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The General Electric Company is a multinational corporation where it’s headquarter locates in New York, U.S., ranked as the world’s second largest company by Forbes in 2010. GE participates in a wide variety of markets including power generation, home appliances, industrial automation, lighting, aviation services, motors, aircraft jet engines, medical imaging equipment, wastewater treatment equipment, and railway locomotives. Besides that, GE Commercial Finance, GE Consumer Finance, GE Equipment Services, and GE Insurance offer a range of financial services as well. 
The reason why I consider GE the worldwide best practice of Work-Out is, before Jack Welch took over the power in 1981, GE was a large bureaucratic corporation, where action cannot be carried out quickly, decision making processes were slow and painful; yet after 10 years of implementing Work-Out session, GE gradually grows into a organization where values group learning process, truly empower employees, and continually reinvent ever-more-effective ways of doing business. 
The GE’s Work-Out Principles: 
1. The “Stretch” power 
Work-Out has a ability to force an organization to rethink what it is doing, which is called “stretch” in GE – “a goal or challenge that is significantly beyond the organization’s current performance level”(Ulrich et al, 2002). It can be illustrated as to maximum the potential productivity of employee by setting challenging goals. 
For example, “stretch” can be aligned with goal-setting process; a number of goals would be come up with: 
o Accelerate the product-development cycle by bringing out the next new product in half the usual time. 
o Reduce the number of customer complains by 25% in the following year, to get to this goal, a new processes will be put in place with 80 days. 
o Reduce overhead costs by $5 million in the next 3 months. 
The “stretch” would helps break up the old patterns in the corporation and gives people a hint of not continuing to work as the same way as before. 
2. Developing “System Thinking” 
Since the goal of organization can only be achieved when everybody inside the organization has a clear understanding of the function process – every department needs to cooperate together, if one part breaks down, the overall performance would be easily affected. 
System thinking is usually being used in the very first part of the design phase of Work-Out, the design group come up with a high-level map that demonstrates different steps, procedures that are involved in getting to the business goals. 
Work-Out encourages people to take a system thinking to understand how parts fit together, and it helps soften up the boundaries of various tasks. 
3. Encourage lateral thinking 
Brainstorming is an approach frequently being used in Work-Out, which requires participants to generate ideas of achieving goals, to evaluate the recommendation according to the reality, and to respond to the ideas in a short time. According to Ulrich et al, “The Work-Out encourages people to toss out any idea, no matter how minor, how crazy, how seemingly impossible”. 
For instance, participants from GE Lighting Company generated the RAMMPPO matrix when first implementing Work-Out in the Town Meeting. This matrix is still being used as a framework for assessing and analyzing until now. 
4. Creating the action-oriented culture 
One of the Work-Out values is the ability to create a culture where proposals can be put into actions. “No complaining, no blaming” was one of the ground rules, in this way, complains could be easily turned into suggestions; blaming won’t appear, instead, people would focus on what they could do to make a difference. The Work-Out session also ensures the “ownership” of the idea, encourages everyone does their part and take accountability of the task. “The empowerment and accountability is reinforced at the periodic reviews and follow-up that occur 30, 60, and 90 days after the Work-Out event.” 
5. Injection of rapid-cycle change and fast decision making 
By business leaders listen carefully, grasp the idea, get a good understanding of others through Work-Out sessions, the speed of decision making, customer responsiveness, and other key processes had been improved. 
GE company used to be a bureaucratic organization where lack of clear process, insufficient focus and prioritization, and overemphasis on a single leader for all decisions. The Work-Out session helps focus on the key issues rather than try to do everything, and empower employees with the ability to speak their ideas loud. 
6. Changing management culture. 
By the end of 1989, Welch and his leadership team incorporated the “speed, simplicity, and self-confidence” into Work-Out sessions. Questionnaires and other tools were utilized to evaluate the processes that against ideals, “process maps” was developed to identify process improvements. Other than that, facilitator and internal-consultant development had been applied across the company; various training programs were set up for leaders on how to facilitate Work-Out programs. 
The Impact of Work-Out 
Bolstered by Welch’s support, Ulrich et al point out, the implementing process of Work-Out program was built up “person by person, partnership by partnership, dialogue by dialogue, argument by argument, negotiation by negotiation. By the time of 1991, Work-Out was applied in international business of Renegotiation”. Eventually, in every business unit of GE, the first skepticism was replaced by curiosity and then willingness. 
The initial intention of GE implementing Work-Out sessions, was mainly focusing on improving the corporation’s internal operations. However, the external relationships -- GE, their customers and vendors, had been eventually improved by the application of Work-Out session. 
The benefits GE acquired from Work-Out session are as follows: 
• Reducing organizational bureaucracy. 
In the beginning of Work-Out session, Welch initiated large business downsizing and combinations in GE, which helped rebuild a new management processes and organizational structure. 
• Improving organizational process. 
Since organizational bureaucracy has been reduced, employees within the company are empowered with information sharing, the process of planning, proposing, and decision-making are getting easier. 
• Empowering employees. 
Employees were given the power and respect on speaking their ideas out loud, they also hold accountability on their own task, in which way, employees are more inclined to buy-in into the vision of an organization. 
• Reducing intra-organizational walls. 
Through frequently and continuously communication, barriers between departments and functions, union and management could be broken down. 
• Developing formal alliances and informal relationships with customers. 
The transformation taken place within GE would affects the working efficiency of their employees, which will ultimately influenced on the external relationships with either business partners or clients. 
• Developing other extra-organizational relationships. 
The organizational transformation caused by Work-Out would possibly affects on the relationships between the company with vendors or regulators. 
The Work-Out program has propelled GE grows into a organization that is more capable of change – more open to new ideas, less rooted in the past and more attuned to the future. After this change-orientation culture has been embedded in the organization, GE was able to accelerate process improvement and customer focus, also, achieve hundreds of millions of dollars in cost reductions and productivity enhancements. 
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