1














	Student name:
Student number:
	Madalina Georgiana Pavel    
2025267

	Programmes:
	BA (Hons) International Hotel Management

	Module:
	Management & Organisational Behaviour

	Module code:
	BMIH5004

	Lecturer:
	Robyn Griffiths

	Assignment Title:
	Craig Poole - Hotel Manager 























Craig Poole - Hotel Manager

Introduction 
[bookmark: _gjdgxs]The Managerial Grid developed by Robert Blake and Jane Mouton is a theoretical framework for analysing the leadership style of a leader or manager. This framework is based on two dimensions of a leader’s focus (Molloy 1998). The managerial grid is based on the framework that concerns for people and concern for tasks or production are the two main focus areas of a leader (Cai et al 2019) The human resources of an organisation and the process of production constitute its core components (Mouton 2012). Similarly, the Action-Centred Model of leadership also presents individual, group and task maintenance as three dimensions of leadership. Mullins and McLean (2019) have referred to the shadow side of an organisation. The aforementioned dimensions may be considered to be such a shadow aspect which is not explicitly found in organisational charts or company manuals. 
These two models of leadership would be applied to the leadership practice of Craig Poole at Double Tree by Hilton in this essay for a critical evaluation. The first part of the essay is based on the managerial grid while the rest is related to Adair’s ACL framework.  
Profile of Craig Poole  
Craig Poole is the general manager of Double Tree Hotel in Reading, PA. Craig Poole was also the president of Reading Hospitality. She has won many awards from the Hilton chain of hotels. Apart from that he has also won an award for his leadership role in the position of a general manager. His leadership philosophy is based on achieving excellence in all pursuits. Craig believes that one should excel in whatever he does so that people are attracted towards it. He has been involved significantly in programmes for broken communities which have been marginalised. Craig’s involvement with such communities has been in the form of collaborations aimed at empowering and consolidating them. 
Blake and Mouton’s Managerial Grid 
The managerial grid presented by Blake and Mouton in the early 1960s focuses on the production vs people orientation of a leader (Roy, 2019). This framework identifies five different leadership styles based on a leader’s concern for production and people (Burke, 2021). Here concern for production refers to the technical, financial and material aspects of a business. It pertains to the procedural dimensions of the business. In contrast, concern for people refers to the focus of a leader on the human resources of his organisation in terms of variables such as motivation and job satisfaction. The five leadership styles identified in the managerial grid are as follows (Vidyakala, 2020): 
i. Impoverished Management – Low concern for production and Low concern for People (Hersey and Blanchard 1982)
ii. Produce-or-Perish Management – High concern for production and Low concern for People
iii. Middle-of-the-Road Management – Medium concern for production and medium concern for People
iv. Country Club Management – Low concern for production and High concern for People
v. Team Management – High concern for production and High concern for People
Craig’s style of leadership as per the managerial grid 
Craig’s leadership style could also be analysed in terms if the managerial grid framework by using concern for people and production as the key variables. All these facts indicate that Craig’s concern for production was quite high. Organisational effectiveness, efficiency and goal-directed behaviour are some key variables which help to identify high concern for production in a leader (Mindapa 2022). Craig’s leadership has helped the hotel to flourish and grow in an unfavourable environment. High performance and organisational excellence reflect the effectiveness and efficiency with which he has led the hotel. Furthermore, alignment of the hotel’s organisational goals with the corporate culture of Hilton and Double Tree are characteristic of goal-directed leadership. The essence of task or production-oriented leadership lies in the achievement of organisational goals with efficiency and effectiveness (Rüzgar, 2018). These facts justify Craig’s high concern for production. 
However, it is not possible to chart a position for Craig’s leadership on the managerial grid without evaluating his concern for the people working in his organisation. Craig’s approach of maximising the performance of his hotel through community outreach reflects his concern for people. It must be noted here that his concern for people was not just limited to his employees but all the stakeholders. In any business, the community is an external stakeholder as it is affected as well as shaped by the business activities. Hence every leader should think about the impact of his organisation’s activities on the community. Craig has been supporting several homeless people in Reading, apart from providing employment opportunities to the community. In the existing literature on leadership theory, concern for people has also been referred to as people orientation or relation orientation. This dimension of leadership has been differentiated from concern for production which is also referred to as task orientation. Relation-orientation of a leader has been described in terms of the attention given by him to his subordinates as well as his concern for their well-being (Khuong and Hoang 2015). Craig Poole is one of those leaders who has focused on the welfare and development of staff at Double Tree Hotel. Hence there is considerable evidence of relation orientation or concern for people in his leadership style. 
Thus, it is evident that as a leader, Craig Poole has a high level of concern for people as well as production. Such a leadership style has been termed ‘Team Management’ by Blake and Mouton in their managerial grid framework (Islam and Bhattacharjee 2019).  
Criticism of the managerial grid 
However, there are also some other dimensions of leadership which could be used to analyse the leadership style of a leader in a particular setting. Hence many leadership theorists and scholars have criticised the managerial grid for being limited to only two dimensions of leadership (Roberson 2005). There is no doubt that the relationship of a leader with his subordinates and his approach towards production or other organisational tasks are key to leadership success. However, there are also many cultural and environmental factors which determine the success of a leader in an organisation. While choosing a particular leadership style or evaluating its effectiveness, such factors could not be overlooked. The managerial grid has been mainly criticised for overlooking environmental and situational factors in leadership practice. The cultural settings of an organisation determine the extent to which employees are ready to accept the instructions of their leader. In this way, the managerial grid has been also criticised from the perspective of organisational management rather than leadership qualities (Sivaruban 2021). 
In comparison to the managerial grid, the situational or contingency theories of leadership give due consideration to situational and environmental factors (Thompson and Glasø, 2015). A leader may have to moderate his concern for people and production according to environmental, cultural or situational factors. Today’s corporate world is characterised by volatility, uncertainty, complexity and ambiguity which is referred to as the VUCA environment (Codreanu, 2016). Hence a leader must give due consideration to environmental and situational factors in decision-making and communication. 
Adair’s Model of Action-Centred Leadership (ACL)
John Adair’s model of action-centred leadership is based on three core tasks of management. These are the management of individuals, groups or teams and organisational tasks (Ackah 2019). A critical comparison of the action-centred leadership model with the managerial grid reveals that it gives due importance to teamwork. Managing teams is one of the most important responsibilities of a leader which is not given much importance in the managerial grid framework. This is another limitation of the managerial grid framework of leadership. The managerial grid is presented as a two-dimensional chart, whereas the ACL is depicted in the form of three overlapping circles. This implies that there is a strong interrelationship between the three responsibilities of a leader as shown in the ACL model (Ackah 2019). 
As per the ACL framework, an action-centred leader effectively manages interpersonal relationships, leads teams and directs organisational tasks. These three dimensions of ACL have also been referred to as individual maintenance, group maintenance and task maintenance (Ackah 2019). Here it is interesting to observe that individual and task maintenance could be related to concern for people and production respectively in the managerial grid. The circles in the ACL model also include situational factors.  
Craig Task Maintenance 
He was successful in leading a hotel situated in one of the most crime-filled and poverty-stricken cities in Pennsylvania. The Double Tree Hotel located in Reading Pennsylvania has emerged as one of the best hotels in this hotel chain. It also enjoys high ratings on online platforms such as Trip Advisor where consumers share their experiences and exchange opinions through reviews. The leadership of Craig helped to align the goals of the hotel with the corporate culture of Double Tree and Hilton. High performance and excellence not only resulted in enhanced customer satisfaction but Double Tree in Reading also earned high revenues. The Hilton Group of Hotels looks to serve its guests as well as all the other stakeholders with integrity, ownership, teamwork and leadership. Craig’s commitment to his employee’s welfare and the overall growth of the local community reflects a high level of integrity in leadership. Hilton Hotels is committed to driving a positive impact on the thousands of communities which are affected by their business (Niemelä, 2019). The hotel chain is also committed to building resilience in the local communities. This is why it is also involved in several corporate social responsibility initiatives. The Hilton Global Foundation leverages the broad footprint of the brand to develop communities and build resilience within them (Hilton Foundation 2023). The leadership practice of Craig has also significantly contributed to the development of local communities and building resilience within them. All these facts reflect that their leadership style of Craig is completely aligned with the corporate culture and objectives of his organisation. 
Craig Group Maintenance 
Craig Poole has also been successful in fostering teamwork in his organisation and developing a collaborative environment. This has been made possible by bringing together different types of individuals with varying experiences, skills and talents. Apart from that Craig has also ensured that there is sufficient coordination among the various departments of his hotel. He has shown equal compassion and care for all his employees irrespective of the department in which they work. 
Craig Individual Maintenance 
Craig Poole is well known for his leadership in hospitality. He mainly became famous due to his policy of driving results in hotels through the overall development of local communities. Such development has been pursued by Craig a ng hope and second chance for people who have been disenfranchised or forgotten. Craig also looked forward to giving a second chance to employees who failed to deliver or committed mistakes on the first attempt. Apart from that, he also believes in empowering his employees so that they can collectively achieve organisational excellence. Such a style of leadership is based on the premise that people would spontaneously offer their support to a leader who makes a significant difference in their lives. Furthermore, Craig also treats his staff well so that they stay with the organisation and put in every effort to make it succeed.
Criticism of Adair’s ACL 
The ACL model has been mainly criticised because of its neglect of the flat structure of modern-day organisations. Management theorists have opined that the framework based on three overlapping circles representing individual, group and task maintenance does not apply to lean structures (The British Library 2023). Action-centred leadership also turns out to be authoritarian rather than participative or democratic in many cases (The British Library 2023). This is mainly because the onus for individual, group and task maintenance is too much on the leader. Modern-day organisations which are leaner and flatter involve a lot of delegation and greater participation of the subordinates in decision-making. Both the managerial grid and action-centred leadership models of leadership were introduced several years ago as an alternative to Great Man Theories of Leadership. However, the context and imperatives of leadership practice have changed a lot over the years. Today the focus of leadership practice is on knowledge management, the use of technology and innovation (The British Library 2023). However, the dimensions of leadership incorporated in the managerial grid and action-centred leadership model continue to be relevant. 
Conclusion
This essay has discussed the key features of the managerial grid and ACL briefly. Apart from that a critique of these theories has also been provided. However, the application of these models may not offer a comprehensive analysis of Craig Poole’s leadership. He has immensely contributed to the growth of the local community in Reading, Pennsylvania apart from his organisation and its employees. The insights generated in this essay could be further enriched by the application of other frameworks such as servant leadership or ethical leadership.  
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