
- Evaluate whether your business is customer or 
product-oriented

- Improve service techniques through training for your 
front-line staff to help them resolve customer issues 
quickly

- Create products and services focused on your 
current target audience in order to serve them 
efficiently and earn their loyalty

Book Review



Jan Carlzon is a Swedish businessman who stood out when he 
was CEO of SAS Group between 1981 and 1994.
Carlzon holds an MBA from the Stockholm School of 
Economics and began his career in the industry immediately 
upon completion of his education.
The author was prominent when he took over as CEO at SAS 
which faced serious financial problems. During this period, 
Carlzon took a number of unprecedented steps that changed 
the way business thinking was concerned.
Carlzon left SAS in 1994 and founded an investment firm and 
another in the internet retail segment.

About the 
Author 



Core 
Messages 

• In times of intense competition between 
markets, it is important that companies become 
focused on meeting their customers' needs;

• In a customer-facing company, leaders should 
provide frontline employees with the authority 
to address their individual needs with agility and 
courtesy;

• Redistributing responsibilities will increase the 
number of satisfied customers, which will ensure 
an advantage over the company's competitors;

• Standardized hierarchy only undermines the 
business view;

• Decisions from the top of the pyramid will not 
always be the right one.

https://pocketbook4you.com/en/read/blue-ocean-strategy


And…

• Jan Carlzon refers to the "Moment of Truth" as a different way of running companies 
by reversing the traditional hierarchical pyramid, where top executives are top and 
bottom managers and those in direct contact with customers.

• According to the author, because of growing markets and a substantial increase in 
competition, it is critical that companies be customer-driven rather than product-
driven.

• For him, a product-oriented company can easily be replaced by a new competitor 
that offers a similar product at a lower cost.

• However, a customer-facing company is more likely to build customer loyalty by 
incurring revenue for the company much longer.

• In a customer-driven company, leaders must provide frontline employees with the 
authority to address their individual needs with agility and courtesy. For Carlzon, 
redistributing responsibilities will increase the number of satisfied customers, which 
will ensure an advantage over the company's competitors.

https://pocketbook4you.com/en/read/muito-alem-da-hierarquia


The 
Vingresor 
Twist

• The author relates his first experience as president of a 
company, Vingresor, a subsidiary of Scandinavian Airlines 
System, and how he changed his leadership attitudes during his 
tenure.

• In 1974, Vingresor faced strong challenges due to the oil crisis. 
This has caused transport prices to rise and, on the other hand, 
profit margins to decrease.

• Carlzon's assumption was to dramatically lower costs so that 
even if customers reduced from 210, 000 to 170, 000, the 
company would still have exactly the same estimated financial 
result.

• Carlzon, in addition to the cost reduction policy, restructured 
the company as a whole to serve more customers should the 
market return to what it was before the crisis.

• At the end of the first year of management, he delivered more 
profit than the company had ever made.

https://pocketbook4you.com/en/read/alem-da-lideranca


The Linjeflyg 
Twist

• In 1978, Carlzon was invited to assume the chairmanship of Linjeflyg
(SAS-affiliated domestic airline).

• Initially, the proposal to take over the company seemed, to the author, 
not very challenging, which made him refuse more than once. However, 
after understanding that the company really needed him, he stepped 
back and accepted the position.

• In fact, Linjeflyg already faced several problems. A year before Jan 
Carlzon took office, the occupancy rate of the flights was only 50% and 
the planes flew about 4. 8 hours a day, with the international average 7 
hours.

• The following are the main measures taken by the author when he 
assumed the position as president:

• Changed the orientation of the company so that it was customer-
oriented;

• Led the creation of several marketing campaigns focused on customer 
needs;

• Drastically reduced prices to increase the occupancy rate.

• The result obtained at the end of a year despite reducing tariffs by an 
average of 11%, was the increase in revenue from $84 to $105 million

https://pocketbook4you.com/en/read/hooked


Overview: SAS 
Turnaround

• In 1980, Carlzon was invited to assume the position of the chief operating officer at 
SAS. At this time the airline industry was facing a widespread crisis.

• It is noteworthy that SAS was controlled by private and public entities (Governments 
of Denmark, Norway, and Sweden).

• When the plaintiff took office, the company had a $20 million loss. Executives quickly 
turned to sharp cost savings, however, Jan Carlzon knew that this would not be 
enough to reverse that result.

• In the meantime, it was paramount that the group increases their revenue. After 
taking office, a strategic plan was devised that proposed to look at expenses as a 
revenue aggregator, and this plan was approved by the board with some enthusiasm.

• Carlzon returned the company to the customer, training the front-line staff to meet 
needs quickly. The goal was to increase satisfaction and retain passengers.

• Thus, EUROCLASS was created, which offered differentiated services for business 
travelers (the company's main public at the time) at full-cost.

• With this differentiation alone, earnings increased by $80 million in the first year. 
After three years, the number of passengers paying full fare increased by 23%.

• In 1983, the airline was named by Fortune Magazine as the world's best airline for 
business travelers. Also in the same year, it was recognized by Air Transport World as 
the "Airline of the Year".

https://pocketbook4you.com/en/read/leadership-in-turbulent-times
https://pocketbook4you.com/en/read/delivering-happiness


Leader Role

CARLZON 
ADVOCATES CUSTOMER-CENTRIC 

AND HIERARCHICALLY 
DECENTRALIZED MANAGEMENT.

THIS METHOD MAKES IDEAS 
FLOW SMOOTHLY ACROSS THE 

COMPANY DIRECTLY FROM 
FRONT-LINE EMPLOYEES, WHO 
HAVE DIRECT CONTACT WITH 

CUSTOMERS BUT MAKES IT 
CLEAR THAT THE FINAL DECISION 

ON WHETHER TO IMPLEMENT 
NEW STRATEGIES. IT'S FROM THE 

BOARD THAT KNOWS THE 
WHOLE.

FOR CARLZON, TODAY'S LEADER 
MUST HAVE STRATEGIC 

THINKING IN ORDER TO BE ABLE 
TO BRUSH ON VARIOUS ISSUES 

TO SEE THE BEST WAY TO SOLVE 
A COMPANY'S PROBLEM.



Overview: 
Establishing 
the Strategy

• Carlzon highlights the importance of knowing how to 
command a company's strategy and the difference it makes 
in achieving business success.

• The author reports his experience at SAS where his first 
challenge was to discover his target audience and how it 
changed the company's direction, from new investments, 
marketing actions, and others.

• For the author, every company should first focus on 
understanding who are their customers, and then set goals 
and strategies that will be used to achieve them.



Overview: 
Flattening the 

Pyramid

• The author argues how much a company can benefit by 
flattening the hierarchical pyramid.

• For Carlzon, flattening the pyramid is understanding 
whether all sectors of the company are being used well. 
Optimizing resource utilization by giving authority to 
frontline employees.

• Employees who serve customers must have sufficient 
authority to solve issues immediately and know what 
actions can be taken to meet customer needs and increase 
customer satisfaction.

https://pocketbook4you.com/en/read/felicidade-da-lucro


Overview: 
Taking Risks

• Carlzon discusses the importance of understanding market needs and 
that it is often mandatory to use intuition and risk. Intuition does not 
mean neglecting analysis and strategic planning, but using these tools as 
a guide.

• The actions taken by the author in the companies in which he was a 
manager were not new in the market at the time. What made him 
successful was beyond the strategies and planning used, was 
the courage to apply.

• A traditional manager is unlikely to increase costs in a $20 million loss 
company like SAS in 1980.

• However, Jan Carlzon used his intuition and sense of opportunity to do 
so, increased costs to set up EUROCLASS to serve executives, and the 
success was proven, the company within a year achieved positive results 
by focusing on the business customer.

• Carlzon discusses limiting beliefs. Often executives or even front-line 
employees do not make certain decisions or suggest actions for fear of 
displeasing a superior.

• But for the employee to be able to effectively make the leap without 
being harmed, they must be supported by internal and external security 
where both are created by upper and middle management.

https://pocketbook4you.com/en/read/bounce


Overview: Using 
Communication

• The author discusses the importance of 
communication within a company.

• This communication concerns both official 
materials informing any change of the 
company and the communication of leaders 
and all their employees.

• The executive also talks about nonverbal 
communication. For him, the leader must 
mirror the behavior that others should follow. 
In this sense, it is important that the leader is 
close to the team, for example, having lunch 
with all employees.

https://pocketbook4you.com/en/read/everyone-communicates


Overview: 
Rewarding 
Employees

• The author highlights the importance of 
rewarding employees for their merits. 
Everyone should be recognized for their 
work and commitment, so it is important 
that companies worry about how to make 
this compensation in order to be well 
accepted by all employees.



Overview: 
The second 
wave

• The author concludes the book by stressing the importance of 
having long-term strategic planning of the company, and don't 
create expectations in a period of elaboration of new objectives.

• In the case of SAS, at first, the objectives and strategies were clear, it 
was necessary to increase revenue, come out of the loss and build 
customer loyalty.

• However, having completed these goals, the company went through 
a delicate period where several decisions caused internal discomfort 
precisely because it didn't have a clear objective.

• Carlzon worked hard on this new goal and concluded that the goal 
was for SAS to work efficiently in a free competition environment.

• Making the decisions, the company returned to the normal rhythm.

• The author's ideas are focused on decentralizing the hierarchical 
pyramid because it is the user who pays for costs and makes the 
company profitable, so why not be focused on it?


