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The purpose of this essay is to explore the managerial and leadership style of Craig Poole, the General Manager of DoubleTree by Hilton Hotel, Reading, Pennsylvania. The main tools for this aim will be the Blake and Mouton’s Managerial Grid which will examine the management side and John Adair’s Action-Centred Leadership model for analysing the sphere of leadership. These will consider his effectiveness in the organisation, both its strengths and weaknesses. Also, alternative models will be proposed to complement the tools’ shortcomings.
Craig Poole has been appointed as General Manager of DoubleTree by Hilton Hotel in 2014. Previously, he worked for several hospitality companies in the same role and owned a restaurant for 18 years. His performance brought him numerous awards such as the Julian Star and Hero of Hope. Moreover, Craig Poole has been nominated among the 100 Most Inspirational Leaders in Hospitality and Travel in 2023 (LinkedIn, 2023). Currently, he is the President of DoubleTree Hotel and Reading Hospitality LLC, a company that offers several services from the hospitality area (Reading Hospitality, 2023).
Craig has accumulated vast experience throughout his career in the hospitality industry, especially since most of his roles belonged to the managerial group. Considering his activity at DoubleTree Hotel, his management style can be identified through the Blake and Mouton Grid. 
This model has been designed by Blake and Mouton (1964) as a two-axis matrix, having people and tasks as variables. As a result, five categories of management style can determine if a manager is inclined more toward the team or toward production. Garg and Mishra (2019) highlighted that an increased focus on productivity can lead the staff to stress and burnout while prioritising the team over performance can delay the activity. Therefore, the ideal approach is to find the balance between the two variables through appropriate strategies. Mullins (2016) agreed that the Grid can help managers to conduct an introspection to see themselves and their co-workers clearly and to achieve a better comprehension about their rapports. Thus, they can find the source of their incongruity and develop appropriate solutions.
Craig demonstrated an outstanding interest in meeting people’s needs and created a sense of community inside the hotel. For example, he hired people with special needs (autism, Down syndrome) and with problematic backgrounds. Together with the hotel’s staff, he was involved in the local community by feeding the homeless and making donations. However, productivity strategies or specific task management could not be found and yet there is plenty of evidence regarding people management. Therefore, according to Blake and Mouton (1964) it can be assumed that Craig Poole is positioned within the Country Club Management in the Grid. Mullins (2016) explained that this style emphasizes the employee’s feelings and overlooks the production which can lead to poor performance.
Craig believes that if people’s needs are met, they will work hard for organisation’s interest. This has been theorised by Emerson (1976) as social exchange where people exchange resources because they expect something favourable in return. Aligned with this premise, Megawaty, Hamdat, and Aida (2022) claimed that the manager’s commitment to employee’s well-being may result in higher motivated employees. Evenmore, these would engage more in their job, though confronted with increased demands. However, Craig cannot rely solely on the premise that people would reward his commitment with enough effort to accomplish the tasks successfully. Since he is the manager, he has a wider view of the hotel’s goals. Consequently, his employees need to be delegated, coordinated, trained, and the outcomes examined and compared with organisational criteria of quality (Park, Johnson and Chaudhuri, 2019). Thus, the performance is supervised and can bring positive results which are an essential part of the hotel's success.
Although the Blake and Mouton Grid can help Craig to identify his managerial style at a specific point and revise his focus, the model does not suggest switching between different styles as an option (Islam and Bhattacharjee, 2019). This can be considered as a shortcoming of the model since management styles should be adapted to the organisation’s needs. Also, it reduces the managerial effectiveness to only two variables (people and tasks), but according to Talawanich and Wattanacharoensil, (2021), there are more factors that contribute to it such as external relationships management (e.g. suppliers, investors, partners), organisational structure and climate and resources administration. In addition, since Craig works in the hospitality sector, his management style should consider the guests needs as a variable (Sandstrom and Reynolds, 2020) since they are essential for the business’ success.
It has been shown that Craig displayed an outstanding interest in meeting people’s needs based on the assumption that they will work harder and be more dedicated as a sign of gratitude (Emerson, 1976). Also, this focus placed him in the Country Club Management section. These aspects share a similarity with McGregor’s Theory Y (1960) that assumes the employees’ natural enjoyment for work and their self-direction and commitment toward employer. However, there is another extreme represented by McGregor’s Theory X (1960). It assumes that individuals need to be controlled and threatened with penalties to enable the achievement of business objectives. This may result in an authoritarian management style. Although there would be ideal for all people to operate based on intrinsic motivation and values, a realistic, balanced perspective should be considered. Craig should take into account that individuals are different and own variable interests and motivations. Consequently, their efforts will corelate with their level of interest and those less motivated could minimise their involvement. Further, it may lead to conflicts between hotel’s employees since the hard-workers might feel overwhelmed to fulfill the responsibilities of their colleagues. Craig should consider that some situations may demand an approach of Theory X to be applied, for example emergencies or time shortage that requires authority usage for guiding the actions and tasks.
Whilst the management focuses on goals fulfillment within an organisation and develops authority and stability among the employees, the leadership emphasises the interpersonal rapports, change implementation and increased attention on events meaning (Mullins, 2016). Besides Craig’s role as a manager, he is one of the most inspirational leaders in hospitality industry (LinkedIn, 2023). It has been noted that leadership does not necessarily occur within a company, but it can be manifested in different contexts (Armstrong, 2012). 
According to Adair (2009), effective leadership is Action-Centred and sums up three categories of actions that must be applied to achieve the highest level of performance: task, individual, and teams. Moreover, he reported that an individual’s personality traits play an insignificant role in proving efficient leadership. Therefore, it would be assumed that Craig’s popularity in the industry is due to how he relates to each set of operations.
Among the actions related to the task area, the leader must identify the group's vision, purpose and resources, set quality standards and deadlines, delegate responsibilities, provide support during the work process, and adjust strategies where necessary to complete the plan (Adair, 2009). Although Craig may have a competent system of tactics, since he managed to bring the DoubleTree by Hilton hotel from 187th place to 7th place in the company’s rankings, there is a severe lack of specific information about how he runs the hotel. However, there is a wide range of activities where Craig gets involved, along with the employees, such as welcoming guests, helping at the kitchen, meetings, volunteering, mentoring. Rather than monitoring from the shadow their activity, he places himself in the middle of the action. According to Hersey and Blanchard’s (1993) leadership model, Craig may adopt a combination of “telling” and selling” styles of leadership that involves high amounts of task and relationship behaviours. Hersey and Blanchard claimed these styles as effective for stimulating the unwilling/insecure and unable employees. Since the firm’s workers come from various backgrounds, Craig’s intention could be ensuring that all of them strive to successfully achieve the tasks. Thus, he gave directions, motivated and supervised closer each one’s performance.
The individual functions section of Adair’s (2009) model involves the leader’s attendance to the employees’ specific needs, recognise and praise achievements, moderate conflicts between the worker’s needs and the team necessities. DoubleTree hotel’s staff praise Craig consistently for his great attention given to them as individuals. He allocated time for one-to-one meetings, encouraging, motivating and listening them. He hosted employees without families at the hotel for Christmas. His commitment correlates with Greenleaf’s (2002) servant leadership model, a supportive, participative, people-empowering style. As another attribute of this model, Craig did not prove that having status or power was important to him, but rather he used them to serve the people around him unconditionally. Lapointe and Vandenberghe (2018) highlighted that humbleness and serving disposition remove workers’ anxiety and strengthen their confidence. 
The team functions include communication and training within the collective, maintaining discipline and focus on organisation’s goals, and refreshing morale (Adair, 2009). Craig sustained the idea of DoubleTree’s staff as being a family which exhibits the idea of strong relationships and shared values. Segeda, Obolentseva and Aleksandrova (2021) stated that the employee's feeling of belonging in the company is essential for success. Thus, the competitiveness between DoubleTree hotel’s co-workers can be reduced and the team spirit nourished. Instead, they may invest collective efforts to achieve great organisational performance. 
Craig led his team toward the community outside the hotel through philanthropic activities which, behind the scenes, firstly needed solid motivation, clear vision, and well-established roles to achieve their purpose. Evenmore, he stated that the hotels are part of the community, not only cashflows.  It has been shown that involving in community-centred activities has positive effects on employee satisfaction and job performance improvements (Yu, Lho and Han, 2022). Therefore, it can be assumed that Craig positively relates to the team based on these activities. Still, more transparency and visibility of his practices should be evidenced for an increased awareness and analysis.
Adair (2009) Action-Centred Leadership model may be simple to be implemented into a business administration due to its straightforward approach. Kochan et al. (2021) reported that this model has been adopted by several organisations and individuals and is also taught in several business schools worldwide. However, it may not fit in any type of company because of its formal and rigid structure. The modern workplaces tend to orientate more toward leadership values such as innovation, creativity, empowerment and knowledge development (Mullins, 2016). 
Adair’s (2009) belief that leaders are made and not born would suggest that an individual’s personality does not have a great impact on its leadership effectiveness. But despite that, it has been demonstrated that personality traits and attitudes have a major influence on leadership performance at workplace, especially in the context of the hospitality environment due to high level of human interactions (Lee et al., 2020). Considering The Big Five personality traits (McCrae and Costa, 1991), it may occur that a leader with a higher score of extroversion and agreeableness, such as Craig, can deal easier with his employees and guests since he has greater interpersonal abilities. Also, leaders with high emotional intelligence (Goleman, 2021) can boost their performance at the workplace and create a happier environment. Therefore, these theories would add valuable completion to Adair’s (2009) model since Craig’s leadership is not restraint to his hard skills only but is heavily influenced by his soft skills as well. 
In conclusion, it has been shown that Craig Poole’s managerial style can be correlated with Country Club Management in Blake and Mouton’s (1964) grid. Although he displays a deep commitment to people’s needs, he must balance it with a consistent attention to task area to obtain high performance regularly. He seemed to believe that people will work hard in exchange of his commitment, similar with McGregor’s (1960) Theory Y that presumes individuals’ natural enjoyment of work. However, since people have different interests and levels of motivation, it is important for Craig to approach McGregor’s Theory X when it is needed to maintain a clear focus on task and organisation goals. 
Considering Adair’s Action-Centred Leadership model, it has been seen that Craig Poole relates mostly to individual functions and less to team and task functions. An increased balance would be recommended to obtain performance since the DoubleTree hotel represents a service provider and the tasks (goals, duties) are an essential part of it. Craig’s leadership effectiveness should not be measured only in parameters of Action-Centred model, since his personality traits and emotional intelligence play a significant role in his performance. His extroversion and agreeableness, alongside with high emotional intelligence, are components of his successful leadership.
Craig Poole stands out as a great leader and manager and represents an inspirational example in the hospitality industry.
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