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Jack Welch, former chairman and CEO of General Electric (GE) until 2001, implemented a strategic redirection to transform the company. Under Welch's leadership, GE achieved global market-share leadership in most of its businesses, generating significant revenue and income. Welch also prioritized revitalizing the company by eliminating unproductive work, encouraging employee empowerment, and fostering a culture of innovation and creativity. His goal was to create a globally successful enterprise free from bureaucratic controls and hierarchical authority (Tichy and Charan, 2001).
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The slide 4 highlights the general definitions and the differences between Transactional and Transformational Leadership, while the next slides, 6 and 7 will be identified both aspects of Transactional and Transformational Leadership in Jack Welch Leadership’s approach.  
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Setting clear performance expectations: Welch implemented a policy where divisions within GE needed to be ranked as number 1 or 2 in their respective categories. This indicates a transactional approach of rewarding high-performing divisions and potentially selling or dismantling underperforming ones.
Differentiating employees based on performance: Welch introduced the concept of the "Vitality Curve," which classified employees into A, B, and C players based on their performance. This approach aligns with transactional leadership by linking rewards (compensation) with performance.
Swift action on underperforming employees: Welch emphasized quick decision-making and gave new hires only 100 days to prove themselves. If they failed to meet expectations, they were let go. This demonstrates a transactional approach of promptly addressing performance issues and taking necessary action.

(Mullins and McLean, 2019), (Flaum, 2015)
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It is important to note that while transactional leadership perspectives can be identified in some aspects of his leadership, it provides a partial view of Jack Welch's leadership style. In fact aspects of Transformational leadership, seem to be prevalent in Jack Welch leadership perspective for the following reasons:
Charisma: Welch provides a vision and sense of mission for GE, instilling pride in the organization. He gains respect and trust by openly communicating with employees, going up, down, and around the organization to reach people.
Inspiration: Jack Welch's concept of creating a boundaryless organization is to break down the hierarchical and siloed structures within many organizations. Welch believed that in order to compete in the global economy, companies needed to work differently by promoting shorter decision cycles, increased employee engagement, and stronger collaboration. He uses symbols like the CEC (Corporate Executive Council) to focus efforts and ensure everyone has the same information. 
Intellectual stimulation: Welch promotes intelligence, rationality, and careful problem-solving. He encourages open communication and the sharing of ideas and information. He wants leaders to hear what their people think about the company, fostering a culture of candor and intellectual growth. He emphasizes the importance of candidly telling people the truth, even if it means acknowledging market downturns, tougher competition, or demanding customers. He believes change in the marketplace presents opportunities that should not be feared but embraced.
Individualized consideration: Welch's focus on Work-Out sessions and changing the relationship between bosses and subordinates demonstrates a commitment to giving personal attention. The goal was to eliminate the boundaries that separate different departments and individuals within an organization, allowing for more effective collaboration and decision-making.
(Tichy and Charon, 2020), (Bass and Riggi, 2006)
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a. Charismatic leadership 
It is one of the essential forms of leadership which uses a compelling personality to create a work environment that inspires enthusiasm in the workers (Welch and Byrne, 2001). Jack Welch works hard to inspire and motivate their team around a common and shared vision and values. Moreover, the main objective of the charismatic leader is to create a link between companies’ goals and workers.
b. Demanding leadership 
This kind of leadership style prefers challenges over appreciation to simulate performance. Moreover, Jack Welch believes that the best way to encourage an employee to accomplish an exceptional task is by highlighting the employee's potential and refeusing the employee's current performance as their best. This kind of leadership style encourages the employees of the workspace to rise above and unleash their total potential.
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c. Unique and Unorthodox leadership 
A good leader always finds a way to fulfil a given objective, a great leader supports their team and takes care of everyone else in the team (Northouse 2021). However, an unorthodox leader goes beyond his capability to make sure his team and objectives are truly taken care of. Moreover, Jack Welch follows a unique and unorthodox leadership style where they put others before themself. 
d. Leadership growth cycle
It is a management tool used by the leaders of Jack Welch to navigate the team during a complex task or conflict. Moreover, the leadership growth cycle has five steps that offer guidance and practice to face a complex challenge. The five steps of the leadership growth cycle are awareness, acknowledge, shift, align, and integrate.  
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Leadership Qualities (Jack Welch)
a. Decentralisation 
Jack Welch believes in the decentralisation organisational structure. Moreover, decentralisation can bring several benefits to an organisation. Firstly, it incorporates rapid decision-making features into the organisation and allows the organisation to function quickly and effectively (Waldman and O’Reilly, 2019). Secondly, it gives employees exposure and opportunity to develop their skills. Thirdly, it offers better control and supervision of the work. 
b. Independent decision making 
As the company follows the decentralised organisation structure, it promotes independent decision-making over its employees. This is a quick and cost-effective method because it does not involve gathering in a group, scheduling meetings, sending emails and other factors.
c. Ownership of action 
It refers to taking responsibility for individual action, in decentralised forms of organisation structure the company pass-on authority and responsibility to the lower level. In this kind of situation, the employees are more focused and responsible while, doing their tasks. 
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d. Acknolowdgemnet of the employees 
Jack Welch appreciates and acknowledge the good work and effort of the employees. Moreover, the acknowledgement can be done in many forms, including verbal, written-acknowledgements, awards, bonuses and public recognition. The main purpose of this acknowledgement is to show that employees' work is given value in the works space and motivate them to work hard more. 
e. Rid of hierarchical structure
Jack Welch believes that hierarchy hinders innovation and creativity growth in an organisation. Moreover, Traditional hierarchical chains of command slow down the decision-making ability of an organisation. It disconnects the linkage between top management and the employees. Lastly, it affects the creativity of the organisation. 
f. Acknowledging Innovation and creativity 
Jack Welch acknowledges the creativity among the employee, they want to create a creative organisation culture in the company. Moreover, being creative and innovative in the workspace will let the employees generate unique ideas and solutions for different types of problems. 
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Management qualities 
a. Boundaryless organisation 
It refers to breaking traditional, locational and hierarchical company structures in an organisation. The employees of these types of organisations can expect a more flexible and innovative business culture and environment (Foster and Gardner 2022). The main aim of the management is to remove boundaries to innovation and make the organisation structure less separated and more integrated. However, this can only be possible if the management removes the bureaucratic and hierarchical organisational structure.
b. Promoting Innovation 
It refers to introducing or developing something new in the workspace of Jack Welch. This something can be a product, place, process or service. Moreover, the benefits of innovation at work include producing better products, improving the work environment, enhancing internal efficiency, increasing productivity and enhancing employee collaboration.
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c. Breaking down silos 
To create the workspace of Jack Welch boundaryless, the leaders decided to take some changes in the structure of the company one of them is breaking down silos. It refers to the process of removing the divisions between workers in an organisation. Moreover, when employees work with a silos mentality they do not share the information between the departments of the organisation. Therefore, the Leaders of Jack Welch are more focused on implementing an independent decision-making mentality inside the organisation's culture. 
d. Performance-based management system 
It refers to the system or process of overseeing the activities of the employees to implement a healthy and efficient work environment that helps the employees to work best (Walls 2019). With the help of this system, the organisation's employees can fix their problems and modify their work immediately. 
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Benefits of leadership style
a. Reduction in employee turnover 
Effective leadership styles help the organisation to retain its skilled labours and employees. Leadership makes sure that the employees are aware of their job roles and description, motivates employees on tough days, acknowledges employees' work and gives fair opportunities and growth.
b. Orgnisational performance 
An effective leader enhances the organisation’s productivity by motivating its team and helping them to be efficient in the workspace. Moreover, efficient leaders are visionary they can set long-term goals and roadmaps for the employees to achieve the organisation's objective.
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c. Enhancing moral
Good leadership boosts the employee's morale by uplifting their spirits and giving positive feedback. Moreover, they express faith in employees' skills and win their trust (Stevens et al., 2020). When a leader constantly continuously encourages their employees to perform better the confidence and morale of the employees are boosted and helps them to work efficiently in their task.
d. Essyness on communication 
The leaders used to have great communication skills and can promote the organisation’s vision to the right audience. Clear communication affects the work results of the organisation and it helps to manage any uncertain crises. 











References:
· Foster, S.T. and Gardner, J.W., (2022). Managing quality: Integrating the supply chain. John Wiley & Sons.
· Northouse, P.G. (2021) Leadership and Management Theory and Practice, 9th Edition, Sage.
· Stevens, M., Rees, T., Coffee, P., Steffens, N.K., Haslam, S.A. and Polman, R., (2020). Leading us to be active: A two-wave test of relationships between identity leadership, group identification, and attendance. Sport, Exercise, and Performance Psychology, 9(1), p.128.
· Waldman, D. C. and O’Reilly, C. (2019) Leadership for Organizations. 1st edn. California: Sage
· Walls, E., (2019). The value of situational leadership. Community practitioner: the journal of the Community Practitioners'& Health Visitors' Association, 92(2), pp.31-33.
· Welch, J. & Byrne, J.A. (2001). Jack: Straight from the gut. Warner Business Books.


















· MARIA BOSCANEAN 2021937

At its core, leadership is about the ability to influence others in a work or organizational context. Without influence, true leadership cannot exist. The case study of Jack Welch and General Electric (GE) provides valuable insights into Welch's leadership principles, the limitations of his leadership style, and the challenges associated with it.

Principles of Leadership:
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1. Charismatic and Demanding Leadership Style: Welch's charismatic leadership style played a pivotal role in GE's success. By having a strong vision and the ability to inspire and motivate employees, Welch created a sense of purpose and commitment among the workforce (Slater, 2005). Additionally, his high expectations pushed employees to achieve more and strive for excellence.

2. Decentralization and Autonomy: Welch embraced decentralization, empowering managers to make decisions and take ownership of their businesses. This approach fostered a culture of innovation, agility, and accountability throughout the organization (Welch & Byrne, 2001). By granting autonomy, Welch allowed for quicker decision-making and encouraged entrepreneurial thinking among employees.

3. Breaking Down Silos: Recognizing the limitations of traditional hierarchical structures, Welch implemented changes to break down barriers between business units. This strategic move encouraged collaboration, knowledge sharing, and cross-functional cooperation, enabling GE to capitalize on drive innovation (Slater, 2001)..

4. Performance Management System: Welch introduced a rigorous performance management system that aimed to identify and promote the best talent within the company. By ensuring that the right people were in the right roles. This system promoted a meritocratic culture and encouraged a focus on results and continuous improvement.























Limitations of Welch's Leadership Style:
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1. Risk of High Pressure: Welch's demanding leadership style and focus on performance could create a high-pressure work environment. This intense atmosphere might lead to stress, burnout, and potential negative impacts on employees. 

2. Lack of Emphasis on Work-Life Balance: The intense focus on performance and results at GE under Welch's leadership may have overlooked the importance of work-life balance. Neglecting this aspect can result in reduced job satisfaction (HBR, n.d.). Leaders should recognize the significance of work-life balance and promote a healthy integration of personal and professional lives.

3. Controversial "Rank and Yank" System: Welch's "Rank and Yank" system, while effective in removing underperformers and promoting top talent, generated controversy. This competitive environment could hinder collaboration and teamwork, as employees may prioritize personal success over collective goals (Slater, 2005). 






Challenges of Welch's Leadership Style:
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1. Maintaining Employee Engagement and Morale: Sustaining motivation and commitment over the long term may be challenging when employees feel constantly pushed to their limits. Welch's leadership style emphasizes the importance of driving performance and achieving goals. However, this approach often neglects the human aspects. Maslow's theory suggests that individuals have fundamental needs that must be met to reach their full potential. Leaders should create an environment that supports employee well-being and engagement.

2. Adaptability to Changing Business Environments: In today's fast-paced world, businesses face constant changes and disruptions. Leaders must be adaptable to ensure their organizations remain competitive. Welch's leadership style is known for its emphasis on speed, agility, and decisiveness. However, leaders should also prioritize flexibility, and the ability to navigate through uncertainties.

3. Balancing Autonomy and Alignment: While Welch promoted autonomy and decentralization, ensuring alignment and consistency across diverse business units and teams can be challenging. Leaders should consider the potential risks and adapt their leadership style to create a balanced and sustainable work environment that promotes both high performance and employee well-being. 



References:
· Harvard Business Review. (n.d.). The Jack Welch Era at GE. 
· Northouse, P.G. (2021). Leadership and Management Theory and Practice, 9th Edition. Sage.
· Slater, R. (2001). Jack Welch: The GE Way. McGraw-Hill.
· Slater, R. (2005). Jack Welch and the 4 E's of Leadership. McGraw-Hill.
· Welch, J., & Byrne, J.A. (2001). Jack: Straight from the Gut. Warner Business Books.























· ADRIAN IULIAN SUSANU 2019938

[image: ]

Trait Theory, Transformational Leadership, and Situational Leadership.
Firstly, Trait Theory suggests that effective leaders possess inherent qualities and traits. In the case of Jack Welch, his charismatic and demanding style stood out. Welch had a remarkable ability to inspire and motivate his employees at GE, pushing them to exceed their limits and achieve exceptional performance. His leadership style, as described by Slater (2001), was characterized by charisma and high expectations.
Secondly, Transformational Leadership is another perspective that applies to Welch's leadership at GE. This perspective emphasizes the leader's ability to inspire and motivate followers. Welch's exceptional skills in this area were evident in his relentless drive to push his employees beyond their perceived capabilities. His unwavering commitment to excellence and his ability to inspire others to strive for greatness were key factors in GE's success (Slater, 2005).
Lastly, Situational Leadership suggests that effective leaders adapt their leadership styles to the specific situational context. Welch demonstrated this adaptability through his implementation of structural changes at GE. He recognized the need for change, and under his leadership, the hierarchical structure was flattened, and silos were broken down, fostering collaboration and innovation within the organization. Welch's situational leadership approach was instrumental in driving GE's transformation (Slater, 2001).
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Continuing our discussion on the theoretical perspectives of leadership exhibited by Jack Welch at General Electric (GE), I would now like to focus on three additional perspectives: Classical Management, Human Relations Management, and Systems Theory.
Firstly, Classical Management is a perspective that emphasizes hierarchy, specialization, and efficiency. Welch's implementation of structural changes at GE aligns with this perspective. He recognized the need to streamline the organization and break down silos, resulting in a flatter hierarchical structure that promoted effective communication and decision-making. 
Secondly, Human Relations Management is a perspective that places emphasis on employee satisfaction and motivation. Welch's focus on performance management and talent promotion demonstrates his understanding of the importance of creating a motivated and engaged workforce. By implementing rigorous performance management systems and promoting top talent, Welch aimed to foster a culture of high performance and individual growth within GE (Slater, 2001).
Lastly, Systems Theory views organizations as complex systems with interdependent parts. Welch's concept of the boundaryless organization aligns with this perspective. He believed that traditional hierarchies and bureaucratic structures hindered innovation and creativity. 
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In conclusion, Jack Welch's leadership at General Electric (GE) serves as a prime example of how theoretical perspectives on leadership and management can be applied in practice. His leadership style, characterized by charisma and high expectations, aligns with both trait theory and transformational leadership. Welch's ability to inspire and motivate his employees to achieve exceptional performance reflects his embodiment of these perspectives.
Furthermore, Welch's implementation of structural changes within GE demonstrates his application of classical management and systems theory. By flattening the hierarchy and breaking down silos, he aimed to enhance efficiency, foster collaboration, and create an adaptable and interconnected organization.
Leadership and management are complex and multifaceted phenomena, influenced by various factors. A comprehensive understanding of theoretical perspectives, as well as their practical application, is crucial for effective leadership. Welch's leadership approach contributed significantly to GE's remarkable success and organizational transformation.
In essence, Welch's leadership at GE exemplifies the importance of integrating various theoretical perspectives to drive organizational success. By embracing his charismatic and demanding style, implementing structural changes, and considering the multifaceted nature of leadership and management, Welch achieved remarkable outcomes and left a lasting impact on GE. 
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Leadership Perspective
´ TRANSACTIONAL
It operates within the framework of legitimate authority 
established within the organizational bureaucracy. Its 
focus lies in clearly defining goals, work tasks, and 
desired outcomes, along with corresponding 
organizational rewards and punishments. It’s a give 
and take leadership (Mullins and McLean, 2019).



´ TRANSFORMATIONAL
It is characterized by charismatic leaders who inspire 
and motivate their followers by behaving in ways that 
serve as role models. They exhibit idealized influence, 
where they are admired and trusted by their followers, 
creating commitment to goals and shared vision (Bass 
& Riggio, 2006).
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Transactional Leadership perspective



´ Setting Clear performance 
expectations:



Division ranked as number 1 or 2



´ Differentiating employees based 
on performance 



Vitality Curve



´ Swift action on underperforming 
employees



100 days probationary period



Image: Nasralla, 2013 



(Flaum, 2015)



(Mullins and McLean, 2019)
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Transformational Leadership perspective



´ Charisma
Vision and sense of mission - openly 
communicating with employees
´ Inspiration
Boundaryless organization - CEC (Corporate 
Executive Council) (Zefram, 2004)
´ Intellectual stimulation
Culture of Candor
´ Individualized consideration
Work out sessions



Image: Bloomberg News, 2012 



(Tichy and Charan, 2020)
(Bass and Riggio, 2006)
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Attributes of Leadership (Jack Welch)
Ø Jack Welch work hard to inspire and motivate their team around a 



common and shared vision and values. 



Ø Jack Welch believes that the best way to encourage an employee to 
accomplish an exceptional task is by highlighting the employee's 
potential and refeusing the employee's current performance as their 
best. 



Ø This kind of leadership style encourages the employees of the 
workspace to rise above and unleash their total potential.



(Welch and Byrne, 2001) 
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Contd…



Ø A good leader always finds a way to fulfil a 
given objective, a great leader supports their 
team and takes care of everyone else in the 
team (Northouse 2021). 



Ø The leadership growth cycle has five steps that 
offer guidance and practice to face a complex 
challenge. 



Ø It is a management tool used by the leaders of 
Jack Welch to navigate the team during a 
complex task or conflict. 



(Northouse 2021) 
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Leadership Qualities 
(Jack Welch)
Ø Jack Welch believes in the decentralisation organisational 



structure. Moreover, decentralisation can bring several 
benefits to an organisation.



Ø It incorporates rapid decision-making features into the 
organisation and allows the organisation to function 
quickly and effectively (Waldman and O’Reilly, 2019).



Ø As the company follows the decentralised organisation 
structure, it promotes independent decision-making over its 
employees.



(Waldman and O’Reilly, 2019)
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Contd…



Ø Jack Welch appreciates and acknowledge the good work and 
effort of the employees. 



Ø The main purpose of this acknowledgement is to show that 
employees' work is given value in the works space and 
motivate them to work hard more.



Ø Jack Welch acknowledges the creativity among the 
employee, they want to create a creative organisation culture 
in the company. 



(Northouse 2021) 
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Management Qualities (Jack Welch)



Ø The employees of these types of organisations can expect 
a more flexible and innovative business culture and 
environment (Foster and Gardner 2022). 



Ø The main aim of the management is to remove boundaries 
to innovation and make the organisation structure less 
separated and more integrated. 



Ø The benefits of innovation at work include producing 
better products, improving the work environment, 
enhancing internal efficiency, increasing productivity and 
enhancing employee collaboration.



(Foster and Gardner 2022) 
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Contd…



Ø When employees work with a silos mentality they do not 
share the information between the departments of the 
organisation. 



Ø It refers to the system or process of overseeing the activities 
of the employees to implement a healthy and efficient work 
environment that helps the employees to work best (Walls 
2019). 



Ø With the help of this system, the organisation's employees 
can fix their problems and modify their work immediately.(Walls 2019) 
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Benefits of Leadership Style 



Ø Leadership makes sure that the employees are aware of their 
job roles and description, motivates employees on tough days, 
acknowledges employees' work and gives fair opportunities 
and growth.



Ø An effective leader enhances the organisation’s productivity by 
motivating its team and helping them to be efficient in the 
workspace.



Ø Efficient leaders are visionary they can set long-term goals and 
roadmaps for the employees to achieve the organisation's 
objective. (Northouse 2021) 
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Contd…



Good leadership 
boosts the employee's 



morale by uplifting 
their spirits and giving 



positive feedback. 



They express faith in 
employees' skills and 



win their trust (Stevens 
et al., 2020). 



The leaders used to 
have great 



communication skills 
and can promote the 
organisation’s vision 



to the right audience. 



(Stevens et al., 2020) 
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Principles of Leadership:
´ Charismatic and Demanding Leadership Style:



Characterized by strong vision and ability to inspire and motivate 
employees, played a pivotal role in GE's success (Slater, 2005). 



´ Decentralization and Autonomy:



Empowering managers to make decisions and take ownership of their 
businesses (Welch & Byrne, 2001). 



´ Breaking Down Silos: 



Recognizing the limitations of traditional hierarchical structures, Welch 
implemented changes to break down barriers between business units 
(Slater, 2001). 



´ Performance Management System:



A rigorous management system that aims to identify and promote the 
best talent within the company (Welch & Byrne, 2001). 
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Limitations of Welch's 
Leadership Style:



´ Risk of High Pressure:



Welch's demanding leadership style could create a 
high-pressure work environment (HBR, n.d.). 



´ Lack of Emphasis on Work-Life Balance: 



The intense focus on performance and results at GE 
under Welch's leadership may have overlooked the 
importance of work-life balance (HBR, n.d.). 



´ Controversial "Rank and Yank" System: 



This competitive environment could hinder 
collaboration and teamwork, as employees may 
prioritize personal success over collective goals.
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Challenges of Welch's Leadership 
Style:



´ Maintaining Employee Engagement and 
Morale



´ Adaptability to Changing Business 
Environments



´ Balancing Autonomy and Alignment
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Theoretical Perspectives on 
Leadership



´ Trait Theory



Identifies inherent qualities and traits of effective 
leaders (Welch's charismatic and demanding style) 
(Slater, 2001).



´ Transformational Leadership



 Inspires and motivates followers to achieve 
exceptional performance (Welch's ability to push 
employees to exceed limits) (Slater, 2005).



´ Situational Leadership



Adapts leadership styles to the situational context 
(Welch's implementation of structural changes at GE) 
(Slater, 2001).
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Theoretical Perspective 
on Management
´ Classical Management



 Emphasizes hierarchy, specialization, and efficiency 
(Welch's implementation of structural changes at 
GE) (Slater, 2001).



´ Human Relations Management



 Focuses on employee satisfaction and motivation 
(Welch's performance management and talent 
promotion) (Slater, 2001).



´ Systems Theory



Views organizations as complex systems (Welch's 
boundaryless organization and human resource 
optimization).
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Conclusion



´ Welch's leadership at GE exemplifies various theoretical 
perspectives on leadership and management.



´ His charismatic and demanding style aligns with trait theory and 
transformational leadership.



´ Implementation of structural changes reflects classical management 
and systems theory.



´ Leadership and management are multifaceted, influenced by 
various factors and require a comprehensive understanding.



´ Welch's leadership contributed to GE's remarkable success and 
organizational transformation.
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Who is Jack Welch and what 
was his role at GE?
´CEO of General Electric (GE) from 1981 to 2001.



´Strategic redirection implemented, focusing on 14 distinct 
businesses.



´Achieved global market-share leadership in most 
businesses, driving substantial revenue and income growth.



´Prioritized revitalization through elimination of 
unproductive work.



´Encouraged employee empowerment and fostered a 
culture of innovation and creativity.



´Goal: Creating a globally successful enterprise free from 
bureaucratic controls and hierarchical authority.



Image: Business insider, 2019 (Tichy and Charan, 2020) 3
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