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Going from Management to Leadership in Carlsberg Danmark

When we make music we don't do it in order
to reach a certain point, such as the end of
the composition. If that were the purpose of
music then obviously the fastest players
would be the best. Also, when we are dancing
we are not aiming to arrive at a particular
place on the floor as in a journey. When we
dance, the journey itself is the point, as when
we play music the playing itself is the point.

Alan Watts

A

AKADEMIA.DK

All rights reserved ~ © 2004 - 2010



Helle Jakobsen * Louise Busch Storgaard * June 2009

RESUME: CARLSBERG DANMARK, FRA MANAGEMENT TIL LEADERSHIP

Carlsberg Danmark (CDK) er én af Danmarks aldste og mest succesfulde virksomheder.
Den er samtidig ogsa kendt for at vaere én af de mest traditionsrige. Men arsrapporten fra
2005 viste faldende indtjening, og samtidig udtrykte medarbejdere og kunder utilfredshed

med virksomhedens bureaukratiske ledelsesstil, hvilket fremgik af interne malinger.

Reaktionen fra topledelsen i CDK blev initiativet LEAD (LEdelses + ADfaerd), som blev sgsat
i 2006 og omfattede alle 180 ledere. Formalet var at udvikle lederne i ledelsesadfaerd og
budskabet var, at man tidligere havde brugt for meget "management”, nu skulle lederne

inkorporere mere “leadership” i deres ledelsesstil.

Efter enkelte startvanskeligheder udviklede LEAD sig til at blive en keempe succes. Lederne
var begejstrede, og medarbejdertilfredshedsundersggelser viste klart forbedrede resulta-

ter. Alt dette resulterede ogsa i langt hgjere kundetilfredshed.

Dette speciale har til formal at undersgge LEAD og afdaekke bade eksplicitte og implicitte
problemstillinger i forbindelse med LEAD. Vi sgger fgrst og fremmest et svar pa: Hvad skete

der og hvorfor?

Den teoretiske undersggelsesramme bestar af ledelsesteori inden for management og
leadership. Derudover fungerer Norman Fairclough’s kritiske diskursanalyse som bade teori og
metode til at undersgge LEAD. Karl E. Weick’s sensemaking teori vil endvidere blive anvendt til
at belyse LEAD fra et andet perspektiv for at analysere, hvordan lederne under hele forlgbet

opfattede LEAD, og hvordan initiativet var blevet praesenteret af topledelsen.

Inden vi startede indsamlingen af vores empiriske data, gennemfgrte vi flere interviews med
ledere fra Kommunikation og HR i CDK for at fa en forstaelse for initiativet. Derefter brugte vi
ca. to maneder pd at udfgre 15 interviews med ledere fra alle ledelsesniveauer I CDK. Hvert
interview varede mellem 30 og 60 minutter, og blev afholdt pa en af CDK’s fire lokaliteter i
Danmark - pa hovedkontoret i Valby, i distributionen i Hgje Taastrup, i produktionen i

Fredericia eller pa event-lageret i Ringsted.
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Via vores empiriske data kom flere diskurser til syne; Management er negativt ladet, Lea-
dership er positivt ladet, Fra stgrst til bedst og CDK stolthed. Vores analyse tager derfor afseet
i disse diskurser. Vi har fgrst foretaget en sproglig analyse med fokus pa nggleord inden for
management, leadership og LEAD. Disse nggleord er forankret i tidsindikatorer, ordlyd
(wording), modalitet og metaforer. Via den tekstnsere analyse fremgar det, at lederne i CDK
forbinder management med noget negativt og leadership med noget positivt. Dermed artikuler
de fglgende diskurser: Management er negativt ladet, og leadership er positivt ladet. Dette
har vi uddybet i den diskursive praksis, hvor det fremgar, at intentionen bag ledernes udsagn
er at tegne et godt billede af den arbejdsplads, det diskursfeellesskab, de er en del af.
Derudover traekker deres udsagn pa den hyper-diskurs, som Fairclough betegner
"demokratiserings-diskursen”, der har vundet stgrre og stgrre indpas gennem det 20.
arhundrede. Det kan dog have visse sociale implikationer, at de tillaegger management noget

negativt, sa det bliver "et ngdvendigt onde”.

Vi har valgt at reflektere over dette ved hjaelp af Weick’s sensemaking teori. Det fremgar, at
der er forskel pa topledelsens intenderede mening med LEAD og ledernes faktiske opfattelse.
Topledelsen gnskede at skabe en ramme for ledelsespraksis i CDK, hvorimod lederne har op-
fattet det mere unuanceret: Fra management til leadership. Vi sgger at finde et svar pad hvor-

nar og hvorfor uoverensstemmelserne forekommer.

Vi argumenterer for, at LEAD ikke kan opfattes rigtigt eller forkert. Dog kan det have implikati-
oner, nar en ledelsesstil lades meget negativt. /&rsagen til denne simplificering af topledelsens
budskab skal formentlig findes i en overbelastning i ledernes daglige informationsstrem - der-

for er de ngdt til at simplificere budskabet.

I vores perspektiveringsafsnit tager vi afsaet i Gideon Kunda’s etnografiske undersggelser og

redeggr for de mulige faldgruber en meget staerk kultur kan have i en organisation.
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1 INTRODUCTION

In order for organizations to keep up with the pace of a fast changing world, adaptability is
constantly required (Hatch 1997). This influences expectations to managerial behaviour and
managerial skills. New technology and the development of numerous communications channels
create new requirements for managing and for leading. On an annual basis, organizations
throughout the world spend $36 to $60 billion US dollars on management and leadership de-
velopment (Burgoyne 2004, in Jackson and Perry 2008). This has lead to a comprehensive
amount of research within the field. This thesis aims at exploring how a specific organization

has contributed to this research.

The case organization - Carlsberg Danmark

Carlsberg Danmark (CDK) is one of the world leading distributors of beers and soft drinks. Yet,
the financial report of 2005 showed a drop in earnings and the employee surveys indicated a
decrease in satisfaction. This thesis will focus on CDK'’s aim of strengthening managerial com-
petencies via the initiative LEAD which is the contradiction of the Danish terms LEdelse and
ADfaerd (Managerial + Behaviour = Managerial Behaviour). LEAD was introduced by top man-
agement and HR in 2006 and lasted until 2008. It included all 180 managers in CDK, from di-
rectors to floor managers. The purpose was to put focus on effective managerial behaviour and
to create a framework for using elements of both management and leadership. LEAD became a

success and changed a number of issues on the managerial plan.

Evaluating LEAD in CDK

Our theoretical and methodological standpoint will be discourse analysis as proposed by Nor-
man Fairclough. Norman Fairclough, who is an English professor in linguistics, argues for the
interdependency of the language upon the social practice, in relation to his theory of critical
discourse analysis (1992). We will make use of his theory in order to explore the articulation
as well as the actual use of the management and leadership styles in CDK. We also aim to ex-
plore how top management presented LEAD to the managers and how the managers made
sense of LEAD. Therefore, we will add another perspective to the analysis by use of Karl E.

Weick’s sensemaking theory.

Via our thesis, we aim to evaluate LEAD in CDK, as part of an external evaluation project. As a
means to get an understanding of LEAD, we initially arranged meetings with representatives
from the HR- and Communications Department. After achieving sufficient background knowl-
edge about LEAD, we conducted 15 interviews with managers in CDK. These interviews consti-

tute our empirical data and will be drawn upon throughout our thesis.
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While gathering our empirical data in the beginning of 2009, CDK was going through cost re-

ductions, larger layoffs and closure of production in Valby.

1.1 Problem statement

Before starting our data collection, it was LEAD in itself that we aimed to examine. However,
after having gone through our data, we realized that what appeared to be of an even higher
interest was how the managers had perceived LEAD and how they articulate the two terms
“management” and “leadership” and thereby realize the managerial discourse in CDK. This will
therefore be the point of departure for our thesis in which we will provide answers to the fol-

lowing:

Research question (RQ):

If we assume that global and successful Danish organizations today, as CDK, are expected to
adopt and apply the two styles ‘management’ and ‘leadership’, what has been the outcome
of LEAD and how did it affect the managerial behaviour in CDK?

Reflections

In addition to our RQ, we seek to explore if and how the apparent discourses and LEAD are
constraining the managers in any way. In relation to this, we will elaborate on how LEAD, be-
cause of its success, has created a managerial environment and culture that unconditionally
celebrates LEAD as the new way of doing management. This will be achieved by use of the

ethnographic examinations proposed by Gideon Kunda.

Comments

We acknowledge that in English there is a distinction between the terms “"management” and
“leadership” whereas in Danish you would translate both terms to “ledelse”. Throughout our
thesis, we will make use of the term "management” when referring to management in general,
since a neutral hyponym does not exist in English. The same goes for the English terms “man-
ager” and “leader” - we will make use of the term “"manager” when referring to managers and

leaders in general.

1.2 Delimitations
In relation to our RQ, it could also have been interesting to explore the debate within manage-
rial research regarding whether managerial skills are inherent or whether they are learned.

Likewise, it could have added an extra dimension to our discussion to include a more elabora-

A

AKADEMIA.DK

All rights reserved ~ © 2004 - 2010



		2010-01-29T11:49:31+0100
	Dorte Gro Schultz-Andersen




