         

       Craig Poole - Hotel Manager











Student number: 1705539
Student name: Andreea Dumitru
Module name: Management and Organisational Behaviour
Module code: 5004
Lecturer: Julia Ault



Craig Poole, the General Manager of DoubleTree by Hilton in Reading, Pennsylvania, is recognised for his professionalism and dedication to ensuring the highest customer satisfaction (Craig,2023). The first part of this paper will assess and analyse management style of Craig. Poole, using the Blake and Mouton Managerial Grid and other relevant theories and models. The following part will employ Adair's model of Action Centred Leadership (ACL) to examine the factors that contribute to the effectiveness of Craig Poole’s approach.
EPM (2019) states that Blake Mouton Grid (1964) was created in the 1960s by Robert Blake and Jane Mouton and compares a manager or leader's task-centeredness to their person-centeredness identifying five leadership styles: Impoverished Management, Country Club Management, Authority-Compliance Management, Middle-of-the-Road Management, and Team Management (Blake et al, 1964).(EPM,2019). However, Lindberg (2022) would argue that this model is managerial behaviour only. Leaders should not change styles. Grid theory ignores team development, therefore different techniques work at various levels (Lindberg,2022). The fact that Craig’s employees take pleasure in their job and view it as a challenge inspired him to implement a management style that encourages participation from all levels of the organisation, as shown in a documentary by HospitalityMD (2023) (Hospitality,2023). Managers that apply this strategy trust their workers to take ownership of their work and perform it efficiently by themselves. This concept was referred to as Theory Y by McGregor (Mind Tools,2023). Craig has helped his workers, customers, and everyone around him in ways that cannot be put into words. He employed over two hundred people of whom lacked experience or exposure to what service and hospitality entailed for a run-down hotel in one of Pennsylvania's poorest, most violent communities (Milne,2021). He sought out people who shared his optimism for the community and his love of hospitality, and he gave them the chance to work together to create something truly remarkable that would transform the lives of residents of Reading. Even ex-offenders were allowed to rebuild their lives for their families, their communities, and themselves, and all of this is relating Craig to the Team Management approach (Milne, 2021). The Blake Mouton model states that team management is the best type of leadership. It shows a leader who is devoted to their work and who goes beyond for the team members they manage, and undeniably, Craig is that person (Mind Tools, 2022). In one of his interviews for Novo (2015), Craig praises his staff members for the duration of the whole video and explains in detail how he contributed towards their development, which led this research to associate Craig with Golden Rule Management (Novo,2015), (Mary Kay, 2023). A tried-and-true principle that should be the cornerstone of every business is "Do unto others as you would have them do unto you” (Mary Kay,2023). According to Mary Kay Ash, treating one another with respect and kindness should not only be expected, but also naturally results in a strong, equitable, and productive workplace (Mary Kay,2023). Without a doubt, Craig has full merit for The Golden Rule as his most used philosophical phrase is “Follow me, and I'll be behind you", words that assure job security, respect, trust, and support as he is fully involved and available at every step for his employees. (HospitalityMD, 2023). His authentic hospitality extends to both visitors and staff alike. Starting as a bellman and dishwasher, owning various restaurants and hotels for over fifty years. He was a restaurant manager by the age of twenty and a huge corporation vice president by the age of twenty-seven After buying a shuttered restaurant in a rough neighbourhood north of Pittsburgh, he spent seventeen years turning it into a premier jazz club that hosted world leaders and became friends. Being the largest and best on TripAdvisor in America, ranking 28th in customer satisfaction and appreciation (bctv.org, 2019). General Manager of the Year American Hotel and Lodging Association, three-time Hilton Connie Award winner, and Light and Warmth Award honours Hilton CEO. With so much more experience, it is assumed that he might have used the Pareto Principle to become successful, since The Pareto Principle (LaVine,2023), commonly referred to as the "80/20" rule, around 80% of an event's consequences result from 20% of its causes (LaVine,2023). It is assumed that to implement The Pareto Principle, Craig is working within his areas of strengths by recognising his advantages and disadvantages, examining his forthcoming week's schedule to see where his talents may be used, and where his shortcomings can leave him feeling depleted. If he considers that his week is consumed with activities that exhaust him, he is assigning part of the work to someone else suitable for the task, as nobody knows his employees potentially more than he does (LaVine,2023). According to Reckmann (2023), Peter Drucker revolutionised business leadership by arguing that effective leaders should prioritise people over profits and organisational structures. Decentralisation, prioritising knowledge work, management by objectives, and SMART goals are the fundamental principles of Drucker's Theory of Management (Reckmann,2023). He possessed the understanding that a business can solely achieve profitability through the establishment and sustenance of a customer base, as it is the customers who generate profits (McGrath et al. 2017, p.10). Craig is well-known as a people person using his business to take in marginalised people, treating them the same as guests by serving them good meals, seating them at tables with lighted candles, and offering the greatest training to demonstrate to them how customers should feel. At DoubleTree, he always supervised his people’s development and transformation demonstrating that he puts people first over profit, which links with Peter Drucker’s Theory of Management (Novo,2015).
In conclusion, Craig is an outstanding example of the hospitality industry. He is someone who can inspire even the most experienced individuals globally who are working within this sector, and he can do this since the concepts provided above are a fantastic source of analysis towards management. He succeeds in his way by always showing gratitude and recognition to his employees and never passing up an opportunity to help marginalised people. This is Craig Poole: an entity. 

[bookmark: _Hlk135158055]John Adair (1988), recognised for his Three-Circle Action-Centred Leadership model, is the UK's leading specialist in organisation leadership and leadership development. Leadership can be taught, does not depend on personality, and is accessible, according to Adair (Adair,1988), (British Library,2023). Three overlapping circles form this basic yet useful concept: task, team, and individual. The concept seems to last since it describes what leaders must do in any working set to be effective: Adair's approach is that leaders must help those who follow achieve the common objective, develop collaboration, and meet individual needs. He achieves this through meeting team, task, and individual needs, meeting the target, communicating task needs, and assigning the correct tasks to the right individuals (British Library, 2023). However, O’Rourke (2021) argues that businesses find this model too restrictive when they have more linear structures, and Its method may be seen as overly basic. When the elements are not balanced, the outcomes are disappointing. considering the model's emphasis on control and direction from the leader to be excessively dictatorial. It may be regarded as outdated in today's workplace (O’Rourke,2021). Without mentioning it, John Adair (1988) included the idea that communication serves as the basis for every circle, which is supported by research from Management Courses (2021). Leadership is a role rather than a theory because it requires an ability or talent to thrive. Additionally, the word "leadership" incorporates both position and ability. This makes leadership a role rather than a concept (London Business Forum,2013), (Management Courses,2021). The most difficult responsibility for a leader is to ensure that his actions are balanced across each area of the task, the team, and the individual. To succeed, the leader must keep the morale of his staff high and ensure that the task at hand is finished on time as a team (Leadership Jetway,2021). For the team and task together, to function effectively, group cohesion must be continuously fostered and maintained. The team operates according to the phrase "united we stand, divided we fall" (Ackah,2019,p 3), which is attributed to the 6th-century B.C. Greek storyteller Aesop (Banzhaf,2021), and implies that a group will be able to tackle obstacles if they approach them as a team, whereas individuals have no chance of success on their own (Banzhaf,2021), (Ackah, 2019,p 3). Leaders use Adair's Action Centred Leadership Model (1988), to accomplish tasks, develop and inspire people, and form teams (Adair,1988). In theory, leaders should strike a balance between these three aspects. In practice, however, this is much simpler to say than it is to do. This is because the typical workplace has a mix of people from a variety of cultural backgrounds, and it may be challenging to accurately absorb the requirements of the tasks at hand. As a result, it is the job of the leader to determine the culture of the organisation as well as its way of operation (MindTools, 2023). People from all over the world stay at DoubleTree, and the company has received awards for the excellent customer service it offers. However, as a little example after research had been conducted, a formal complaint made on TripAdvisor highlighted how useful feedback can be. (Mapneerb, 2019) Channell (2021) was a reliable source of inspiration stating that individuals in any team have both physical and psychological demands, such as a need for a fulfilling work environment and payment. Individual requirements of team members must be met to maintain team cohesion and improve performance (Channell,2021). Craig Poole is both analytical and adaptable, this leader favours actions that demonstrate concern for the individual when it comes to leadership action. Craig Poole wonderfully complements as he has taken on the position of community rehabber in addition to his roles as the president of Reading Hospitality Management and general manager of the DoubleTree by Hilton in Reading, Pennsylvania. A podcast at Hospitality Academy (2023) shows that it is all about the way he treats people and the difference he has made in their lives and the community, not about the awards. He strongly thinks that by improving the environment for the impoverished, their self-esteem would also improve. By clothes them, feeding them, and providing a space where they can eat in peace and be treated like kings, he is taking care of his employees. By contributing to the city's growth into a safe and happy environment for the Reading Community, he brought about change through his employment. It was an irrepressible effort towards success because, as Craig explains in one of the podcasts, "nothing comes for free, and nothing comes easy, it's all about hard teamwork" (Hospitality Academy, 2023) yet he is a visionary with an entrepreneurial spirit who saw the need for change from the beginning and gave his best (Hospitality Academy, 2023).   
In conclusion, the findings demonstrate that there is a significant connection between Craig's management style and his performance at the task, team, and individual levels; hence, the theories discussed above may assist Craig, as well as the managers, learn more about themselves and their co-workers. People are more inclined to continue working towards their objectives if they are rewarded for progress along the way. Although it is challenging to be a successful person, Craig leads by setting an example and inspiring others.











Ackah, D. (2019) ‘Models of Leadership and Teamwork: Adair’s Action-Centred Leadership’, Worldwide Journal of Multi-disciplinary Studies, 1(5), pp.01-06.
Adair, J. (1988) The Action Centred Leader. 2nd revised edn. London: Spiro Press
Banzhaf, R. (2021) ‘Who Said “United We Stand Divided We Fall”?’, YourDictionary, 23 June. Available at: https://examples.yourdictionary.com/articles/who-said-united-we-stand-divided-we-fall.html (Accessed: 17 May 2023).
Bctv.org. (2019) DoubleTree by Hilton 8-12-19. [video]. Available at: https://www.youtube.com/watch?v=VEi35mZaMiw (Accessed: 11 May 2023).
Blake, R. R., & Mouton, J. S. (1964). The managerial grid. Gulf Publishing.
British Library. (2023) John Adair. Available at: https://www.bl.uk/people/john-adair (Accessed: 15 May 2023).
Channell, M. (2021) ‘John Adair’s Action-Centred Leadership: Learn How to Be a Leader, TSW training [blog]. Available at: https://www.tsw.co.uk/blog/leadership-and-management/john-adairs-action-centered-leadership/ (Accessed: 9 May 2023).
Craig Poole (2023) [LinkedIn]. Available at: https://www.linkedin.com/in/crpoole/ (Accessed: 10 May 2023).
E, O.G. (2023) Pareto Principle (The 80-20 Rule): Examples & More. Available at: https://www.simplypsychology.org/pareto-principle.html (Accessed: 12 May 2023).
EPM. (2019) Blake Mouton Managerial Grid Explained. [video]. Available at; https://www.youtube.com/watch?v=o-e8zuDGFe8 (Accessed: 9 May 2023). 
Gov UK. (2023) Benjamin Disraeli, the Earl of Beaconsfield. Available at: https://www.gov.uk/government/history/past-prime-ministers/benjamin-disraeli-the-earl-of-beaconsfield (Accessed: 12 May 2023).
Hospitality Academy. (2023) EP #36 – AHLA’s Hotel GM of the Year, Craig Poole. [podcast]. Available at: https://podcasts.apple.com/us/podcast/ep-36-ahlas-hotel-gm-of-the-year-craig-poole/id1014174996?i=1000388273342 (Accessed: 16 May 2023).
LaVine, R. (2023) Understanding the Pareto Principle (Does 80-20 Really Work?). Available at: https://www.scienceofpeople.com/pareto-principle/ (Accessed: 13 May 2023).
Leadership Jetway. (2021) What IS leadership? | John Adair | Action Centred Leadership. [video]. Available at: https://www.youtube.com/watch?v=zEsvROUL1iI (Accessed: 16 May 2023).
Lindberg, C. (2022) Managerial Grid Explained by a CEO, examples, pros/cons. Available at: https://www.leadershipahoy.com/blake-and-moutons-managerial-grid-explained-by-a-ceo-examples-pros-cons/#:~:text=Disadvantages%20of%20Blake%20and%20Mouton%E2%80%99s%20Managerial%20Grid%20List,can%20and%20should%20switch%20between%20the%20different%20styles (Accessed: 15 May 2023).
London Business Forum. (2013) John Adair - How to be Great Leader. [video]. Available at: https://www.youtube.com/watch?v=w_9NkApoAqY (Accessed: 16 May 2023).
Management Courses. (2021) Team Leadership: What is John Adair's Action Centred Leadership? [video]. Available at: https://www.youtube.com/watch?v=uVmjr1Jp4YA (Accessed: 16 May 2023).
Mapneerb. (2019) It only takes one negative employee to visit an awesome stay! Available at: https://www.tripadvisor.co.uk/ShowUserReviews-g53518-d8541457-r730787613-DoubleTree_by_Hilton_Reading-Reading_Pennsylvania.html (Accessed: 17 May 2023).
Mary Kay. (2023) The Golden Rule. Available at: https://www.marykay.com/en-us/about-mary-kay/2020-04-corporate-careers/2020-04-our-values (Accessed:11 May 2023.
McGrath, J. and Bates, B. (2017) The Little Book of Big Management Theories. 2nd edn. Harlow: Pearson.
Milne, A.G. (2021) ‘Craig Poole, GM of the Year, shares a case study of Hospitality Leadership, Culture, and Profit.’, Adele Gutman [blog]. 2 July. Available at: https://www.adelegutman.com/post/craig-poole-hotel-leadership-culture (Accessed: 10 May 2023).
MindTools. (2023) Theory X and Theory Y. Available at: https://www.mindtools.com/adi3nc1/theory-x-and-theory-y (Accessed:11 May 2023).
MindTools. (2023) Action Centred Leadership. Available at: https://www.mindtools.com/aghzl5f/action-centered-leadership (Accessed: 17 May 2023).
Novo. (2015) Loving a City Back to Life: A Visit with Craig Poole. [video]. Available at: https://www.youtube.com/watch?v=qRfae5EviHI (Accessed: 11 May 2023).
O’Rourke, A. (2021) Action Centred Leadership: Key Points You Need to Know. Available at: https://www.makingbusinessmatter.co.uk/action-centred-leadership/ (Accessed: 15 May 2023).
Reckmann, N. (2023) 4 Ways to Implement Peter Drucker’s Theory of Management. Available at: https://www.businessnewsdaily.com/10634-peter-drucker-management-theory.html (Accessed: 13 May 2023).

