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[bookmark: _Toc128136345]Introduction 
From 1981 until 2001, Jack Welch performed as the CEO of General Electric (GE), using an authentic and unconventional management approach. He forced his employees to achieve more and accept risks while also emphasizing decentralization and autonomy for managers. Welch's management philosophy was based on the idea of "boundaryless" organizations, which aspired to break down bureaucratic structures and hierarchies to promote innovation and creativity (Welch, & Byrne, 2021). Under Welch's leadership, GE's market capitalization grew by over 4,000%. This case study examines Jack Welch's leadership and management approach at General Electric and how it contributed to its success. This case study highlights Welch's unique leadership style, which emphasized decentralization, breaking down silos, and performance management, and how it raised GE's value to make it one of the most valuable businesses in the world. By analyzing Welch's management practices and their impact on GE's success, this case study provides insights and lessons for leaders and managers in various industries.



[bookmark: _Toc128136346]Welch's Leadership Style 
The leadership style of Jack Welch was renowned for being distinctive and unconventional. He continually encouraged his team to do more and was dynamic and demanding. Welch trusted the benefits of decentralisation, allowing his managers to run their companies as they saw fit. Faster decision-making, more innovation, and eventually larger revenues were made possible by this strategy.
Welch's management philosophy was also based on "boundaryless" organizations. He believed traditional hierarchies and bureaucratic structures hindered innovation and creativity. Welch implemented several changes to GE's organizational structure, including flattening the hierarchy and breaking down silos between business units. This approach allowed for increased collaboration between departments, which led to more innovative solutions and faster product development. Welch also implemented a rigorous performance management system designed to identify and promote the best talent within the company (Goldsmith, & Carter, 2017). He believed that GE could achieve its goals by having the right people in the right jobs. Welch's "Rank and Yank" system, which required managers to rank employees according to their performance and let go of the bottom 10%, was controversial but effective in getting rid of underperformers and promoting high-performers.
Analysis of the effectiveness of Welch's leadership style
Welch's management style had a significant impact on making GE one of the most valuable corporations in the world. GE's market value increased by approximately 4,000% while he served as CEO. Welch strongly focused on decentralisation, dismantling silos, and performance management, which sped up decision-making, improved innovation, and enhanced revenues.
However, Welch's leadership style was also controversial. His "Rank and Yank" system was criticized for creating a cutthroat culture and prioritizing short-term results over long-term growth (Finkelstein, Hambrick, & Cannella, 2019). Additionally, some of Welch's cost-cutting measures, such as downsizing and outsourcing, were criticized for impacting employees and communities.


Comparison of Welch's leadership style with other leadership theories
Welch's leadership style can be compared to several other leadership theories. One theory that is similar to Welch's approach is transformational leadership. Transformational leaders inspire and motivate their followers to achieve their full potential and to work towards a common goal. Welch's charismatic and demanding leadership style helped to inspire and motivate GE's employees to achieve more and take risks. Another theory that is similar to Welch's approach is servant leadership. Servant leaders prioritize the needs of their followers over their own needs and empower them to achieve their full potential. Welch's emphasis on performance management and promoting the best talent within the company can be seen as a form of servant leadership, as he prioritized the needs of the company and its employees over his own.
[bookmark: _Toc128136347]Welch's Management Philosophy 
The foundation of Welch's management approach was "boundaryless" companies. He always allowed his managers the freedom to make choices and take charge of their companies because he believed in the benefits of decentralisation (Ulrich, & Lake, 2018). Welch also put in place a strict performance management system intended to find and advance the finest employees. He thought that by placing the appropriate people in the right roles, GE could accomplish its objectives. To promote cooperation and creativity, Welch's strategy also involves tearing down organisational barriers between business divisions and flattening the structure.
Welch's management style was effective, as seen by GE's substantial expansion and achievement during his leadership. Under his direction, GE's market value increased by more than 4,000%, and he turned the business into one of the most valuable in the world. Welch's focus on talent development and performance management helped ensure that the appropriate individuals worked in the proper positions. His strategy of decentralisation and dismantling silos promoted cooperation and creativity.
However, some of Welch's management practices, such as the "Rank and Yank" system, have been criticized for being too harsh and demotivating to employees (Jones, & George, 2020). This system produced a culture of fear and competition within the company, which could have adversely affected employee morale and creativity.
Welch's management philosophy can be compared to other management theories, such as transformational leadership and the balanced scorecard approach. Transformational leadership emphasizes the importance of inspiring and motivating employees to achieve their full potential. Welch's leadership style can be seen as transformational in his ability to inspire and push his employees to achieve more (Delaney, 2018). The balanced scorecard approach measures and manages performance across multiple dimensions, including financial, customer, internal processes, learning, and growth. Welch's emphasis on performance management and talent development aligns with the balanced scorecard approach, focusing on measuring and improving performance.
[bookmark: _Toc128136348]Changes in GE's Organizational Structure
Welch oversaw the implementation of significant organisational reforms at GE. The elimination of silos between business divisions and the flattening of the hierarchical structure were two of the biggest improvements. Welch thought that bureaucracy and traditional hierarchical institutions hampered creativity and innovation (Latham, 2017). To stimulate cooperation, communication, and cross-functional teamwork, he put into place a "boundaryless" organisational structure. Welch also allowed his managers the freedom to run their company independently and make their judgments.
The changes in GE's organizational structure under Welch's leadership were influential in fostering a culture of innovation and promoting creativity within the company. The "boundaryless" structure enabled better communication, collaboration, and cross-functional teamwork, increasing productivity and efficiency. The decentralization of decision-making and autonomy given to managers helped create a sense of ownership and accountability, leading to better performance and results.
GE's organizational structure under Welch's leadership can be compared to the flat organizational structure and decentralized decision-making of the agile and lean management methodologies (Edmonson, 2019). These methodologies empower employees and foster collaboration and innovation to achieve the organization's goals. However, GE's organizational structure also had some similarities with the traditional bureaucratic structure, such as focusing on hierarchy and top-down decision-making. Overall, GE's "boundaryless" structure effectively promoted innovation and creativity within the company.

[bookmark: _Toc128136349]Performance Management System
At GE, Jack Welch established a performance management system to find and advance the finest employees. The "Rank and Yank" or "vitality curve" ranking method served as the foundation for the system. According to this approach, GE's managers have to rate their staff members based on performance, with the poorest 10% being let go.
There is disagreement over GE's performance management system's efficacy. Others contend that the method successfully recognised and elevated top performers, fostered a high-performance culture, and enhanced overall organisational performance (Collins, 2015). Some contend that the method fostered a competitive and demoralising atmosphere were individuals prioritised their success over the teams. The system was also criticised for being discriminatory against several groups, including women and minorities, who may have suffered disproportionate penalties due to institutional bias.
Forced ranking is emphasised heavily in GE's performance management system, which has drawn acclaim and criticism for this strategy. Other performance management strategies, including ongoing feedback, frequent check-ins, and growth plans, are employed by other businesses. Forced ranking systems have been eliminated by certain businesses due to negative effects on employee morale and organisational culture (Quinn, 2018). Nonetheless, some businesses continue to employ comparable techniques, such as Microsoft's infamous "stack ranking" scheme, which was dropped in 2013.
Overall, the effectiveness of performance management systems depends on various factors, including the organization's goals and values, the organization, the culture of the organization, and the specific system being used. While GE's performance management system was controversial, it created a high-performance culture and identified and promoted top talent. However, the system may have also negatively impacted morale and team performance, and its effectiveness may have been limited by systemic bias.
[bookmark: _Toc128136350]Rank and Yank System
The Rank and Yank system, also known as the vitality curve, was a performance management system implemented by Welch at GE. Under this system, managers were required to rank their employees according to their performance, and the bottom 10% were let go (Galbraith, 2016). The system was designed to identify and promote high-performers while eliminating underperformers.
However, the system was controversial, with critics arguing that it was demotivating for employees constantly threatened with being let go. It was also criticized for being arbitrary and subjective in the ranking process.
Despite the controversy, the Rank and Yank system effectively improved overall performance and productivity at GE. It incentivized employees to perform at their best and encouraged healthy competition among team members. However, it is essential to note that the system may only work in some organizational cultures and industries and may have adverse effects on employee morale and motivation.
[bookmark: _Toc128136351]Impact on GE's Success
GE's CEO success was substantially affected by Jack Welch's management and leadership style. His emphasis on silo-busting, performance management, and decentralisation helped GE become one of the most valuable corporations in the world. Although contentious, the "Rank and Yank" system's implementation helped remove underperformers and elevate high-performers, creating a more productive and efficient workforce.
In addition to Welch's managerial style, several elements helped GE succeed. For example, GE stood apart from its rivals thanks to its concentration on innovation, the diversity of its business portfolio, and its commitment to quality (Hamel, & Prahalad, 2014). The corporation's success was also aided by GE's investments in research and development and its capacity to adjust to shifting market circumstances.
When comparing GE's success with other successful companies, It is important to remember that every company's success is different and dependent on several things. Consider Apple, whose success is largely credited to its design, marketing, and customer experience emphasis. The secret to Amazon's success is its capacity for innovation, constant improvement, and dominance in online retail (Barney, 2021). Excellent leadership and management tactics, like those used by Welch, is a common theme across successful organisations, even though every business has unique reasons.
[bookmark: _Toc128136352]Criticism of Welch's Approach
The criticism of Welch's leadership and management approach includes anxieties about the adverse effects of the "Rank and Yank" system on employee confidence and the focus on short-term financial gains at the expense of long-term sustainability (Noe et al., 2017). Some have also criticized Welch's aggressive approach to cost-cutting and layoffs. While these criticisms may have some validity, it is essential to consider the overall success of GE under Welch's leadership and the positive impact his approach had on the company's growth and profitability. Furthermore, criticism is typical for any leadership and management approach, and it is essential to analyze it objectively and consider its potential merits and drawbacks.




[bookmark: _Toc128136353]Conclusion 
Jack Welch's leadership and management approach at GE was unique and unorthodox, emphasizing decentralization, breaking down silos, and performance management. He implemented changes to GE's organizational structure, flattening the hierarchy and a rigorous performance management system that included the controversial "Rank and Yank" system. While Welch's approach effectively transformed GE into one of the most valuable companies in the world, it also faced criticism for being too focused on short-term results and for causing employee burnout. Overall, Welch's legacy at GE demonstrates the potential of effective leadership and management practices to drive success and growth. It also highlights the need to carefully consider their potential drawbacks and unintended consequences.
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Introduction 
From 1981 until 2001, Jack Welch performed as the CEO of General Electric (GE), using an authentic and unconventional management approach. He forced his employees to achieve more and accept risks while also emphasizing decentralization and autonomy for managers. Welch's management philosophy was based on the idea of "boundaryless" organizations, which aspired to break down bureaucratic structures and hierarchies to promote innovation and creativity (Welch, & Byrne, 2021). Under Welch's leadership, GE's market capitalization grew by over 4,000%. This case study examines Jack Welch's leadership and management approach at General Electric and how it contributed to its success. This case study highlights Welch's unique leadership style, which emphasized decentralization, breaking down silos, and performance management, and how it raised GE's value to make it one of the most valuable businesses in the world. By analyzing Welch's management practices and their impact on GE's success, this case study provides insights and lessons for leaders and managers in various industries.
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The leadership style of Jack Welch was renowned for being distinctive and unconventional. He continually encouraged his team to do more and was dynamic and demanding. Welch trusted the benefits of decentralisation, allowing his managers to run their companies as they saw fit. Faster decision-making, more innovation, and eventually larger revenues were made possible by this strategy.
Welch's management philosophy was also based on "boundaryless" organizations. He believed traditional hierarchies and bureaucratic structures hindered innovation and creativity. Welch implemented several changes to GE's organizational structure, including flattening the hierarchy and breaking down silos between business units. This approach allowed for increased collaboration between departments, which led to more innovative solutions and faster product development. Welch also implemented a rigorous performance management system designed to identify and promote the best talent within the company (Goldsmith, & Carter, 2017). He believed that GE could achieve its goals by having the right people in the right jobs. Welch's "Rank and Yank" system, which required managers to rank employees according to their performance and let go of the bottom 10%, was controversial but effective in getting rid of underperformers and promoting high-performers.
Analysis of the effectiveness of Welch's leadership style
Welch's management style had a significant impact on making GE one of the most valuable corporations in the world. GE's market value increased by approximately 4,000% while he served as CEO. Welch strongly focused on decentralisation, dismantling silos, and performance management, which sped up decision-making, improved innovation, and enhanced revenues.
However, Welch's leadership style was also controversial. His "Rank and Yank" system was criticized for creating a cutthroat culture and prioritizing short-term results over long-term growth (Finkelstein, Hambrick, & Cannella, 2019). Additionally, some of Welch's cost-cutting measures, such as downsizing and outsourcing, were criticized for impacting employees and communities.
 
 
Comparison of Welch's leadership style with other leadership theories
Welch's leadership style can be compared to several other leadership theories. One theory that is similar to Welch's approach is transformational leadership. Transformational leaders inspire and motivate their followers to achieve their full potential and to work towards a common goal. Welch's charismatic and demanding leadership style helped to inspire and motivate GE's employees to achieve more and take risks. Another theory that is similar to Welch's approach is servant leadership. Servant leaders prioritize the needs of their followers over their own needs and empower them to achieve their full potential. Welch's emphasis on performance management and promoting the best talent within the company can be seen as a form of servant leadership, as he prioritized the needs of the company and its employees over his own.
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Welch's Management Philosophy 
The foundation of Welch's management approach was "boundaryless" companies. He always allowed his managers the freedom to make choices and take charge of their companies because he believed in the benefits of decentralisation (Ulrich, & Lake, 2018). Welch also put in place a strict performance management system intended to find and advance the finest employees. He thought that by placing the appropriate people in the right roles, GE could accomplish its objectives. To promote cooperation and creativity, Welch's strategy also involves tearing down organisational barriers between business divisions and flattening the structure.
Welch's management style was effective, as seen by GE's substantial expansion and achievement during his leadership. Under his direction, GE's market value increased by more than 4,000%, and he turned the business into one of the most valuable in the world. Welch's focus on talent development and performance management helped ensure that the appropriate individuals worked in the proper positions. His strategy of decentralisation and dismantling silos promoted cooperation and creativity.
However, some of Welch's management practices, such as the "Rank and Yank" system, have been criticized for being too harsh and demotivating to employees (Jones, & George, 2020). This system produced a culture of fear and competition within the company, which could have adversely affected employee morale and creativity.
Welch's management philosophy can be compared to other management theories, such as transformational leadership and the balanced scorecard approach. Transformational leadership emphasizes the importance of inspiring and motivating employees to achieve their full potential. Welch's leadership style can be seen as transformational in his ability to inspire and push his employees to achieve more (Delaney, 2018). The balanced scorecard approach measures and manages performance across multiple dimensions, including financial, customer, internal processes, learning, and growth. Welch's emphasis on performance management and talent development aligns with the balanced scorecard approach, focusing on measuring and improving performance.
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Welch oversaw the implementation of significant organisational reforms at GE. The elimination of silos between business divisions and the flattening of the hierarchical structure were two of the biggest improvements. Welch thought that bureaucracy and traditional hierarchical institutions hampered creativity and innovation (Latham, 2017). To stimulate cooperation, communication, and cross-functional teamwork, he put into place a "boundaryless" organisational structure. Welch also allowed his managers the freedom to run their company independently and make their judgments.
The changes in GE's organizational structure under Welch's leadership were influential in fostering a culture of innovation and promoting creativity within the company. The "boundaryless" structure enabled better communication, collaboration, and cross-functional teamwork, increasing productivity and efficiency. The decentralization of decision-making and autonomy given to managers helped create a sense of ownership and accountability, leading to better performance and results.
GE's organizational structure under Welch's leadership can be compared to the flat organizational structure and decentralized decision-making of the agile and lean management methodologies (Edmonson, 2019). These methodologies empower employees and foster collaboration and innovation to achieve the organization's goals. However, GE's organizational structure also had some similarities with the traditional bureaucratic structure, such as focusing on hierarchy and top-down decision-making. Overall, GE's "boundaryless" structure effectively promoted innovation and creativity within the company.

[image: ]

At GE, Jack Welch established a performance management system to find and advance the finest employees. The "Rank and Yank" or "vitality curve" ranking method served as the foundation for the system. According to this approach, GE's managers have to rate their staff members based on performance, with the poorest 10% being let go.
There is disagreement over GE's performance management system's efficacy. Others contend that the method successfully recognised and elevated top performers, fostered a high-performance culture, and enhanced overall organisational performance (Collins, 2015). Some contend that the method fostered a competitive and demoralising atmosphere were individuals prioritised their success over the teams. The system was also criticised for being discriminatory against several groups, including women and minorities, who may have suffered disproportionate penalties due to institutional bias.
Forced ranking is emphasised heavily in GE's performance management system, which has drawn acclaim and criticism for this strategy. Other performance management strategies, including ongoing feedback, frequent check-ins, and growth plans, are employed by other businesses. Forced ranking systems have been eliminated by certain businesses due to negative effects on employee morale and organisational culture (Quinn, 2018). Nonetheless, some businesses continue to employ comparable techniques, such as Microsoft's infamous "stack ranking" scheme, which was dropped in 2013.
Overall, the effectiveness of performance management systems depends on various factors, including the organization's goals and values, the organization, the culture of the organization, and the specific system being used. While GE's performance management system was controversial, it created a high-performance culture and identified and promoted top talent. However, the system may have also negatively impacted morale and team performance, and its effectiveness may have been limited by systemic bias.
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Rank and Yank System
The Rank and Yank system, also known as the vitality curve, was a performance management system implemented by Welch at GE. Under this system, managers were required to rank their employees according to their performance, and the bottom 10% were let go (Galbraith, 2016). The system was designed to identify and promote high-performers while eliminating underperformers.
However, the system was controversial, with critics arguing that it was demotivating for employees constantly threatened with being let go. It was also criticized for being arbitrary and subjective in the ranking process.
Despite the controversy, the Rank and Yank system effectively improved overall performance and productivity at GE. It incentivized employees to perform at their best and encouraged healthy competition among team members. However, it is essential to note that the system may only work in some organizational cultures and industries and may have adverse effects on employee morale and motivation.
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GE's CEO success was substantially affected by Jack Welch's management and leadership style. His emphasis on silo-busting, performance management, and decentralisation helped GE become one of the most valuable corporations in the world. Although contentious, the "Rank and Yank" system's implementation helped remove underperformers and elevate high-performers, creating a more productive and efficient workforce.
In addition to Welch's managerial style, several elements helped GE succeed. For example, GE stood apart from its rivals thanks to its concentration on innovation, the diversity of its business portfolio, and its commitment to quality (Hamel, & Prahalad, 2014). The corporation's success was also aided by GE's investments in research and development and its capacity to adjust to shifting market circumstances.
When comparing GE's success with other successful companies, It is important to remember that every company's success is different and dependent on several things. Consider Apple, whose success is largely credited to its design, marketing, and customer experience emphasis. The secret to Amazon's success is its capacity for innovation, constant improvement, and dominance in online retail (Barney, 2021). Excellent leadership and management tactics, like those used by Welch, is a common theme across successful organisations, even though every business has unique reasons.
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The criticism of Welch's leadership and management approach includes anxieties about the adverse effects of the "Rank and Yank" system on employee confidence and the focus on short-term financial gains at the expense of long-term sustainability (Noe et al., 2017). Some have also criticized Welch's aggressive approach to cost-cutting and layoffs. While these criticisms may have some validity, it is essential to consider the overall success of GE under Welch's leadership and the positive impact his approach had on the company's growth and profitability. Furthermore, criticism is typical for any leadership and management approach, and it is essential to analyze it objectively and consider its potential merits and drawbacks.
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Jack Welch's leadership and management approach at GE was unique and unorthodox, emphasizing decentralization, breaking down silos, and performance management. He implemented changes to GE's organizational structure, flattening the hierarchy and a rigorous performance management system that included the controversial "Rank and Yank" system. While Welch's approach effectively transformed GE into one of the most valuable companies in the world, it also faced criticism for being too focused on short-term results and for causing employee burnout. Overall, Welch's legacy at GE demonstrates the potential of effective leadership and management practices to drive success and growth. It also highlights the need to carefully consider their potential drawbacks and unintended consequences.
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There is disagreement over GE's performance management
system's efficacy. Others contend that the method successfully
recognised and elevated top performers, fostered a high-
performance culture, and enhanced overall organisational
performance (Collins, 2015). Some contend that the method
fostered a competitive and demoralising atmosphere were
individuals prioritised their success over the teams. The system
was also criticised for being discriminatory against several
groups, including women and minorities, who may have
suffered disproportionate penalties due to institutional bias.

At GE, Jack Welch established a performance
management system to find and advance the
finest employees. The "Rank and Yank" or "vitality
curve" ranking method served as the foundation
for the system. According to this approach, GE's
managers have to rate their staff members based
on performance, with the poorest 10% being let
go.

Forced ranking is emphasised heavily in GE's performance
management system, which has drawn acclaim and criticism for
this strategy. Other performance management strategies,
including ongoing feedback, frequent check-ins, and growth
plans, are employed by other businesses. Forced ranking systems
have been eliminated by certain businesses due to negative
effects on employee morale and organisational culture (Quinn,
2018). Nonetheless, some businesses continue to employ
comparable techniques, such as Microsoft's infamous "stack
ranking" scheme, which was dropped in 2013.
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Conclusion

Jack Welch's leadership and management
approach at GE was unique and unorthodox,
emphasizing decentralization, breaking down
silos, and performance management. He
implemented changes to GE's organizational
structure, flattening the hierarchy and a
rigorous performance management system
that included the controversial "Rank and
Yank" system. While Welch's approach
effectively transformed GE into one of the
most valuable companies in the world, it also
faced criticism for being too focused on short-
term results and for causing employee
burnout. Overall, Welch's legacy at GE
demonstrates the potential of effective
leadership and management practices to
drive success and growth. It also highlights
the need to carefully consider their potential
drawbacks and unintended consequences.
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