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CASE STUDY

A major manufacturing facility for premium healthcare products 
wished to increase service levels, quality and output at an 
existing site. 

They identified that a new structure would be required, and that 
this would need a change in established leadership behaviours 
in order to be implemented effectively.

Acorn Coaching and Development was known to the Site 
Director, having worked with him and his teams twice previously 
at a sister site, and he recommended Acorn to support the site 
leadership in increasing their personal impact and promoting 
and embedding the behavioural change.

The Solution

Acorn’s Steve Gee delivered a series of individually 
commissioned interventions delivered from January 2016  
to date.

This began with working with members of the Re-organisation 
Team (Re-org Team) to clarify and develop the behavioural 
requirements of a key role in the new structure: the Front Line 
Supervisor (FLS).

Programme aims:

To promote and embed the behaviours necessary to enable the 
new structure to deliver the enhanced capability required:

• Promote a focus on influencing behaviour

• Contribute outside perspective and good practice, fresh 
ideas and techniques

• Work with the existing Re-organisation Team and site 
leadership to enhance their impact

Acorn helps multinational pharmaceutical 
company increases performance through 
behavioural change.
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1. On-boarding

What?  

Acorn worked with the Re-org Team to identify the critical 
behavioural components of the FLS role and likely current 
confidence and capability of recruits. 

Also, once in place, to anticipate negative pressures on the 
Front Line Supervisor role fulfilment.

Why? 

Behavioural effectiveness was judged to be critical to success 
in the FLS role. Successful delivery of the FLS role was judged 
to be critical to re-organisation.

How?

Acorn designed and delivered a module to complement the 
existing FLS on-boarding process through 2016 that was:

• Distinctive and memorable, experiential, developmental 
and personally meaningful.

• Focused on effective behaviour in role and the  
confidence to carry it out.

• Built robust, self-supporting relationships in the  
FLS population.

2. Enhancing Communication

What?  

Working with the Re-org Team to mitigate anticipated difficulties 
in engaging managers in understanding and supporting the 
new Factory Shift Manager (FSM) role.

Why? 

FSM coaching and support was anticipated as a key 
component of ensuring the FLS role delivered its potential 
throughout the shift pattern.

How? 

Design and delivery of an interactive event, as part of an  
off-site meeting run by the Re-org Team, that:

• Built trust and relationship among the FSM and  
Operations Managers population.

• Highlighted and promoted effective behaviours around 
listening, questioning and positive engagement with  
other’s ideas.

• Explicitly challenged the attendees to apply their  
learning in the subsequent discussions. 
 
 
 
 
 
 
 
 
 
 

3. Morale Investigation

What?   

A ‘deep-dive’ investigation and report into causes of poor 
morale in a specified manufacturing department.

Why?  

• To understand what was required to achieve a turnaround 
in performance.

• To assist that turnaround by demonstrating that the 
situation was being taken seriously and that people were 
being listened to.

• To assist the Re-org Team in setting priorities for  
re-organisation implementation.

How? 

• One-to-one semi-structured interviews and focus group 
sessions delivered in the department and across all shifts 
to capture as many staff as possible.

• Organisation of findings into a report to be made available 
to management and all department staff.

• Utilisation of findings by Re-org Team to confidently bring 
forward re-organisation of that department and provide 
new FLS with points of engagement with staff.

• Follow-up interventions of group and individual coaching 
over time.

4. Building the Team

What?  

Working with the site director, with some input from the Re-org 
Team, to identify current weaknesses in the collective 
behavioural capability of the Site Leadership Team (SLT) to lead 
change and drive performance improvement across the site.

Why?

SLT failure to be a confident, communicative and consistent 
influence in support of the Re-org’s implementation was judged 
to be a serious enough risk to warrant action, as well as being 
in the interests of longer term stability and performance.

How?

Delivering a staged process of engagement with, and team 
coaching of, the SLT:

• One-to-one interview process to build working relationship 
with Acorn and gather data to play back to the team and 
engage them in their own development.

• Development of jointly held objectives for the team’s 
development.

• Design and delivery of facilitated event to address 
weaknesses identified.

• Follow-up interventions of group and individual coaching 
over time.
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5. ‘Leadership Forum’ Support

What?  

Supporting a series of monthly, one-day workshops  
for the Extended Leadership Team (ELT), based around the 
company’s Leadership Expectations, as a framework for driving 
good practice and successfully embedding the re-organisation 
across the site.

Why? 

An opportunity for the SLT to be a confident, communicative 
and consistent influence in support of the re-organisation’s 
implementation, as well as being in the interests of longer-term 
stability and performance. 

The ELT was also judged to be a relatively ‘neglected’ group  
in the lead-up to re-organisation implementation but critical  
to success.

How?

Working with the site leadership and key managers to make 
design inputs, contribute exercises and workshop material, 
facilitate sections and providing coaching to the SLT 
contributors to be prepared and effective.

Key Outcomes

The programme aims as identified in the design phase  
were met:

• The process has helped the business to avoid issues 
associated with the re-organisation, for example preventing 
individuals from reverting to the established culture during 
changes in job roles and structure.

• Relationships and trust were built across diverse groups  
and levels of management, crucial important to achieving 
the overall aims.

• The process created alignment of culture across new  
and established employees.

• Delegates developed the confidence and ‘resilience’  
to implement the new job roles and culture in the face of 
daily operational pressures.

Client Testimonials

“Acorn’s intervention moved my team as far forward as  
it was possible for them to go in the time. 

Steve Gee is not your typical consultant – he actually 
gets stuck in alongside us to make a difference.”

Site Director

“Acorn’s ability to create the correct atmosphere to  
have bold conversations and develop unity of purpose 
and approach was invaluable given the strong characters 
and the range of stakeholders we engaged with. 

I would unhesitatingly recommend anyone to work  
with Acorn.”

Global HR Lead



If you would like to find out more  
about Acorn, our people and how we  
can help develop and improve the  
performance of individuals and teams  
in your organisation, then we’d love  
to hear from you.
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