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Ortoo & EF 
Education First: 
Building a High 
Performance 
Sales Team  
on Salesforce
Ortoo’s Darren Carpenter and Aaron Poulton 
discuss how the business worked hand-
in-hand with EF Education First to create a 
state-of-the-art assignment system



prime fighter in the corner of 

any business which needs 

its support, Ortoo devel-

ops workforce productivity apps for 

Salesforce, allowing growing organi-

sations which use the Salesforce plat-

form to build high-performance sales 

and service teams. The business was 

launched in 2010 by Leon Crisp, who 

originally created two apps dedicated 

to the Salesforce CRM platform: one 

named Email-to-anything, and one called 

Q-assign. The aim was – and is – to solve 

business challenges that Salesforce itself 

doesn't or isn't able to address directly. 

Q-assign, specifically, helps teams 

within companies organise themselves 

properly, and to create and distribute 

tasks to the right people at the right 

time. “The real focus is productivity,” says 

Darren Carpenter, Technical Customer 

Services at Ortoo. “We're really inter-

ested in creating improvements there. 

We work with customers to build the right 

solution for them, and those customers 

typically stay with us for a long time.”

“The support we offer is a big differen-

tiator between us and some other inde-

pendent software vendors,” adds Aaron 

Poulton, Head of Business Development. 

“We act as a partner; we're not just 

providing technology or an app – we're 

providing strategic help and guidance as 

well, which is key.” It's no surprise, then, 

that EF chose Ortoo as a partner. EF 

wanted to make sure opportunities were 

distributed fairly – fairness being a core 

part of its company DNA – and that made 

this partnership a valuable one.

“This keeps harmony in sales teams, 

where there can otherwise be a lot of 

internal politics and people kicking up a 

fuss because somebody has had more 

opportunities and leads than them,” 

Poulton explains. “A lot of big compa-

nies don't have a systematic method for 

distributing leads, and senior staff get to 

cherry-pick the best ones. Without that 

process, things can quickly get out of 

control.”

What EF really required was a service 

that could be delivered swiftly. “Speed 

was a big issue for them,” says Carpenter, 

“and every customer is unique. We come 

in and we understand that uniqueness; 

we don't have a cookie cutter approach, 

and we're flexible.  A business might 

think their requirements are very unusual 

or difficult to achieve, but we talk them 

through a solution and prove that we're 

the ideal people to work with. Simplifying 

complexity is what we do.”

The inherent flexibility of Ortoo is 

something that inevitably gets passed 

onto the customer; EF has a very fluid 

model of working, and Ortoo is able 

to match that way of working. “Before 

COVID-19, they used to set up markets 
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and pop-up stalls very quickly, selling education 

services,” Carpenter explains. “The fact that we could 

then create a solution around that particular pop-up 

store, which might just be on a street corner in Paris, 

proved very effective for them. They wanted to make 

sure that no matter when an opportunity came in, or 

where from, it would be dealt with in 15 minutes.”

The challenge

Of course, before the partnership could really become 

cemented, Ortoo and EF had to address the specific 

challenges that needed to be tackled. EF's previous 

lead assignment system was an unscalable one, difficult 

to manage and causing issues between salespeople, 

some of whom felt the leads weren't being assigned 

fairly. The new system had to get the lead to the right 

rep at the right time, balance workloads across the 

whole team, and it had to be simple-to-use for local 

managers to take the burden off the IT team. Firstly, 

for the organisation's larger offices, sales leads were 

being routed to salespeople based on territory, mean-

ing some reps were completely overloaded while others 

were left waiting. Aside from location, the other factor 

to determine where opportunities were diverted was 

the program; the amount of work any specific rep had 

on didn't come into the equation, creating an unequal 

workplace.

Additionally, when it came to things like absences or 

holidays, leads had to be re-assigned manually to the 

reps who didn't have as much work on; EF wanted to 

automate this and create a much fairer system, ensur-

ing all reps received an even number of high-quality 

“ We absolutely work 
with our customers 
and prospects to 
configure the product 
to their specific use, 
case-by-case, from 
day one”
Aaron Poulton, Ortoo
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opportunities. With over 4,000 assign-

ment rules to manage, and 50+ requests, 

every month, for workload changes, the 

business needed help. It was dealing 

with millions of opportunities, as a global 

organisation, meaning a truly scalable 

solution was required.

Q-assign was perfect for the job at 

hand, but the schedule was tight. Ortoo 

worked quickly with EF to design the 

solution, the configuration and the imple-

mentation; just three months after the 

initial demo, the solution went live. “We 

absolutely work with our customers and 

prospects to configure the product to 

their specific use case, case-by-case, 

from day one,” says Poulton. “The idea 

is to get it absolutely optimised to what 

they want before any money changes 

hands. Then it becomes a 'puppy dog 

sale' – you've got this lovely little puppy, 

it's just perfect, so of course you're going 

to sign the contract and be incredibly 

happy about it. That's the way we work.”

The ease of working with EF was 

bolstered by the fact that this is an organ-

isation which understands technology, 

and was keen to create real change with 

an expert. “A good partnership depends 

on the scale and the willingness of the 

customer to learn,” Carpenter explains, 

“and EF definitely was very technical. 

They know Salesforce well, and they 

absolutely push the product, in terms of 

capability and func-

tion. They absolutely 

get it – they get the 

value of us and of 

our product.”

The impact

Where EF's previous 

system – prior to Ortoo – generated a 

certain degree of negative feedback 

from salespeople feeling hard done 

by, the fact that there have been no 

complaints since Q-assign's implemen-

tation is a major win for Anuj Kapoor, 

THE SOLUTION

A system which examined the quality of the opportunity 

before deciding who to assign it to

A pilot was launched in France, where there are 11 offices 

with five different teams in each

A Round Robin system combined with quotas, with leads 

distributed fairly

New system takes into account program, Sales Office, post 

code, language, and SCT call type

Each region has full control over assignments

The system has now been rolled out to other countries after 

a successful trial

The changes were implemented without the need for 

Salesforce IT admin, meaning a rapid approval process.
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Senior Project Director at EF. “With thousands of new 

customers getting in touch, all the time, and the inherent 

complexity of working across 50 countries, we needed 

a much better system for figuring out who should be 

talking to which customers, and when,” he explains. 

“Now, everybody gets equal opportunities, and the 

system is personalised, allowing customers to get in 

touch in the way that suits them. Ortoo has allowed us 

to refine the speed of that, and what I personally really 

like about it is it's multi-dimensional – you can always 

add more.” Most importantly, the days of salespeople 

feeling like they're missing opportunities is over, and 

customers are getting their undivided attention in a way 

that works for everybody.

For both EF and Ortoo, this was a hugely satisfying 

project. “What impressed me was the speed of roll-out,” 

says Carpenter. “In terms of licenses, they are one of 

our biggest customers, and the speed with which they 

launched it was impressive.”

“It's also driving our product, Q-assign, into new areas 

as well,” Poulton adds. “That's helped develop the prod-

uct itself. EF has had a big impact in the direction of the 

product, and a major influence in terms of the product 

itself. This has been a very beneficial partnership to us.”

“EF has absolutely been a part of development and 

will be going forward,” says Carpenter. “We absolutely 

appreciate their input.” 
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