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Craig Poole- Hotel Manager
This essay is about Craig Poole, the general manager of the DoubleTree Hotel in Reading, Pennsylvania (USA). With a background spanning 50 years in the hospitality business, Craig not only assumes the role of general manager but also actively assists the staff in accomplishing their tasks. Being a true team player, he has earned the love and respect of his staff. Craig has provided individuals who were previously incarcerated with a second chance in life, and these employees, who hold frontline positions at the hotel, consistently exceed expectations in their performance (HospitalityMD, n.d). The essay will analyse Craig Poole's performance in light of Blake and Mouton's Managerial Grid and Adair's Model of Action-Centred Leadership (ACL), shedding light on his effectiveness as a manager in accordance with these two models of staff management.
Before delving into the definition of the Blake and Mouton's managerial grid, it is important to understand the concept of management. Management refers to the process through which organisations achieve their company goals by utilising available resources effectively. Key skills required for effective management include good planning, communication, leadership, and organisation (Herrity, 2023).
The Blake and Mouton's managerial grid is a two-dimensional grid developed by Robert Blake and Jane Mouton from the University of Texas (USA). One axis (X) of the dimension measures concern for production, while the other axis (Y) measures concern for people. Each axis consists of a nine-point scale ranging from 1 to 9, with 1 being the lowest score and 9 being the highest.
In terms of production concerns, managers focus solely on achieving a company's goals. These managers prioritize task completion and often provide a set of commands or instructions to ensure job completion. On the other hand, concern for people refers to managers who genuinely care about their staff members, respect their ideas and feelings, and establish a bond of mutual respect. These managers are admired and respected because they foster open communication channels, promote teamwork, and genuinely care about the well-being of their subordinates. There are 5 types of leadership contained in this grid which are impoverished management, task management, country club management, middle of the road management, and team management (Think Insights, n.d). 
Craig Poole falls in the category of team management because he blends his responsibility of getting the job done and accomplishing goals for the Double Tree hotel, and having the majority, if not all of his staff behind him to reach these goals. Craig Poole knows every staff member by name and shakes the hands of all of them whenever he sees them. Craig not only thinks about his guests but also his employees. His business philosophy is “people first, profit second” (Nixon, 2020). 
The Double Tree by Hilton hires about 150 people, and has a revenue of 10 million dollars (All Biz, n.d). 
A team management person is one that has a high score in production and a high score in regarding people or staff. According to the Blake and Mouton’s grid, this is the most effective leadership style. It reflects a manager’s passion for both the organisation and the people they work with. Craig is an inspiration to his staff, he has hired people that were incarcerated, employees with autism, and drug problems. These people are willing to take their efforts to the max in gratefulness and passion for their job, since no one gave them a chance to help themselves and the community (Milne, 2022).
The Blake and Mouton’s grid is good way to measure production, commitment to the company’s goals, and the engagement of managers with their subordinates, however this method is not free of criticism. One aspect is over simplification, critics argue that the grid oversimplifies the complex nature of leadership by reducing it to just two dimensions. Leadership involves various other factors that cannot be adequately captured by a single model (Management Study Guide, n.d). Another criticism is inadequate measurement; the model's reliance on self-assessment or observer ratings to determine an individual's leadership style has been criticised. Such subjective assessments may not always provide an accurate representation of a leader's behaviour or effectiveness (Business Balls, n.d).
There is another model that measures managers in a two-dimensional way. The name of this model is McGregor’s X/Y. Douglas McGregor developed the XY theory in the middle of the 20th century. His theory addresses two types of individual’s motivational needs. McGregor stated that depending on the manager’s perception about their subordinates would determine what type of leadership workstyle in the workplace. 
The theory X under a manager’s assumption is that workers are lazy, hate their jobs. These employees have little or no motivation and like to be directed by upper management; they need to be stimulated financially and punished to ensure the job is done. Last, these employees have no aspirations to grow and achieve personal goals.  
In contrast, theory Y sees employees as happy people and willing to contribute, these workers are aware of their duties and do not need to be micromanaged. Also, they are willing to accept challenges and love the work they perform. To conclude, employees are willing to participate in the decisions that affects them (Kurt, 2021). 
Craig Poole's management style aligns with McGregor's XY theory or model. He falls under the Y theory, as evidenced by his decision to hire individuals with Down syndrome, some of whom were previously homeless before joining the DoubleTree hotel. The hotel supports these employees by paying their rent for the first three months until they can afford to do so themselves. Craig Poole has also made a positive impact on people who have faced incarceration, drug abuse, or language barriers, such as those unable to express themselves proficiently in English.
The results of these initiatives have been remarkable. The hotel has achieved outstanding outcomes, including being the top-ranked DoubleTree hotel in the world, recognised for its cleanliness, safety, guest experience, and high rate of returning customers (Reading Eagle, 2017). These achievements serve as clear evidence that having faith in subordinates and offering them a second chance can yield significant dividends.
McGregor’s XY theory as well as Blake and Mouton’s grid is not exempt from criticism. According to Yong (2012), McGregor's theory was formulated in the 1960s when the nature of work and employment relationships were different from today. Critics argue that the theory may not adequately address the complexities of modern work environments, evolving organizational structures, and changing employee expectations. Today’s workforce is different and Generation X, and Generation Z is not taken into the equation, making this theory to be obsolete to modern standards. 
Another criticism for this theory is that uses stereotyping, the theory has been criticised for perpetuating stereotypes and negative assumptions about employees. Theory X portrays employees as inherently lazy, unmotivated, and needing strict control, while Theory Y assumes employees are self-motivated and responsible. Such generalisations can create biases and hinder the understanding of individual differences and unique motivations (The Team Building Company, n.d).
Blake and Mouton's managerial grid and McGregor's XY theory are both frameworks that operate within a two-dimensional context. The first method measures management's level of engagement with both production and people. The second method, or theory, focuses on assumptions about subordinates. However, it's important to note that these two approaches are limited in their two-dimensional nature. Fortunately, there exists another method for assessing a manager's ability to lead a company, known as Adair's Action Centred Leadership (ACL).
Adair's Action Centred Leadership (ACL) is a three-pronged approach that encompasses three interconnected circles: task needs, individual needs, and group needs. This leadership model was developed by John Adair, a British academic expert in leadership theory, during the 1960s (Channell, 2021). ACL challenges the notion that leaders are inherently born, emphasising instead that leadership skills can be developed.
The first circle is task, these are the action a manager takes to complete tasks, these may be the definition of tasks and activities, reviewing performance, identifying people, processes, and resources; managing and maintaining pace of work, etc (Indeed, 2023). Team, is when management emphasises in teamwork and the group’s cohesiveness, some of its duties are providing motivation for the team, monitoring group relationships, identifying teamwork styles and culture, etc (Indeed, 2023). The last circle is individuals, this is when a particular action is taken to address a team member depending on their particular needs (Mind Tools, n.d). There are many measurements managers take to care of its subordinates, some of these are providing regular and constructive feedback, encouragement of employees to work in an autonomous way, helping develop and train each team member (Indeed, 2023).
According to the data presented above, Craig Poole, in the task circle, he is responsible for identifying individuals, processes, and resources. Within this role, Craig identifies those in urgent need, allocates the necessary resources, and seamlessly integrates them into the hotel while being aware of their backgrounds. Moving on to the team circle, he focuses on identifying and providing training to enhance skill development. He offers financial and English classes to employees who require them. Finally, within the individual circle, Craig recognises each team member as an individual. He takes the effort to personally know every employee by their first name and greets them with a handshake whenever he sees them (HospitalityMD, n.d).
As with previous models of leadership, Adair’s ACL has also criticism for the following reasons some organisations find it restrictive, since they have linear structures of leadership, some find it too autocratic, due to instructions and control come from the leader, it can be simplistic or oversimplified on its approach (MBM, n.d). 
Another criticism of ACL is that it may overlook individual differences, including cultural and religious disparities, among others. Furthermore, it has the potential to create a rigid and inflexible organisational culture. Under this management approach, managers may fail to think outside the box and simply adhere to the prescribed model (Panchal, 2023).
Recognising that every leadership model, method, or theory has its strengths and weaknesses, it's worthwhile to explore another model that offers a different perspective on managerial leadership. One such model is the Leadership Continuum, which was developed by Tannenbaum and Schmidt in 1958 and later updated in 1973. The Leadership Continuum approach categorises managers into different styles, including authoritarian or autocratic, democratic or participative, and laissez-faire or hands-off.
In certain situations, managers need to assess specific factors to determine the appropriate management style to apply. These factors include forces within the subordinate, such as their need for independence, understanding of problems or issues, and willingness to take responsibility for decision-making. The second factor is forces within the manager, including their tolerance and confidence in subordinates. Lastly, the situational or environmental forces come into play when managers consider the organisation's problems, time pressure, group effectiveness, and other relevant aspects (Toppr, n.d).
According to McPheat (2010), the leadership continuum fails to consider that a company may adopt different leadership styles depending on the situation, such as during a hostile takeover. Another criticism is that it places excessive emphasis on leadership while neglecting the importance of mentorship and learning.
This Essay provides a comprehensive examination of various managerial leadership approaches, highlighting examples that demonstrate their effectiveness. One notable leader who embodies these approaches is Craig Poole. As both a manager and a leader, he inspires his staff members to go the extra mile to accomplish their tasks at the Double Tree Hotel. For instance, in Reading (PA, USA), Craig Poole has played a crucial role in giving individuals a second chance in life when others had lost faith in them, showcasing his unwavering kindness and love for the local community.
In conclusion, these managerial leadership approaches have both positive and negative aspects. To navigate the ever-changing workforce, managers must adapt their methods to current times and strike a balance between the needs of different generations. By doing so, they can achieve their objectives effectively without compromising the business and its clients















References
All Biz (n.d) DoubleTree by Hilton Hotel Reading. Available at: https://www.allbiz.com/business/doubletree-by-hilton-hotel-reading-610-375-8000. (Accessed: 23 May 2023).
Business Balls (n.d) Behavioural Leadership: Managerial Grid - Blake and Mouton. Available at: https://www.businessballs.com/leadership-styles/behavioural-leadership-managerial-grid/. (Accessed: 22 May 2023).
Channell, M. (2021) John Adair’s Action Centered Leadership: Learn How to Be A Leader. Available at: https://www.tsw.co.uk/blog/leadership-and-management/john-adairs-action-centered-leadership/. (Accessed: 23 May 2023).
Herrity, J. (2023) What Is Management? Definitions, Functions and Styles. Available at: https://www.indeed.com/career-advice/career-development/what-is-management. (Accessed: 22 May 2023). 
HospitalityMD (n.d) Follow Me and I Will Be Behind You FULL DOCUMENTARY. Available at: https://www.youtube.com/watch?v=Lrh5QIW67Mk [Video]. (Accessed: 15 May 2023).
Hospitality Academy (n.d) EP #36 – AHLA’s Hotel GM of the Year, Craig Poole. Available at: https://www.hospitalityacademy.net/36-craig-poole-gm/#:~:text=0%20Comments-,AHLA's%20GM%20of%20the%20Year%2C%20Craig%20Poole%20discusses%20his%20unique,you%20do%2C%20do%20it%20well. (Accessed: 19 May 2023). 
Indeed (2023) Action-Centered Leadership: Definition and When to Use It. Available at: https://www.indeed.com/career-advice/career-development/action-centered-leadership. (Accessed: 24 May 2023).
Kurt, S. (2021) Theory X And Theory Y, Douglas McGregor. Available at: https://educationlibrary.org/theory-x-and-theory-y-douglas-mcgregor/. (Accessed: 23 May 2023).
Management Study Guide (n.d) Blake and Mouton’s Managerial Grid. Available at: https://managementstudyguide.com/blake-mouton-managerial-grid.htm. (Accessed: 22 May 2023).
MBM (n.d) Action Centred Leadership: Key Points You Need to Know. Available at: https://www.makingbusinessmatter.co.uk/action-centred-leadership/. (Accessed: 24 May 2023).
McPheat, S. (2010) What is the Tannenbaum and Schmidt Leadership Continuum? Available at: https://www.mtdtraining.com/blog/tannenbaum-schmidt-leadership-continuum.htm. (Accessed: 24 May 2023).
Mind Tools (n.d) Action Centered Leadership. Available at: https://www.mindtools.com/aghzl5f/action-centered-leadership. (Accessed: 23 May 2023).
Milne, A. G. (2022) Julian Star Award Winning General Manager, Craig Poole talks about, Authentic, Selfless Hospitality. Available at: https://www.adelegutman.com/post/authentic-hospitality-craig-poole. (Accessed: 22 May 2023).
Nixon, D. O. (2020) Changing lives in Reading. Available at: https://lvb.com/changing-lives-reading/. (Accessed: 22 May 2023).
Panchal, R. (2023) Action Centered Leadership: Definition, Examples, Pros & Cons. Available at: https://theleaderboy.com/action-centered-leadership-examples/. (Accessed: 24 May 2023).
Reading Eagle (2017) The Conversation: Craig E. Poole. Available at: https://www.readingeagle.com/2017/10/10/the-conversation-craig-e-poole/. (Accessed: 23 May 2023). 
The Team Building Company (n.d) Theory X and Theory Y. Available at: https://www.teambuilding.co.uk/theory/theory-x-theory-y.html#:~:text=Criticism%20of%20Theory%20X%20%2F%20Theory,conditions%20if%20they%20are%20motivated. (Accessed: 23 May 2023).
Think Insights (n.d) Blake & Mouton Managerial Grid. Available at: https://thinkinsights.net/leadership/blake-mouton-managerial-grid/. (Accessed: 22 May 2023).
Toppr (n.d) Leadership Continuum. Available at: https://www.toppr.com/guides/fundamentals-of-economics-and-management/leadership-and-management/leadership-continuum/#:~:text=Forces%20in%20the%20manager%20%E2%80%93%20This,of%20ambiguity%20and%20leadership%20inclinations. (Accessed: 24 May 2023).
Yong, J. (2012) The limitations of Theory X and Theory Y (Douglas McGregor). Available at: https://communicatesmart.blogspot.com/2012/03/limitations-of-theory-x-and-theory-y.html. (Accessed: 23 May 2023). 
