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This essay aims to present Craig Poole, the manager of DoubleTree by Hilton Hotel, and his management and leadership styles throughout his career at the venue. Armstrong (2012) noted that, although the concepts of management and leadership are closely associated, they cover different aspects of running an organisation. Using Blake and Mouton Managerial Grid, Craig’s preferred management type will be identified and analysed in correlation with its effectiveness reflected in the hotel’s outcomes. Further, his leadership approach will be examined through Adair’s model of Action Centred Leadership.
Craig Poole is the current General Manager of DoubleTree by Hitlon Hotel, Reading, Pennsylvania. His portfolio includes a rich experience in the hotel industry, serving under various managerial roles for notorious brands. He is also the President of Reading Hospitality LLC, an organisation that ensures various services such as workspaces, cuisine, event planning (Reading Hospitality, 2023). Consequently, such a grand activity influenced and shaped Craig Poole’s style of management in various ways. Using the Blake and Mouton Managerial Grid, his managerial type can be distinguished and its impact on DoubleTree Hotel explored.
According to Blake, Mouton and Bidwell (1962), the grid consists of two variables, organisational needs and human needs, resulting in five categories of attitudes and styles of managerial control. This tool enables people to discern their behaviour in organisational context and discover their dominant inclination towards tasks or people. 
Craig’s particular interest in people’s needs is highlighted through various projects and testimonials, but tasks have also been carefully considered. Therefore, he would be connected to the Team Management style which is viewed as most effective due to equal value put between human resources and performance achievement.
In the context of human needs, Craig aims to build self-esteem into his employees by open communication, emotional expression (e.g. positive body language, verbal appraisal) and motivational speeches at meetings. Ma et al. (2021) reported that there is a strong link between individual’s self-esteem and job performance. When his/her capacities and skills are aligned with the work’s standards in a realistic manner, they can perceive themselves as competent and invest effort to accomplish their tasks. However, there is a certain risk regarding Craig’s tendency to motivate people because his actions belong to an extrinsic motivation field. If he would decrease extrinsic stimulation, people’s efforts may diminish since their self-esteem and motivation were nourished from an external source (Wang and Huang, 2019). Therefore, it would result in a weaker performance and dissipated interest. 
Craig’s alignment into Team Management style is also demonstrated by his confidence in employing people from various backgrounds. Mullins (2016) agreed that diversity in the workplace covers multiple benefits such as remodelling social attitudes, the inclusion of less favoured people or minorities, mixed talents, and equal employment opportunities. Consequently, people’s lives in Reading have been positively impacted by the chance of employment which led to an improved quality of life. On another side, Craig’s example of employment may not always result positively, especially when some of the chosen people broke moral or legal regulations. In such circumstances, challenges can rise since the manager has to deal with different views, qualities, needs from individuals (Liu, Zhu and Wang, 2023). Further, this can lead Craig to design special strategies or invest increased effort to create a cohesive team.
Craig’s task orientation is reflected in his work and efforts which enabled the DoubleTree Hotel to move from position number 178 to number 7 in the brand. Moreover, he has a history in “fixing” hotels. Mullins (2016) identified the model of total quality management (TQM) as being one of the most proficient ways to achieve high levels of organisational performance and effectiveness. Al-Ababneh (2021) described this process as analysing every process in the smallest details and improving every possible part, ameliorating employee’s actions and equipment and reducing waste. Since Craig himself also involved in task accomplishment in every department, he gained data, experience and provided solutions to make such a tremendous change through applying TQM.
From Blake and Mouton Grid, Craig Poole’s management style (Team Management) can be perceived as most fruitful and dynamic. However, according to Michel, Tews and Tracey (2020), there is a link between context and managerial style. DoubleTree Hotel may face unprecedented challenges which can constrain Craig to shift to another style in order to maintain effectiveness. For example, a scenario of a repeated pandemic would require an increased focus on people’s well-being and safety, resulting in approaching the Country Club Management style. Since people are the most important resource for a business (Mayo, 2016), it is vital to prioritise them over the task. It could be the option for a digital check-in/check-out to minimise interactions, but the effectiveness of the task would decrease at a certain rate since not all guests may own a consistent digital literacy.
Also, a high level of busyness does not always equate to genuine productivity. McGrath and Bates (2017) proposed the Pareto Principle as a tool for better time management, reduced workload and enhanced efficiency. It could mean that 20% of a list of tasks can bring 80% outcome if proper selectiveness and focus are applied. Since Craig is both DoubleTree’s General Manager and Reading Hospitality’s President, sound strategies for time management as the Pareto Principle are indispensable to preserve the Team Management style.
Teamwork has been recognised as essential for an organisation’s success (Mohanty and Mohanty, 2018). However, the Blake and Mouton Grid does not address specifically how the manager develops its team. Craig Poole put a great emphasise on his employees at an individual level (e.g. one-to-one discussions with future workers, ensuring increased attention on employees’ specific needs), but there is no evidence about his strategies regarding team mobilisation, cohesion and work. Although the employees may bring great results as individuals, teamwork plays an important role in hospitality environment. Mullins (2016) proposed the model of Belbin’s Teams Role (Belbin, 2012) that would consider the personnel’s collective performance as team. This consists of nine sets of behavioural attributes branded as beneficial to promote team progress. Craig may apply this concept to his staff by knowing in which role from Belbin’s model characterise each individual and how he may empower him/her to achieve better results in a specific group task. Also, this allows the manager to identify what strengths and weaknesses are present at team level and how can these be used in the hotel’s interest.
Besides the dimension of management, Craig’s leadership had a significant impact on DoubleTree Hotel’s development. Due to his charismatic personality, could be easily assumed that he has a natural inclination to be a leader. However, Adair (2009) emphasised that leaders are not born but developed. His model of Action-centred Leadership highlights three clusters of operations required for lasting success in this role: task needs, group needs and individual needs. Consequently, according to Adair (2009), Craig’s actions and skills have a greater contribution to effectiveness than his personality traits.
The task needs sphere encompasses delegation, planning, progress tracking and re-evaluation (Adair, 2009). However, Craig relates to some of the tasks area in an unconventional manner which does not guarantee success. In one case, he assigned a person with some past legal issues to be responsible for the hotel’s security. He delegated the position without assessing the skills or eligibility. Mullins (2016) explained that a leader may exercise influence through personal characteristics and expressing positive attitudes, which is called “referent power” (French and Raven, 1959). Craig’s approach may be effective if close monitoring and proper training are ensured. However, this way could lead to extra costs or incidents due to employee’s lack of experience and abilities or to the leader’s exclusive attention on him/her. 
Further, the team needs area consists of established standards for group’s performance, encouragement towards collective goals, fixing internal conflicts, and preserving the team’s focus (Adair, 2009). Team building activities such as Christmas parties organised at the hotel can reflect an interest for creating a positive environment at work which is beneficial for growing relationships among co-workers (Zhang, 2017). Still, the lack of consistent support towards team development cannot be compensated with casual actions. There is not much information about his strategies for team development. Therefore, this may lead to an imbalance between approaching the staff as a team and as individuals (Igielski, 2015), especially since Craig seems to display an excessive emphasis on the latter. The effectiveness of DoubleTree Hotel as a business can rather derive from organisational norms or culture such as dedication to a task rather than strong interpersonal connections between staff members (Aubke et al., 2014).
The last dimension of Adair’s (2009) model is represented by individual needs which can be developed through recognising each person’s aspirations, needs, and strengths, supporting professional development and rewarding performance. Craig immersed in this field both for the people inside the hotel and for those outside of it. He frequently encourages and praises employees. At Christmas time, he invited an employee without family to spend a night at the hotel and hosted festivities for local poor families. These actions can empower him to win people’s respect, trust and support and promote social sustainability (López-Gamero et al., 2023). 
Adair’s (2009) leadership model has a significant potential to assess Craig’s style of leadership. However, this approach is centred on Craig’s performance based on external factors (people and operations) but excludes his own self-development and actualisation. Certainly, due to his rich experience in the industry, he must already own a wide range of skills and abilities, but these may be limited or need improvement. As the world is changing on a fast pace, continuous professional development plays an essential role in improving leadership (Subramony et al., 2018). Therefore, Craig needs to regularly reflect on his self-actualisation and engage in educational processes to achieve higher excellence. 
Also, Adair’s (2009) model outlines the organisation’s activity as an exchange of labour for performance, focusing on improving skills, employees’ efficiency and task management, but does not empower people with a wider aim than get their jobs done and obtaining profit. However, Yukl (1982) considers organisational vision and a change-orientated behaviour as fundamental for lasting success. He encourages leaders to implement positive attitudes (optimism, humour) into their personnel and accompany their activity with a clear direction, a sense of value in work and exceptional ethical behaviour (Borgmann, Rowold and Bormann, 2016). Since Craig is inclined towards charity and helping community, he may face opposition from hotel employees since some activities may be outside of their job duties. Therefore, adopting the Yukl (1982) model can grow more staff receptiveness, sympathy and altruism. Craig must recognise their willingness to involve in such activities and inspire them to take pride in their accomplishments. 
In the end, Craig Poole’s rich experience and organisational performance demonstrate that he is an outstanding manager and leader in the hospitality industry. His Team Management managerial style empowers him to balance tasks accomplishment and human development. Since Craig involves in a wide range of activities, it is important to apply the Pareto Principle to obtain more results without unnecessary efforts. Also, by applying total quality management, he was able to save DoubleTree Hotel and other organisations in the industry. However, it has been highlighted that Craig needs to revise his team development strategies, considering Belbin’s Team Roles as a proved method to achieve it.
Following Adair’s Action Centred Leadership, Craig approaches the three categories in different manners, with an increasing emphasis on individual, task, and lastly, team. This can help the organisation to achieve its internal goals regarding productivity and effectiveness, but it lacks implementing vision, value and feelings. These have been noted as factors that can make a difference in a company. Craig should consider them according to Yukl’s model since DoubleTree Hotel has a broader agenda than satisfying guests demands. Also, he needs to ensure that self-development and actualisation to current demands in terms of skills and knowledge are not neglected.
Craig Poole’s example of a manager and leader has strengths but also can enjoy these adjustments to persevere and empower DoubleTree by Hilton Hotel.
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