
THEIR GOAL:CooperVision is one of the 
world’s leading contact 
lens companies, serving 
eye care professionals and 
lens wearers in over 130 
countries. CooperVision 
is committed to helping 
people around the world 
see better every day. 

CooperVision designs and manufactures innovative,  
high quality contact lenses, conducts ongoing R&D 
in optical science, and collaborates with eye care 
professionals to identify the evolving needs of contact 
lens wearers. CooperVision has helped improve the 
vision of millions and become a trusted global leader  
in the contact lens industry. 

CooperVision Australia New Zealand (CVANZ)  
developed a five-year strategic growth plan to mature 
the organisation through greater discipline, process  
and data. CVANZ’s ambition was to increase CV contact 
lens wearers to 600,000 and achieve #1 market share. 
This ambition required CooperVision to double the 
number of its contact lens wearers over the period. 

To be the future leader, CVANZ’s Managing Director knew the 
organisation needed to mature and become more adaptive to change. 
She knew that engaging leaders to the strategy was critical for maturing 
the organisation. She knew her commercial team needed to shift their 
focus from product to customer. Finally, she was clear that this was 
something outside the group’s skillset. They needed a partner.

THE HYPOTHESIS WAS THAT 
IMPROVING CUSTOMER 
ACUMEN WOULD SHIFT THE 
TEAM FROM “TRANSACTIONAL 
WITH EVERY CUSTOMER” 
TO A “STRATEGIC FOCUS 
WITH FEWER CUSTOMERS.” 
THIS REPRESENTED THE 
FUNDAMENTALLY DIFFERENT 
APPROACH NEEDED TO 
ACHIEVE SUCH A BIG TARGET.

CREATE A ONE TEAM 
APPROACH WITH CUSTOMER 
ACUMEN AT THE CENTRE. 
CUSTOMER ACUMEN IS 
COMMERCIAL ACUMEN 
APPLIED TO CUSTOMERS 
AND IS EVIDENCED BY 
COMMERCIAL ACCOUNT 
PLANNING AND VALUE-LED 
CUSTOMER CONVERSATIONS. 

BIG TARGET. 
DIFFERENT APPROACH. 

COOPERVISION CASE STUDY



COOPERVISION CASE STUDY

OVERVIEW

Many leaders are challenged to deliver significantly 
bigger outcomes, but few choose new approaches. For 
most it’s easier to push themselves and their teams 
harder along the known path to success rather than 
consider new paths (or new vehicles!). Exceptional 
leaders recognize that new mindsets, skillsets, and 
toolsets are required to deliver supersized results. These 
leaders know they must make fundamental changes and 
recognize that leadership is a key lever of organisation 
performance. They identify a handful of core issues which 
typically include:

• “We need greater ownership and accountability” 

• “We are stuck in the business, not leading the business” 

• “We are not good at executing” 

• “We lack bench strength”

• “We need new capability”

While it may start as a list, they see these as 
interconnected parts in a greater whole. They understand 
that systemic challenges need systemic answers, not 
stand-alone solutions. They value integrated roadmaps 
that demonstrate how to get ‘FROM here TO there.’

These exceptional leaders look outside their own 
organisations and industries for best practice examples 
of success in relevant areas. They value evidence-based 
approaches that are grounded in solid frameworks and 
repeatable in multiple contexts. They know that “leader-
led” change is a key to success and are willing to be 
personally vulnerable. Finally, they know that structured 
feedback, and process over time are fundamental for 
sustained change. They want a leadership system – finely 
tuned to help execute their unique transformation.

Taking a systematic approach helps them capture value:

• Companies using a leadership system achieve their 
3-year objectives within +/- 10%

• Organisations that address each of the 4 high 
performance areas: Direction, Culture, Growth, and 
Execution are far more likely to be in the 30% who 
succeed with major change

CVANZ is a product organisation that has earned 
the respect and trust of both optical practitioners 
and wearers. Interviewees described the culture as 
customer-centred and task-focussed. Strong customer 
relationships are built on a broad field sales force 
mandate. The sales team does everything from in-store 
servicing through to marketing support and education. 
As a result, in field tactical activities/campaigns 
overwhelm the opportunity to set up more strategic 
business partnerships. There’s an opportunity to better 
leverage research and academic papers to differentiate 
CV as the premium offering in the market. Demonstrating 
an understanding of the key drivers of the customer 
would enable CVANZ reps to move beyond the product 
specialist role. 

“THE BUSINESS ACUMEN PROGRAM 
DELIVERED BY THE LIGHTHOUSE GROUP 
HELPED OUR SALES TEAM TAKE THE NEXT 
STEP IN THEIR EVOLUTION. IT PROVIDED 
THE MODELS AND KNOWLEDGE TO BETTER 
UNDERSTAND THE CUSTOMER’S WHOLE 
COMMERCIAL LANDSCAPE AND MAKE 
THE LEAP FROM A JUST A SUPPLIER TO A 
VALUED BUSINESS PARTNER. THE SALES 
TEAM HAVE EMBRACED THIS NEW WAY OF 
THINKING AND HAVING GREATER IMPACT IN 
EVERY CALL THEY MAKE.”  
ANDREW HENDERSON, 
REGIONAL SALES LEADER
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A deeper exploration of the mindsets and skillsets across 
the business identified three clear improvement areas.

1. Business Alignment (starting, but not ending,  
with the Leadership Team). Survey data 
highlighted the need for better collaboration, more 
communication and the need to break out of silos. 
In addition, the planning process needed to provide 
focus & prioritisation (“we need to do fewer things 
better”). Finally, more clarity was needed on how 
functions feed the strategy. “We need a sense of 
contribution to strategy beyond a view on ‘how I do 
my role’. How does my role / function interact with 
the others in the team?”

2. Business and Customer Acumen. Diagnostic results 
showed a multi-faceted need to engage differently.

 •  A big picture view was needed both internally 
(‘clarify my role in the business and the things 
I can do to maximise CVANZ outcomes’) and 
externally (‘deepen my understanding re: 
commercial drivers for my customers so I can add 
more value to the relationship’)

 •  A need for a more commercial approach to sales 
planning, customer conversations and value 
proposition 

 •  More customer influence (‘I need to put a more 
influential case forward’)

3. Growth Mindset. CVANZ benchmarked in the Middle 
50% of Growth Mindset Culture. To achieve it’s 
ambitions, the organisation needs a mindset shift 
in various ‘pockets’ of people with respect to effort, 
challenges, feedback and failure. 

Based on this detailed understanding, we co-developed 
the CVANZ Leadership System - an integrated series of 
initiatives executed over 12 months. 

• MD Coaching to guide the leadership and change 
agenda

• Leadership Team Navigation to align the Executive 
Team on direction, culture, change, and execution.

• Customer acumen program for Marketing, Sales, and 
Key Accounts teams to enable commercial account 
planning and value-led customer conversations. 

• Leader-led Growth Mindset Program comprised of 
5 short online modules, individual growth mindset 
experiments, and prescribed growth mindset 
discussions for team leaders to hold with teams. 

The timing and contents for each were customised to 
CVANZ’s Commercial Plan.

To strengthen the focus on application, we broke the 
group into Action Learning Groups who were encouraged 
to meet and review their use of new skills. Group 
members encouraged everyone to practice and reflect on 
the outcomes of their endeavours.

 

“WHAT GOT YOU HERE 
WON’T GET YOU THERE.” 
MARSHALL GOLDSMITH
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For more information about the Lighthouse  
Leadership System™, and how we can support 
you with your programme, please get in touch:

Lighthouse Group Co. ABN 54 650 384 286

THE TEAM ACHIEVED 99.4% 
TO BUDGET TARGET AND 
GREW 10.5% VS PRIOR 
YEAR. THE BUSINESS IS 
GROWING AT 1.5X THE 
MARKET AND 2X THAT OF 
THEIR COMPETITORS.

A noticeable shift in 
the toolset, skillset 
and mindset of the 
commercial team. 

COMMERCIAL TEAM:

GROWTH MINDSET:

To leadership team 
notices an organisation-
wide shift in mindsets and 
behaviours from “I can’t 
do it” to a growth mindset 
focused on solutions,  
“I can’t do it YET” or “how 
can we fix this problem?”

The Marketing team have shifted 
to courage over comfort. “We are 
always changing, …and we have to 
be able to adapt & pivot to move 
forward… this occurs through an 
open (growth) mindset”

RESULT:

Having a clearly defined roadmap through 
the leadership levels and whole enterprise 
within CooperVision enables true alignment 
and capability which has set CooperVision 
up to be leading their market and achieving 
their stretched targets. It is terrific to work 
with an organisation which has a growth 
mindset and a standout business globally.

WRITTEN BY:

Peter Nankervis 
Lighthouse founder and 
Transformation Partner 

+61 419 823 969  
peter@lighthousegroup.co 

CONCLUSION

Senior Leaders who need to achieve step-change results need 
a systematic way to align the organisation, change mindsets and 
capabilities, and empower the whole organisation to try new things. 
Once the system provides a clear roadmap, confidence and execution 
follow. This results in a more agile organisation that can achieve its 
stretch targets.
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APPROACH

Explore all aspects using 
FROM-TO analysis:  
We use a robust Discovery 
Process with our clients to dive 
deep into the current situation 
(FROM) and identify the targeted 
future state (TO). This discovery 
process is critical to develop a 
program that is well-suited to 
the needs of a diverse group of 
professionals. These data are 
used to source and design the 
examples and scenarios used 
in the program. In addition, the 
“FROM-TO” analysis provides 
the criteria by which we measure 
the ROI achieved on the program 
investment. 

Alignment comes first 
Too often organisations fail to 
achieve alignment on the 4 high 
performance areas: Strategy, 
Culture, Growth, and Execution. 
These are typically not agreed 
at the Executive Leadership 
Team level and mostly treated 
as independent topics (“HR is 
deploying a Culture program”; 
“we’ve got an offsite scheduled 
to refresh our strategy”; the 
sales team are developing next 
years growth agenda). The top 
2 leadership groups need to be 
aligned before anything  
else proceeds.

Integrate the parts:  
It’s easy to overwhelm a group 
with myriad programs, coaching 
sessions, and webinars. Anchor 
all elements of the roadmap 
to key operational activities/
cadences/measures and 
desired commercial outcomes. 
This approach ensures each 
investment has clear rationale’ 
and ties learning to everyone’s 
actual day-to-day work.

Don’t forget mindsets:  
Individuals, teams, and whole 
organisations operate out of a 
series of mindsets – ways of 
looking at the world. In most 
cases these mindsets remain 
beneath the surface and go 
unexplored. Surfacing these and 
making them explicit is critical to 
achieving real change.

“WE ARE KICKING GOALS 
AND CONTINUING TO 
EVOLVE. THANKS FOR 
YOUR SUPPORT IN 2022.” 
MICHELLE NORTH, GM CVANZ
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