Notes on 
Jan Carlzon (A)
Issues

· Should Carlzon go ahead with the efficiency strategy (i.e., the 2nd wave)?

· What could be done instead?

Analysis

· Carlzon is a classic leader. He concentrates on building relationships within the organization (and with the press), he articulates a clear vision, he works hard at communicating the vision. In Wave 1, the vision positive and optimistic. Through the use of all the standard methods (e.g., interaction rituals, repetition of message), he is able to create a sense of identity and purpose, energizing the employees. 

· Organizationally, he decentralizes authority and empowers frontline personnel. This follows necessarily from the goal of making each “moment of truth” (interaction with customer) a point for the firm. He effectively turns the org chart upside down so that closeness to the customer defines importance, and managers become sideline coaches supporting the real players.

· Leadership works best when there is “integrity”, meaning that there is a congruence between the leader’s message and his or her own person. Carlzon’s first wave vision of “It’s the customer, stupid” is highly congruent. In essence he molds the organization to be just like him. Carlzon’s relationships with employees corresponds to the the employees’ relationships with the customers.
· However, the 2nd wave vision of maximal efficiency is not congruent with his personal style. He extravagant and a people-person. He spends most of his time motivating people, not working on technical matters. Efficiency is also a more difficult vision to ride than most – harder to energize people with reducing costs than with increasing revenues. It is too easily a spirit-deflator rather than a spirit-inflator. It is largely a rationalist vision, whereas leadership must touch the emotions.
· Efficiency is also not congruent with the decentralized organizational structure that Carlzon had created earlier. Nor with the relationship-oriented culture.

Action
· Carlzon must either choose a different vision or put in a different leader to lead it. If a new vision, it must be congruent with his persona in order for him to lead effectively – Carlzon writ large. 
· One idea for a new vision (that other firms have tried successfully) is to extend his leadership to the customers. Make them members in a group with a sense of identity and mission. In short, make them in some way partners in making SAS the foremost European airline. Hold SAS customer meetings led by him personally. Organize volunteers in a giant drive to clean up their airports. Hold a suggestion contest. Get them connected and embedded with each other. Connect up with social responsibility movements such as restoring natural environments or providing transportation in third world countries. Airline as social movement.
· Install a manager to simultaneously control costs and improve efficiency
Observations

· Carlzon in Wave 1 contrasts sharply with Elizabeth Parker in case B. He is a leader, she is a manager. He decentralizes and empowers, she takes away their autonomy, simplifies their jobs, introduces close supervision, monitors compliance. When SAS entered the efficiency stage, they effectively moved into the equivalent of case B in Parker’s world, and really needed a Parker to pull it off. Decentralization, worker empowerment and smile therapy are not well-suited to maximizing efficiency. 
