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                                      CASE STUDY OF CRAIG POOLE
This essay is written to construct a critical evaluation of Doubletree by Hilton (Reading Pennsylvania) General manager Craig Poole, in terms of identifying his preferred style of management. 
This will be done in reference to the Blake and Mouton Grid, by putting Craig within the grid and subsequently analysing the findings. This managerial grid is designed to identify leadership styles basing it on managers concern for people and production (Sridharan, 2022) This essay will discuss where craig is on the grid, why he is where he is, what are the criticisms of the Blake and Mouton grid, and compare it with other models, and analyse the findings.
Craig Poole AHLA General manager of the year and president of Doubletree by Hilton (Reading Pennsylvania) Craig took one of the distressed hotels in the poorest crime filled town, hired 200 plus people, many of whom had no experience and did not know what hospitality looked like. (Milne, 2021) 
Craigs approach is unique through his hiring of ex-cons giving employees a second chance and making sure all employees are focused on his vision of creating exceptional customer experience. (Pannozzo, 2017) Craig says “Hire the right people and empower them to be great and they will. So great in fact, that their faces and their genuine connection to others will be remembered as service excellence”. (Pannozzo, 2017)
His first encounter of good hospitality came when he was13 and at a family dinner, the experience was given by the waiter, with great service that was selfless, as craig says what he has got into now is the experience business and hospitality is his vehicle. (HospitalityMD, 2023)  
The Blake and Mouton grid has two dimensions one is concern for people and the other is concern for production the grid helps managers identify their leadership style this grid theory is helpful for the managers personal ideas and how to improve on their leadership styles, how to keep the members intact satisfied and competent (Prabhakaran, 2021)
 with five basic leadership styles, these are the five styles, impoverished management, - low results / low people. Produce or perish management-high results / low people. Middle of the road management-medium results / medium people. Country club management -high people low results. And team management-high production / high people. (Mind tools, n.d.)
Looking at the Blake and Mouton grid, Craig falls into the team management plot, why he is put there is his managerial style is very team orientated keeping employees happy going above and beyond for employees but still getting customer satisfaction and high turnover, this in the long run is a win for both employees and managers. As Craig said in an interview, “the purpose of the building was to change lives and make this a happier city, to change their health and give better benefits as a lot of people have never been fortunate enough to have that. This gives us the ability to give it to them whether you’re an employee or customer.” (Newsroom, 2016)
Craigs other managerial style that comes to light is the country club approach where a manager is most concerned about their team members needs and feelings and it shows in the video that Craig feels as long as the people are happy and secure, they will work hard. As we hear Bill say in the video, every Christmas he’s invited to stay at the hotel have Christmas lunch followed by breakfast the next morning, as Craig knows Bill lives alone so he doesn’t feel lonely, at this time and should spend it with people around him. (HospitalityMD, 2023). Also, people given a second chance at work or showing an employee they care, will always motivate them.as he says to his employees” follow me and I will be behind you” (HospitalityMD, 2023) or another catchphrase he used was he believed that an employee would take a bullet for them. Those sorts of words will be said by a manager who knows that they are going above and beyond for their employer.
Craigs managerial styles certainly shows that he is a person who anyone would like to work for and his compassion and ability to give people a second chance is one that most hotels should apply or try to, as it has certainly worked for Craig his style of managing has certainly paid off. He has an army of employees who trust him and know that he is there for them and in return he gets employees that are committed to work and put 100% effort into the workplace. Like Luther who was picking up cigarette butts outside of the hotel to keep it clean as it gave him a sense of pride working there. All this is a way of showing that Craigs managerial style has certainly worked amongst his staff.
There are downfalls to the Blake and Mouton grid as it is a very simple grid and does not address the complexity of which style is best, but this is where managers can improvise and improve on their managerial styles, it certainly provides an excellent starting point. (Mind tools, n.d.)
Leadership is a relationship which is considered to influence the behaviour and actions of other people (Structures Insider, 2022)
 Craigs leadership style has influenced and motivated his employers who are all singing his praises. For example Luis Diaz Assistant Chief Engineer at the hotel, once a shy and removed person, who was not into hospitality said that all that changed when Craig took over, he changed Louis life, he helped him to see a different perspective, and that he had a purpose in life, Louis did not have this kind of role model in his life, and this made him feel special, eager to look for different opportunities in the hotel and with Craig behind him landed the job of Assistant Chief Engineer in the hotel within 6 months (Bechtel, 2019).
There are however other theory models out there that allows one to take in to account other factors, such as McGregor’s X and Y model, this theory outlines two opposing views on human behaviour in the workplace, this is a different way of looking at an employer’s behaviour and meeting an individual’s motivational needs (Kurt, 2021)
There are many similarities between McGregor’s theory and Maslow’s Hierarchy of needs Theory X is meeting basic needs such as physical and safety needs whilst Theory Y is meeting the needs of self-actualising and love (Kurt, 2021)
Both these models can be applied to Craig as a lot of the styles that Craig poses comes through in each Theory, his need to make people feel safe and giving them that stability, and his ability to identify one’s true ability and encourage them to do their best. 
Adair’s Action Centred Leadership this is a simple but practical model based on three overlapping circles which represents the task, the team, and the individual. This is a model that adheres well with managers as this model describes and tells manager’s what action to take, achieving the task, building and maintain the team, developing each individual. (British Library, n.d.)
In relation to Craig Poole and the three components of the ACL model achieving the task is one Craig fits into since becoming general manager at the hotel he has certainly pulled the hotel back from the brinks of closure and has ranked the hotel from 174 to number 7 in brand, the ability to bring the community together, and endured to hire a very well maintained team, which has helped him accomplish the vision. (HospitalityMD, 2023)
 As for building the team since starting he had obviously fired a lot of people but has since recruited a lot of people, people from Reading had come in their droves for an interview, ex-cons, people with Autism and many more he had picked off the streets simply by asking a few questions and saying don’t forget to go give an interview, as he picks up on something they say and thinks they will be great at this job.
He had a way of bringing the team together and finding out what job suits each individual, Daniel who is autistic, came for an interview thinking he would be suited polishing silver, in the kitchen but Craig upon talking to him knew he had much more to offer and was put at the front of house, these are traits Craig has to recognise one’s ability and build a fantastic team.
Developing each individual this coincides too well with Craig, as a manager he looks at each individual first, how they can be looked after, how well they will be able to do the job and give them development opportunities, Alex the executive housekeeper did not know how to speak English, but Craig assured him do your job well and sit in on the meetings and learn and you will be ok, and now Alex who was shy and nervous and who did not like to go to meetings goes to these meetings and is learning and does not feel anxious anymore, but has been given the opportunity to grow, and become an excellent supervisor. 
There is however criticism in the ACL model, as to it being too simple in its approach, but this of course can be evaluated as in how you approach it for some its simple and easy to follow and for others not enough of a linear structure that can be applied in the modern day. For example, a new project might need to focus on building a team rather than developing one so a need to rely on personal judgment is required. (Channell, 2021)
In comparison to the Adair model the transactional versus transformational theory are important styles of leadership, transactional leaders are concerned with getting the job done as soon as possible, whereas the transformational leaders are always concerned about their employees first and the wellbeing of an employee, using both correctly is a skill but both theories have the same end goal to see results. (OKR Quickstart, 2022)
In conclusion through this case study of Craig we can see how he has implemented theories and put them in practise, not all theories fit Craig but the ones that have shown how he has implemented them to his hotel his employees and has made a recipe for success, it can be argued that his approach is full on and might not suit everyone’s needs, but that will be a judgment call, for example hugging and shaking hands all the time might not be for you, for example a person from a Muslim back ground, and who is female will not be allowed to hug and kiss another male, as in Islam its forbidden, so always looking out for peoples culture is good, or having that knowledge. Although it can be seen from the face of it that Craig is good at his leadership style and managerial approach and has found his niche in life of helping people and giving them that opportunity to get back up on their feet with the end goal of success and the reassurance of “follow me and I will be behind you.”  
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