INTRODUCTION.
 Research conducted revealed leadership is a phenomenon and hard to define, but the researcher found the following definition most appropriate as it involves both the leader and follower’s perspective.

Leaders inducing followers to act for certain goals that represent the values and motivations-the wants and needs, the aspirations and expectations-of both leaders and followers. The genius of leadership lies in the manner in which leaders see and act on their own and their follower’s values and motivations. (Burns, 1978, pp, 18-19, cited in Fairholm, 2002)

Leadership can be studied from four points of view, trait approach, leadership style, the contingency approach and motivation. Jack Welch leader of General Electric from 1981-2001 is the subject of this case study and theories including the trait theory, transformational and transactional style, autocratic, democratic and participative styles, reward and coercive power, situational leadership- the path-goal theory, Adairs action-centred theory and Vrooms motivational theory are analysed and applied where appropriate to evaluate Welch’s successful reign.


















WELCH’S EARLY LIFE.
According to (Cohan, 2020) Jack Welch, born in Peabody Massachusetts in 1935 was the only child of working class, devout Irish/catholic parents. His mother considered him a ‘miracle’ after many years of trying to conceive and would be a huge influence, building his self-confidence from an early age to overcome his insecurities of having a small stature and a speech impediment. As a child he was highly competitive and a sore loser, so she taught him the value of competition (accepting defeat is just as important as winning) and the concept of reality, facing up to the facts of a situation is the only way forward, whether you like it or not. Welch came from humble beginnings and not born to ‘leaders’ he stood his ground when bullied and was a feisty character.  (Batura, 2020 and Boerma, et, al, 2017)

WELCH’S CAREER.
[bookmark: _Hlk54464864][bookmark: _Hlk54882643](Noon, 2020) States neither of Welch’s parents graduated from high school but Welch obtained a PHD in chemical engineering and he began his career at GE as an engineer. His mother’s passing in 1965 ignited a need to take on more responsibility to honour her love and personal legacy. Welch took time to reflect after his loss and turned pain into growth, he became tougher, a risk taker and more ambitious. (Batura, 2020 and Levin, 2016)
Welch saw every challenge or task as an opportunity to differentiate himself and add value to the company. However, when he received the standard raise, his belief that compensation should be aligned with performance became apparent. This was demonstrated in the 1970’s when one of his team developed the ‘Haloc’ light bulb, although the project failed costing GE millions, Welch took responsibility and instead of punishing the team saw an opportunity for the team to learn from the failure and celebrated instead with cash rewards and promotions, citing that effort was just as important as results. (Mohammed, 2019)
(Lohr, 2020) states Welch became the CEO in 1981 and under Welch’s tenure GE’s revenue increased fivefold, shares on the stock market soared from $14 billion to more than $140 billion. Fortune magazine named him “manager of the century” also naming Welch number one of “ten toughest bosses to work for”. Welch did not like the being classed as a manager as this focused on his achievements with processes and control rather than his success as a leader. Many employees ascribed working for Welch as a war and only ‘survivors’ go onto the next battle. Welch saw too much harmony and people not willing to engage in confrontation as weaknesses and a culture of entitlement (which he had seen in his twenty- year career) this was not acceptable.  (Zitelmann, 2020)
(Spross, 2018) says Welch expanded GE from its familiar territory of manufacturing, engineering and chemicals into other areas including finance creating GE Capital, this at its peak accounted for two thirds of GE’s profits. Welch not only enriched the lives of GE’s shareholders but also shareholders in companies all over the world due to his development of other iconic leaders who had worked under his tenure. Welch’s legacy also changed the American corporate ethos from one of stability and permanence to speed and regeneration. (Noon, 2020 and Stenberg, 2020)
According to (Craighill, 2020) Welch did not embody stewardship, his legacy compromised General Electric’s authenticity and rich history of invention and innovation, Welch’s priority was growing stock prices, and this came at the expense of General Electric’s identity. CEO’s are not the owners or creators of the company and must ensure its purpose is not lost and still prevails after their tenure.
Welch defined his charismatic leadership with his slogan “The essence of competitiveness is liberated when we make people believe that what they think and do is important- and get out of their way while they do it.” (STU, 2018) 





























LEADERSHIP THEORIES.
 According to (Dinford, 1995 and Watkins, 1992; cited in Verawati and Harbono, 2020) good leaders are born and the effectiveness of their leadership is determined by their traits including physical appearance and fluency of speech. Welch however had a small stature, and his speech was not fluent. Research by Judge, Bono, Illies and Gerthardt grouped five factors of characteristics, which can be used as a predictor of a successful leader. However, Robbins and Judge say even if the person does possess some or all the characteristics this does not guarantee success as many other factors have to be considered such as the followers characteristics and organisational environment.
[bookmark: _Hlk56588340](Owen, 2017) says Welch’s strongest trait was having charisma, this phenomenon which is hard to define and completely authentic, gives an inner radiance through his passion and conviction, which captured his followers hearts and minds making him a compelling leader. This trait also has the first two elements of a transformational leader. Welch’s temperament, however, was a warm and generous demeanour with his best people and in stark contrast volatile with others, which at times was extremely intimidating. The behaviour theory further weakens the trait theory by stating a person’s personality can change due to influence ‘within’ a person (self-awareness) or from outside forces such as the environment and training. Welch said himself he was not interested in what made him ‘tick’ only what his next move would be in the business, this would account for his lack of self-awareness and his behaviour. (Arthur, et, al, 2017, Collingwood and Couto, 2002)
According to (Arthur, et, al, 2017) Welch’s transformational style began with a clear vision ; to turn GE businesses into entrepreneurial enterprises he admired in small business which required simplicity to become agile, and quick responders in their markets. He was one of very few who recognised that the health of GE was in jeopardy due to slowing growth and by being mainly domestic. Facing reality would be the first challenge for GE’s employees, GE at this time was the 10th largest American organisation and its people saw the company as a success. Welch’s mission was for every business to be number one or two in its market, businesses lower had to be “fixed, sold or closed.” (Guennoc, 2010)
According to (Khan, et, al, 2015) Welch’s leadership style would have been autocratic during this time, his view that the company and its people were underdeveloped and strangled by bureaucracy would mean adopting this style to send his clear message that “the game is going to change and change drastically” The impact of the ‘awakening’ to reality, meant employees at this time were fearful and stressed due to the threat of job security and would also be confused as to how to raise their businesses performance to meet the new criteria. (Guennoc, 2010)
According to (Luenendonk, 2020) Weber says charisma by the leader is born during a stressful situation, so although Welch’s vision may have seemed near impossible to followers, Welch enforced the ‘right motive arousal’ by portraying himself as a ‘saviour’ leading the workforce to a better future. House also says charisma gave Welch power from follower’s ‘emotional excitement’ with his self-confidence, dominance and strong conviction. 
 (Noon, 2020) states Welch then focused on GE’s managers, he got rid of the thick blue books of guidance for managers written by American business brains and ‘experts’ of the field to begin the breakdown of bureaucracy. Welch delayered corporate levels, pushing decision making further down into the field empowering managers, but Welch knew a democratic style was now also needed to ensure that small problems uncovered by bureaucracy (preventing these turning into far larger problems) would now have to be solved by strengthening communication. Division leaders were instructed that their jobs depended on assessments that could be damaging, to be immediately brought to his attention. (Schrager, 2019 and Stice, 2011) 
According to (Khan, et, al, 2015) Lewin says it is much harder to convert from an autocratic style to democratic than vice versa, but Welch would use both styles here interchangeably, he is autocratic by stating jobs are on the line and by demanding feedback, but is also democratic by empowering managers and ensuring communication is flowing to the top as well as downwards. Crotonville was used as a resource to influence managers through energetic ‘give and take sessions’  and by also changing the path to gaining a place in the training program from seniority and position, to one whereby someone’s potential and readiness was more valued, his transformational style was gaining momentum with his followers. 
WORK-OUT.
(Gagnon, 2020) says this initiative changed ‘business as usual’ and made a huge impact on ‘the way things are done’ it also embodied the path-goal theory which is follower focused. Direction was given at the start of this project and as more and more employees became involved this was no longer needed. Individuals from all levels of the organisation were brought together and no matter what rank or function each person had, they were considered highly valued to collaborate and contribute as internal experts who were closest to the challenge. This demonstrated support as everyone was treated equally, this support however would not be needed as time went on as this would be seen as the norm. Analysing a critical business issue with recommendations for a solution, involved high levels of participation in decision-making. This participative style would uncover employee’s creativity, ability, and talents that would not have been apparent otherwise and achievement, but as the leader always made the final decision these talents and abilities were never taken to a higher level as a delegative style is not used.  (Farhan, 2018, Hammond, 2020 and Iqbal, et, al, 2015)
BOUNDARYLESS.
(Qubein, 2019) states Welch not only broke down interior walls but expanded this to the exterior, studying not just businesses in the same market but others such as Walmart to learn how it propelled so successfully to the forefront of retail. Knowledge sharing became paramount and was shared through all levels, divisions and businesses. Internal functions merge and what were separate functions such as engineering, manufacturing, sales and customer service then becomes not somebody else’s job but every one’s job. This empowerment is mutually beneficial to all and highly motivating as general electric is seen as a ‘whole’ business rather than separate entities. The path-goal theory and participative style extends here to provide clarity and the environment to continue synergy at all levels and areas to reach achievement of agility and raise General Electric’s competitive edge. 









SIX- SIGMA.
(Stice, 2011) states compensation linked to the ‘six sigma’s quality control strategy ensured rapid ‘buy-in’ from the top to the bottom. Executives compensation was tied to their success of its implementation and only master black belts received large amount of stock options, others who had been rewarded in this way for years no longer received this if they were not in the ‘six sigma’. 
Mentoring was also a key factor, GE’s dedication to mentoring and training of employees involved with core processes, quickly evolved into a team of full-time black belts to implement projects, furthermore green belt training was also given to support the black belts work. Incentives such as promotion and bonuses were also aligned to black and green belts. (Peterson and Leach, 2020) 
According to (Staley, 2019) Welch’s focus was heavily placed on the task (which was cutting costs) and though he gained commitment by developing individuals and a highly competent team as demonstrated by Adairs theory, employees were lost to six sigma training, functions such as sales and innovation were neglected. His transformational style of changing attitudes towards quality and cost cutting would prove to be a short-term solution to customer satisfaction as this process unmoored from its original manufacturing origins into every aspect of the business. This included accounting, customer service and recruitment, generating metrics with baseless success measures. Focus of quality became lost as every project had to have a clear return on investment, ‘six- sigma’ must be applied where appropriate and not used as an encompassing management philosophy. Welch’s unwavering faith in this process would show a transactional style to maintain this situation, obsessing over efficiency and cost cutting and also coercive as employees had a fear of rejection, loss of promotion and a fear to question or raise concerns knowing this would be met with disdain. Under Adairs theory too much focus on the task interfered with individual needs to accomplish quality, thus impacting the maintenance of the team. (Adair, 2009 and Mcleskey, 2014) 



THE VITALITY CURVE.
According to (Hill. 2012) This system created by Welch differentiates employees in a 20-70-10 ratio in regards to performance, believing that it is false kindness to keep the bottom 10% hanging on for years and then sack them without giving the option to perhaps thrive somewhere else. This system heightens the bar for performance and reward power is demonstrated in this system,  the value seen by employees in the top 10% is extrinsic and/or intrinsic (monetary gain and recognition) the middle 70% would be motivated to reach the top 10% if they were both extrinsically/intrinsically motivated (they also value development) Employees moving up or down the three- tier system see control of rewards changing to drive performance. This power was also used towards employees regarding flexibility of work/life balance, as this was something that also had to be earned by delivering high performance. (Vollmer, 2005)
(Abraham, et, al, 2013) state forced ranking not only breaks down teams but encourages the motivation of employees to see others failure as a victory for themselves. Under Vrooms theory the motivation in each stage is high but gives a negative outcome in these circumstances. (Parijat and Bagga, 2014)
According to (Hamilton, 2020) Managers also began to feel immense pressure, after three years of purging bottom performers they then had the dilemma of having to let good people go, knowing this would hurt morale. Managers would have a low expectancy in their own effort, a high instrumentality due to high rewards for complying with the procedure and a high negative valence due to stress and fatigue, leading to moderate avoidance under Vrooms theory. (Parijat and Bagga, 2014)
The vitality curve drives high performance when the employee’s value is met whether it is extrinsic, intrinsic or both, however this system can create internal competition and bottom performers who may need more time to develop and thrive, may be a missed opportunity to bring value to the company. Employee’ burn out would also become an issue for some as the continual rise of high performance is hard to maintain and as the appraisals were yearly, outcomes to some would have been an unpleasant surprise leading to low morale. Welch was passionate about this system but somewhat detached in individual consideration which is an element of the transformational leader. (Arthur, et, al, 2017)
PERFORMANCE/VALUES MATRIX.
(Fernandez-Araoz, 2020) says Welch created this simple but powerful tool to evaluate both managers and employees against both performance and values, this embedded his charismatic style as a role model in the importance of espoused values, this referent power gives followers a strong identification with Welch and extends to thinking and acting as they believe he would.  This would have enhanced the vitality curve considerably citing ‘employees culture fit’ more important than results. What made this so successful was the recognition that while someone can be a high performer, being anti-cultural is more damaging as they can be toxic and infectious to others. Whether the person is at a senior level or below an early exit is warranted and usually met with relief from other employees, suppliers and customers. (Lenendonk, 2020)
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CONCLUSION.
Welch’s innate charisma trait would appear to be a driving force of general electrics transformation, this trait gives an aura which followers are attracted to and are influenced by giving Welch a referent power, his people thought and acted as they felt ‘he’ would. Reward power however did have a big part to play and is used heavily to produce high- flyers and to demonstrate serious consequences if outstanding performance is not achieved. Welch moulded a culture through this power to a culture that its people clearly understood and would want to work in. 
Coercive power however would be used when his leadership style was transactional, Six-Sigma was a process Welch put all his faith into, blinded by saving money and efficiency. Quality lost its focus and innovation was hindered, employees would not want to air concerns or oppose a system their leader was so passionate about for fear of reprisals including not identifying with his passion. The vitality curve also demonstrated a heavy reliance on a process that had to meet results. An autocratic approach made the system rigid and as Vrooms theory revealed, motivation could have negative outcomes, feelings of dread of failure can outweigh the exhilaration of success. Too much focus on the task may have worked for many individuals but was detrimental to team building as unhealthy competition became the motivation to succeed.
Welch’s contingency approach however did yield many successes from autocratic to give a clear vision and democratic to develop a strong team of leaders and to reach high levels of communication through ‘Workout’ and a ‘Boundaryless’ organisation. Welch was highly intelligent and highly experienced having worked in General Electric his whole career. His early life shaped his character and his traits of being highly competitive though volatile, would impact his leadership styles. Welch not only focused on his own needs and wants but knew that achieving the ultimate goal of General Electric (being the most valuable company in the world) was to satisfy his people’s needs and wants. His true success was his transformational style and contingency approach in turning General Electric into one of the most valuable companies in the world. 
TIMELINE.








REFLECTION.
Results from the questionnaire.
I scored 25 as being democratic then 18 as Laissez Faire and 12 as authoritarian. I was surprised at such a high score for Laissez Faire I did not think I would give people too much freedom even though I know they are competent, I am a completer finisher so therefore a worrier and can be fastidious.
Scoring (9) for traits which is low was not a surprise for me, I believe a leader’s behaviour ( I scored 13) and emotional intelligence is far more important as a quality for leadership, this can control any negative traits a leader may possess. I was surprised I scored the highest for process (19) and (19) for ability and (18) for skill, this says I create conditions for people to succeed and have the ability to facilitate the process not as a boss but also to learn with everyone else and not be the centre of attention. This creates team coaching, (Cain and Cain, 2010) scoring (18) for relationship was also high, leadership is relationship.
I have never considered myself to be a leader until my self-awareness was raised significantly while attending university. I now see that ‘making a difference’ in my past experiences constitutes being a leader. My first job aged 15 was working weekends and holidays as a chambermaid at the Clarendon hotel in Blackheath London. The head housekeeper was 99% autocratic and absentees and turnover were high, the ‘feel’ of the workplace was tense to put it lightly. There was a huge rivalry between the weekday and weekend staff, which was problematic when I worked week days covering holidays, or they worked weekends when there was a big event to cover (the London Marathon starts right outside the hotel for example and the hotel would be fully booked). The weekend staff were most definitely treated as X employees and the weekday staff as Y under McGregor’s theory. The top floor of the hotel was occupied by DHSS residents and the attitude towards them was appalling, staff had to work in pairs and did not speak to them or even acknowledge their presence, all were unwilling to work the floor and had to be coerced to do the work. Within a few months I had recommended many of my friends I felt were reliable and all were mentored by me. I know that I used Hersey and Blanchards theory with an autocratic approach for the girls to become competent in their work. Once they started working their own floor any complaints or mistakes made I took responsibility for, this led to a high task and high relationship as the girls would learn quickly from their mistakes and began to speak up and take responsibility themselves. Staff not mentored by me and competent at the work but unwilling to work the top floor, I consulted and with participation attitudes began to change. I was friendly with the residents and believed they should receive the same standard of work as all the other guests, teamwork became strong and the girls soon became both able and willing to do the work. I also noticed that we were being less micro -managed, this Laissez Faire approach sent the message that the staff were now trusted to carry out the work in their own way which was highly motivating. The nasty notes left by the weekday staff in the equipment cupboard also stopped. If I were in the same position today, I would have suggested to the head housekeeper to give recognition and extrinsic rewards for the staff and built a relationship with her by being democratic to give each other support and change the attitudes and belief that it was ‘her’ and ‘us’ to synergy. (Render 2019 and Vandayani, et, al, 2015)
I also think it is important to reflect on leadership as a follower. At age 21, I worked for the NHS on a mental health unit at the memorial hospital in Woolwich London as a care assistant. The unit housed twenty residents with mental health issues and the goal was to rehabilitate them to live in the community. There were two charge nurses and many trained nurses as well as care assistants. The first charge nurse whose name was Venu was much older than the other and had worked for years in very institutionalised hospitals, while the other whose name was Abigail was newly qualified and this was her first post. Venu was autocratic and charismatic, you knew where you stood with him and everything had to be done by the book. He was strict and very institutionalised himself, such as the residents had to be woken the same time everyday including weekends. Abigail however was open to new ideas and would let the residents lie in on weekends. When it came to light in meetings that new ideas were approved by upper management Venu would take the credit. Venu although energetic would whiz through meetings ask questions or opinions, but would make the final decision and this would be to carry on as usual (you knew he did not really consider any of them)  However many of the staff related far more with Venu as they did not like change believing his methods were better and they were mesmerised by his manner, he would give recognition and praise when his way was fulfilled, his referent power was strong. Abigail’s meetings were far more focused on the resident’s, care plans would be dissected to see if they were working and all options would be explored such as available resources for each and every resident to progress. Ideas from everyone were taken seriously and encouragement given to trial and test them. She was both democratic and Laissez Faire. Abigail would celebrate genuine success such as a resident moving into the community involving everyone with a party. As time went on and upper management began to see these ideas being implemented Abigail began to get the credit she deserved, the staff began to take on board her style as a transformational leader even though she was not charismatic, her authenticity and behaviour shone through reinforcing to everyone that the residents welfare is the reason we were all there.
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