written for two audiences who feel that pressure most acutely.

For SMBs, it addresses a growing frustration: why systems that promise integration still force teams into
workarounds, duplicated effort, and delayed insight just when clarity matters most.

For Microsoft Partners, it confronts a harder truth: integration debt erodes delivery margin, limits
repeatability, and quietly caps growth—no matter how strong demand may be.

The problem is not Microsoft’s platform. Business Central and Dataverse are powerful foundations. The
problem is how integration has traditionally been approached: as a one-time technical task rather than a
long-term architectural decision.

This eBook reframes integration friction as what it truly is: accumulated technical debt with compound
interest. It explores how that debt is created, where the interest is paid, and why standard approaches
struggle to keep pace with modern operating models. Most importantly, it introduces a different design
principle—one focused on preventing debt at the source, rather than managing its symptoms.

The invisible tax is real.

The interest is compounding.
The choice to stop paying it is still available.
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Chapter 01:
Market Momentum: Why Integration Debt Is Exploding

What changed—and why yesterday’s shortcuts no longer hold.

Over the past decade, Microsoft Dynamics 365 Business Central has become the operational backbone
for tens of thousands of small and mid-sized businesses. It delivers reliability, financial control, and
operational consistency—exactly what growing organisations need from an ERP.

At the same time, Microsoft Dataverse has emerged as the connective tissue of the wider Dynamics
ecosystem. Sales, Customer Service, Power Apps, Power Automate, analytics, and an expanding
universe of ISV solutions now rely on Dataverse as their shared data foundation.

Individually, these platforms are powerful. Together, they promise something more ambitious: a unified
operating model where sales, finance, service, and operations act on the same data in near real time.

That promise, however, comes with a new kind of pressure.

The Ecosystem Has Expanded—The Assumptions Have Not

The way most organisations integrate Business Central and Dataverse today was shaped by a very
different reality. Early integration scenarios focused on a narrow set of records: customers, contacts,
items, and invoices. Synchronisation could run periodically. Customisation was limited. The goal was
visibility, not orchestration.

Today'’s reality looks nothing like that.

Modern SMBs operate hybrid revenue models that blend subscriptions, usage-based pricing, one-off
services, and ongoing contractual change. They adopt Power Platform apps to digitise processes. They
extend their systems with industry-specific ISVs. They expect sales teams to act with financial context,
and finance teams to forecast with operational insight.

These shifts increase the volume, velocity, and variability of data moving between Business Central and
Dataverse. Yet most integrations remain rooted in static assumptions:

Limited entity coverage
Scheduled synchronisation
Developer-led change
Fragile custom extensions

The gap between expectation and capability is widening.
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From Connectivity to Dependency

What begins as “basic integration” quickly becomes dependency.

A custom table added to support a new business process now requires additional development to
surface in CRM. A change in pricing logic triggers updates across flows, extensions, and reports. A new
Dataverse app introduces yet another integration touchpoint that must be maintained.

Each change adds friction. Each workaround adds technical debt.

This is where the invisible tax begins to accelerate.

The more the business grows, the more interest is paid—not because the platform cannot support the
model, but because integration was never designed to scale with it.

Why This Matters Now

The next wave of Microsoft innovation—Copilot agents, automation, and composable apps—assumes
clean, accessible, trusted data across the stack. These capabilities amplify both strengths and
weaknesses across the entire ecosystem.

Organisations with brittle integration foundations will struggle to adopt them without significant rework.
Partners will face longer delivery cycles, increased risk, and diminishing returns on expertise.

Integration debt is no longer a background concern. It is becoming a front-line constraint on growth. The

question is no longer whether integration matters. It is whether the way it is approached today is fit for
what comes next.

Key Takeaways

The Microsoft ecosystem has expanded faster than traditional integration approaches
Modern business models demand orchestration, not just connectivity

Integration assumptions built for the past are now a source of technical debt

The cost of that debt increases as organisations adopt more apps, automation, and Al

——
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The Anatomy of Integration Technical Debt

How good intentions become long-term liabilities.

Technical debt rarely begins as a mistake.

In most Microsoft Dynamics environments, it is the by-product of sensible decisions made under real
constraints: tight timelines, limited budgets, evolving requirements, and pressure to deliver visible results

quickly. Integration shortcuts are not taken out of negligence, but necessity.

The problem isn’t the decisions made—it’s what happens when they quietly become permanent.

How Integration Debt Is Created

Integration debt forms when the effort required to do something “properly” is deferred in favour of
something that works for now.

A partial synchronisation is implemented to meet an immediate reporting need. A custom extension is
written to expose a missing field. A Power Automate flow is added to bridge a gap the standard
connector cannot handle. A spreadsheet appears to reconcile mismatched records between systems.

Each of these solutions delivers short-term relief. None are inherently wrong.

But every workaround increases the surface area of the system. Every additional moving part becomes
something that must be understood, maintained, upgraded, and trusted.

Over time, these elements stack up:

Multiple sync mechanisms operating in parallel

Business logic split across ERP, CRM, flows, and manual processes
Custom entities that exist in one system but not the other

Data ownership that is implied rather than defined

This is the principal of technical debt.
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Why “Temporary” Solutions Rarely Stay Temporary

Integration debt is particularly dangerous because it hides in success.
When systems continue to operate—orders flow, invoices post, dashboards refresh—the underlying
fragility is easy to ignore. The cost does not appear immediately. There is no single failure point that

forces a rethink.

Instead, the signals are subtle:

Small changes take longer than expected
Only certain people “know how it works”
Upgrades are approached with caution
Fixes require fixes

What was once a workaround becomes embedded into daily operations. Removing it feels riskier than
keeping it. Each signal compounds, fast.

At that point, the organisation is no longer choosing its architecture. It is constrained by it.

The Unique Risk in Business Central-Dataverse Environments

Business Central and Dataverse amplify this dynamic because they sit at the crossroads of multiple
teams and technologies.

Finance relies on Business Central as the system of record. Sales, service, and automation increasingly
rely on Dataverse. When integration is incomplete or asymmetric, ownership fractures. Decisions are

made based on partial views. Trust erodes.

Every additional app, ISV, or automation increases coupling. Without a robust integration foundation,
complexity grows faster than control.

What started as a technical shortcut becomes an organisational constraint.

Technical debt is no longer an IT concern. It becomes a business risk.
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Key Takeaways

Integration technical debt is created through reasonable short-term decisions

Partial syncs, custom extensions, and manual workarounds accumulate silently
“Temporary” integration solutions often become permanent constraints

In BC-Dataverse environments, integration debt quickly becomes an organisational problem
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Chapter 03:
Paying Compound Interest: Where the Debt Shows Up

The real cost of integration shortcuts.
Technical debt does not sit quietly.

Once integration shortcuts become embedded, they begin to generate interest—small at first, then
increasingly expensive as the organisation grows. Unlike financial debt, this interest is not paid in one
place. It is distributed across teams, timelines, and decisions, making it harder to quantify and easier to
tolerate—until it is not.

In Business Central-Dataverse environments, that interest compounds across five dimensions.

Operational Interest: Friction Becomes the Default

The first interest payment is operational.

Sales teams re-enter data because fields do not flow both ways. Finance teams reconcile records
because values differ between systems. Operations teams pause processes because downstream data
is incomplete or out of date.

None of this appears dramatic in isolation. But multiplied across hundreds of transactions, it becomes
normalised friction.

Processes slow not because teams are inefficient, but because systems no longer move in step. Each
manual intervention is an interest payment on earlier integration decisions.

Financial Interest: Visibility Arrives Too Late

As operational friction increases, financial impact follows. Delayed or incomplete data leads to late
invoicing, missed adjustments, and inconsistent revenue visibility. Forecasts rely on assumptions rather
than live data. Days Sales Outstanding creeps upward—not because customers are unwilling to pay, but
because the path from activity to invoice is fragmented.

Finance retains responsibility without full control. Closing the books slows. Confidence erodes. What
should be predictable becomes reactive—compound interest paid in cash flow and credibility.
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Technical Interest: Change Becomes Expensive

Over time, integration debt makes even small changes costly.

Adding a field requires updates in multiple places. Introducing a new entity triggers unexpected side
effects. Upgrades are preceded by impact assessments rather than confidence.

Knowledge concentrates around a few individuals who “understand the integrations.” When they are
unavailable, progress stalls. The system technically works—but resists change.

This is where debt becomes self-reinforcing: the cost of improvement discourages improvement.

Partner Interest: Margin and Repeatability Erode

For Microsoft Partners, the interest is paid in margin and scale.

Bespoke integrations lengthen delivery cycles. Each customer becomes a special case. Upgrades
require revalidation. Support effort increases post go-live rather than decreasing.

The model does not scale linearly. Headcount grows faster than revenue. Expertise becomes a
bottleneck instead of an asset.

Integration debt silently caps partner growth.

Strategic Interest: Innovation Is Deferred

Finally, the most expensive interest is strategic.

Al, Copilot, advanced analytics, and automation assume clean, trusted, accessible data. When
integration foundations are fragile, these initiatives are delayed, watered down, or abandoned
altogether.

The organisation is not falling behind because of ambition—but because its architecture cannot keep up.

This is the true cost of integration debt: not just what it consumes today, but what it prevents tomorrow.
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Key Takeaways

Integration debt compounds across operations, finance, technology, partners, and strategy
The cost is distributed, making it easy to underestimate and hard to isolate

As debt grows, the cost of change rises faster than the cost of standing still

Eventually, integration debt constrains growth more than demand or capability
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Chapter 04:
A Better Design Principle: Preventing Debt at the Source

From integration projects to integration architecture.

Once integration debt is visible, the instinct is often to manage it.

Organisations introduce governance layers, document workarounds, refactor selected integrations, or
add yet another tool to stabilise what already exists. These efforts are well intentioned—but they treat

the symptoms, not the cause.

The more sustainable approach is simpler and harder at the same time: stop creating the technical debt
in the first place.

From Integration Projects to Integration Architecture

The root issue is not tooling. It is mindset.

Integration is still commonly approached as a project: connect system A to system B, satisfy the
immediate requirement, and move on. This framing assumes the integration will remain relatively static.

In modern Business Central-Dataverse environments, that assumption no longer holds.

Data models evolve. Processes change. New apps are introduced. Revenue models shift. Integration is
no longer a line between two systems—it is a living layer that must adapt continuously.

That requires a shift from project thinking to architectural thinking.

An integration architecture is designed to absorb change without requiring reinvention. It assumes
evolution, not stability. It treats data flow as a core capability, not a technical afterthought.

Design Principles That Prevent Debt

While implementations vary, debt-resistant integration consistently shares a small set of characteristics:
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Complete data coverage

If only part of the data model flows between systems, workarounds will follow. Custom tables, third-
party entities, and evolving structures must be first-class citizens—not exceptions.

Bi-directional by design

One-way or asymmetric synchronisation creates ownership ambiguity. Debt-resistant integration
establishes clear, consistent flow in both directions where needed.

Real-time or near real-time execution

Scheduled synchronisation may appear sufficient, but it introduces latency that drives manual
correction. Timely data reduces friction and restores trust.

Configuration over code

When change requires development, change slows. Business-led configuration prevents backlog
accumulation and reduces dependency on scarce technical skills.

Predictable behaviour at scale

Integration must behave consistently as data volumes and complexity increase. Fragility at scale is
simply debt waiting to surface.

Shifting Control to the Business

Perhaps the most important principle is who controls change.
In debt-heavy environments, integration knowledge concentrates with developers or specialists. In debt-
resistant environments, control moves closer to the business—supported by clear rules, visibility, and

governance.

This does not remove the need for technical expertise. It ensures that expertise is applied where it adds
long-term value, not consumed by constant remediation.

Preventing integration debt is not about doing more. It is about designing differently.
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Key Takeaways

e Managing integration debt treats symptoms; preventing it addresses the root cause
Integration must be treated as a long-term architectural capability, not a project
Complete, bi-directional, and timely data flow reduces the need for workarounds
Shifting control from code to configuration slows debt accumulation dramatically
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Chapter 05:
lllustrative Scenarios: Life Without the Invisible Tax

lllustrative Scenarios: Life Without the Invisible Tax

Technical debt is often discussed in abstract terms. Its absence, however, is immediately tangible.
When integration is designed to prevent debt rather than manage it, the impact shows up not as a single
breakthrough moment, but as a steady restoration of flow. Fewer exceptions. Faster decisions. Less

dependency on heroics. The following scenarios illustrate what that looks like in practice.

These are not edge cases. These are common patterns across Microsoft partners and SMBs at scale.

Before: Paying Interest

A Microsoft partner implements Dynamics 365 Sales alongside Business Central for a growing SMB.
Standard entities flow between systems, but deal-specific data lives in custom tables. Sales closes
opportunities confidently—but finance receives incomplete context.

To compensate, the partner introduces custom extensions and Power Automate flows. Over time, each
customer request requires adjustment. Delivery becomes slower. Support load increases post go-live.

Margin erodes.

The integration works—but only because the partner continuously pays interest.

After: Debt-Free Integration

With a debt-resistant integration foundation, all relevant entities—standard, custom, and third-party—
flow cleanly between Sales and Business Central. Sales orders arrive in finance complete and
consistent. Adjustments are configuration-led, not code-led.

The partner reuses the same integration model across customers. Delivery becomes repeatable.
Support effort drops after go-live instead of increasing.

Integration stops being a project risk and becomes a delivery accelerator.
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Scenario 2: SMB with Custom Processes and Recurring Revenue

Before: Compounding Friction

An SMB introduces subscriptions and mid-term contract changes. Business Central handles billing
mechanics, while Dataverse apps support sales and service workflows. Custom tables track entitlements
and renewal logic—but only in one system.

Teams rely on spreadsheets to reconcile changes. Invoicing is delayed when data is unclear. Forecasts
lag reality. Each workaround feels small—until volume increases.

Debt compounds quietly.

After: Unified Data, Fewer Exceptions

With complete, bi-directional integration, subscription data, entitlements, and changes flow
consistently across ERP and CRM. Finance sees contract reality. Sales understands commercial
exposure. Service teams act with confidence.

Manual reconciliation disappears—not because it was automated, but because it was no longer
needed.

Scenario 3: Multi-App Dataverse Environment Feeding Finance

Before: Fragmentation at Scale

An organisation adopts Power Apps, automation, and ISVs on Dataverse. Each app introduces new data.
Finance depends on shapshots and reports that lag operational reality.

Integration becomes a patchwork. Change slows innovation.

After: One Data Reality

With a unified integration layer, Dataverse becomes an extension of Business Central rather than a
parallel universe. New apps inherit data consistency by default. Finance regains visibility without
becoming a bottleneck.

Innovation accelerates because integration no longer resists it.
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What Changes When the Tax Is Removed

Across these scenarios, the pattern is consistent:

Fewer manual steps

Faster response to change
Reduced dependency on specialists
Higher confidence across teams

The absence of friction is not dramatic—but it is decisive.

Key Takeaways

o Debt-free integration restores flow rather than adding automation
o Complete data visibility eliminates the need for reconciliation
o Partners gain repeatability; SMBs gain operational confidence

When integration stops resisting change, growth accelerates naturally.
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Chapter 06:

The Microsoft Partner View:
When Technical Debt Caps Growth

Why technical debt hurts partners first — and how to escape it.
Microsoft Partners are often the first to feel the weight of integration technical debt.
Not because partners create it intentionally—but because they are asked to deliver outcomes on top of

foundations that were never designed to scale cleanly. What begins as a successful implementation can
quietly turn into a long-term constraint on margin, velocity, and ambition.

The Hidden Cost of “Just Make It Work”

In competitive sales cycles, partners are rewarded for speed. Customers want results, not architectural
debates. When standard integration falls short, partners step in—bridging gaps with custom extensions,
Power Automate flows, and bespoke logic to meet immediate needs.

In the short term, this works. In the long term, it creates a delivery model where:

Each customer solution is subtly different

Knowledge is locked in specific consultants

Upgrades require regression testing across custom logic
Support effort increases after go-live instead of decreasing

This is technical debt passed downstream—partners pay the interest on behalf of their customers.

Margin Erosion and the Repeatability Problem

Integration debt attacks partner margin in two ways.

First, it increases delivery cost. Bespoke integrations take longer to build, test, document, and maintain.
As complexity grows, senior resources are pulled into operational support rather than growth initiatives.

Second, it destroys repeatability. What should be a proven delivery pattern becomes a collection of
exceptions. Demos become harder. Scoping becomes riskier. Every new project feels like starting again.

The result is a subtle ceiling on growth: demand may rise, but delivery capacity does not scale equally.
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Upgrade Anxiety and Long-Term Liability

Partners also inherit long-term responsibility for integration debt.
Each Business Central or Dataverse upgrade introduces uncertainty. Each platform enhancement raises
questions about compatibility. Customers expect continuity—but the integration logic may not have

been designed with evolution in mind.

Over time, partners shift from innovators to custodians—protecting fragile systems rather than
extending value.

This is not a technology failure. It is a delivery model failure.

Escaping the Debt Cycle

Partners who break free from this pattern do so by changing one thing: they stop treating
integration as bespoke craftsmanship and start treating it as productised capability.

Debt-resistant integration allows partners to:
Standardise delivery without sacrificing flexibility
Reduce dependency on specialist resources
Confidently adopt new Microsoft capabilities
Shift effort from remediation to optimisation

Integration becomes an asset rather than a liability.

For partners, eliminating technical debt is not just about better architecture. It is also about
unlocking scalable, sustainable growth.

Key Takeaways

Partners often pay the interest on integration debt first

Bespoke integrations erode margin and destroy repeatability

Upgrade risk turns partners into custodians instead of innovators

Productised, debt-resistant integration is the foundation for scalable partner growth
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Chapter 07:
Bluefort Dataverse Integrator: A Debt-Free Foundation

Designed to stop interest from accruing. Eliminating technical debt does not
& Z o require heroics. It requires a different architectural choice.

The Bluefort Dataverse Integrator was designed with one objective: to stop
integration debt from forming between Microsoft Dynamics 365 Business

Central and Dataverse - before any interest is rears its ugly head.

Rather than extending standard integration patterns, Bluefort rethinks what
integration must be in modern Microsoft environments.

Integration as a First-Class Capability

The Bluefort Dataverse Integrator treats integration not as a connector, but as a core platform capability.
This means:

o Data flow is continuous, not episodic

o Change is expected, not exceptional

o Custom entities are first-class citizens, not edge cases

By exposing all Business Central data—including custom tables & third-party ISVs—across Dataverse,
the Bluefort Dataverse Integrator eliminates the root cause of most workarounds: incomplete visibility.

When the data model is whole, reconciliation disappears naturally.

Designed to Prevent Debt, Not Manage It

Every design decision in the Bluefort Dataverse Integrator maps directly to the debt-prevention
principles outlined earlier:

Complete coverage

Standard and custom entities flow bi-directionally, ensuring no “shadow logic” is required outside the
system of record.
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Real-time execution

Event-driven synchronisation removes latency, restoring trust in data and eliminating costly manual
correction cycles across teams.

Configuration-led control

Mappings, filters, and sync behaviour are managed without heavy development, reducing backlog
pressure and technical dependency.

Predictable behaviour at scale

The architecture is built to absorb growth in data volume, complexity, and application footprint without
fragility or operational performance degradation.

What This Means for Partners

For Microsoft partners, Bluefort Dataverse Integrator transforms integration from a risk factor into
reusable intellectual property.

Delivery becomes faster, cleaner, and repeatable. Upgrades are approached with confidence rather than
caution. Support effort drops after go-live instead of increasing.

Partners stop paying interest on every customer implementation—and start compounding value instead.

What This Means for SMBs

For SMBs, the impact is operational clarity and strategic freedom.

Sales, finance, service, and leadership operate from a single data reality. New apps and automation
inherit integration by design. Growth does not require architectural rework.

Business Central remains the system of record. Dataverse becomes the system of engagement. Bluefort
ensures they move as one.

v» bluefo rt® Chapter: 07



A Structural Decision

The most important distinction is this:
Bluefort Dataverse Integrator is not an optimisation. It is a preventative measure.

It replaces fragile patterns with a durable foundation—one that supports today’s needs while remaining

ready for tomorrow’s innovation.

Key Takeaways

o Bluefort Dataverse Integrator is designed to prevent integration debt at the source
o Complete, real-time, bi-directional data flow removes the need for workarounds

o Partners gain repeatability, margin, and confidence at scale

o SMBs gain clarity, agility, and a future-ready Microsoft architecture

Bluefort Velocity Partner Programme

The Bluefort Velocity Partner Program is designed for scale: license-led margins, partner-only
enablement, and campaign-ready positioning so you can maximize margins across both new and your

existing Business Central customers.

High-Margin Recurring Revenue

Strong license-led margins with upside as you deploy, scale customers, and grow annuity income.

Built for Partner Delivery
Self-serve training plus program management, implementation guidance, and partner support.

Go-to-Market Fast

Align, validate, and launch in less than 10 days with proven assets and repeatable sales motions globally.

24-Hour Review
We assess your application within one day. If it's a match, we kick off partnership proceedings.

Rapid Enablement

Complete your onboarding and certification process in under 10 days.

Go-to-Market
Build your pipeline and start closing deals faster and more efficiently today.

an* bluefort’



Eliminating the
Invisible Tax of Technical Debt

Technical debt is optional. It is rarely created with intent.

It emerges through momentum, compromise, and the pressure to move quickly. Integration shortcuts
solve immediate problems. Workarounds keep businesses running. For a time, everything appears to
function.

But technical debt does not disappear. It accumulates. And its interest compounds.

In Business Central-Dataverse environments, that interest shows up as friction, delay, dependency, and
hesitation—subtle at first, then increasingly structural. What begins as a technical concern becomes an
operational constraint. What starts as a delivery decision becomes a growth limiter.

The invisible tax is not a failure of ambition. It is the result of treating integration as something to be
completed rather than something to be designed.

This eBook has argued for a different approach. One that recognises integration as a long-term
architectural capability. One that prioritises complete, trusted data flow over short-term convenience.
One that prevents debt from forming instead of managing its consequences.

For SMBs, this means growth without operational drag—where new products, revenue models, and
automation do not require architectural rework. For Microsoft Partners, it means scalable delivery
without margin erosion—where expertise compounds instead of being consumed by remediation.

Business Central remains a powerful ERP foundation. Dataverse continues to expand as the engagement
layer of the Microsoft ecosystem. The organisations that succeed will be those that ensure these

platforms move together, without friction, and without compromise.

Technical debt is optional. Compound interest is not. The choice is not whether to pay the tax. It is
whether to keep paying it—or eliminate it entirely.

Key Takeaways

Integration technical debt compounds whether acknowledged or not
Eliminating the tax requires architectural intent, not incremental fixes
Debt-free integration unlocks scalability for both SMBs and partners
The most sustainable growth comes from foundations designed to evolve
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For Microsoft Partners

Build Scalable Growth Without Paying
the Integration Tax

The Bluefort Dataverse Integrator is a
core pillar of the Velocity Partner
Programme - designed to help Microsoft
Partners move from bespoke delivery to
repeatable, subscription-led growth.

Join the Program -

For Microsoft Partners ready to scale without
integration drag.
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Bluefort, Trig I-Oratorju,
Naxxar NXR 2504, Malta

www.bluefort.io

info@bluefort.io

For SMB Decision Makers

Stop Paying Compound Interest on Your
Microsoft Stack

If your organisation runs on Dynamics
365 Business Central and Dataverse,
Bluefort provides a debt-free foundation
that allows your ERP and CRM to operate
as one - without fragile workarounds.

Start the Conversation >

For growing SMBs running on Dynamics 365
Business Central.

B Microsoft

["] Solutions Partner


https://bluefort.io/velocity-form/
https://bluefort.io/technical-debt-tax-form/

