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This essay will describe and analyse the leadership and management styles of Craig Poole, the manager of Doubletree by Hilton, an American hotel located in Reading, Pennsylvania. The analyse will start from two perspectives: the Blake and Mouton Managerial Grid and Adair's model of Action Centred Leadership to understand not only the styles but also the essential function of his leadership management. This document will focus on a case study, a short film called "Follow Me and I Will Be Behind You" rewarded by the Reading International Film Festival as a "Made in Reading" contest winner, indicating Craig Poole's personality as a manager and leader. Craig Poole spent 50 years in hospitality, ascending from frontline to management and senior leadership. As a manager, Craig has won several hospitality honours: the Hilton CEO Light and Warmth Award and the 2017 AHLA Hotel GM of the Year Award for Small Scale Properties (Pannozzo, 2017), and according to his LinkedIn profile, the 2019 Hilton Legacy Award for Top Performance of a Concentrated Portfolio Hotel.
Management is a process for achieving proposed objectives (things are done) effectively and efficiently, with and through people (Robbins et al., 2022). According to Kumar and Jain (2013), management must involve leadership. Managers plan, organise, and coordinate. Leaders encourage and inspire. They differ; however, they must be related and complementary and separating them will likely generate further issues. In these terms seems reasonable to assume that Craig Poole is not just a good manager, from the perspective of achievements but also a leader who encourages and inspires the people; according to the case study, one of the team members, Diaz, L. elaborates how Craig inspired him to look at hospitality differently; positively.
Organisations meant to persist will continuously adapt, and the evolving sector requires a leadership style that grows the organisation and keeps people happy and engaged (Mishra, 2022). Thus, leadership must adapt and make behavioural and attitudinal adjustments to succeed in dynamic times. Fifty years of experience in the field and the constant recognition over time of his merits make Craig Poole the kind of leader who can adapt to the inherent changes in organisational behaviour.
The importance of a good manager, a leader who encourages and inspires the team, is evident in the success of a business. Douglas McGregor, famous for his Theory X and Theory Y, which compared organisational human natures,  noted that leaders' management approaches substantially impact the organisation (Mishra, 2022). According to McGrath and Bates (2017), McGregor thinks every manager's actions are shaped by their perception of human nature. Theory X managers use intensive monitoring, rigid regulations, and threats of punishment to maintain control. Theory Y managers encourage work and provide praise regularly. In terms of leading people, Blake and Mouton's Leadership Grid, elaborated by Robert Blake and Jane Mouton in the 1960s, classify leadership styles based on two dimensions: concern for people and concern for production (McGrath and Bates, 2017). So, they identified five main leadership styles: country club management prioritising people above productivity, team management valuing both people and productivity, impoverished management showing little care for people and productivity, authority-compliance prioritising production above individuals and middle-of-the-road management balancing people and productivity (mindtools.com, 2022).
Bad management eventually compromises the business, as happened with the hotel in Reading, where even rebranding from Sheraton to Crowne Plaza had yet to help to solve the existing problems. The fact that Craig Poole, known to have a history of mending hotels (Gannon, 2007), managed to get that hotel right, as stated in the case study video, cannot be a coincidence but attests to the fact that the managerial style of Craig Poole is a Team Management type with a focus on both people and production. As he describes in the same video, the community excited him. It determined the decision to take over the manager position of a hotel manager in a drift in a city deeply affected by a precarious economic situation and with a high crime rate. Hence, his attention to people is one of his drives and motivated him to do something for "people that have been forgotten", as he called Reading's people, so it is reasonable to consider this kind of attention has a place also in his professional activity. For the city, the importance of opening a brand new hotel, Doubletree by Hilton, was immense and opening both economically and from the community's perspective. As Craig Poole states in a podcast on Adele Gutman's website, Reputation Marketing Success for Hospitality and Every Service Industry, there were over 16,000 applications for the jobs, and the little over 200 chosen were not based on experience and expertise but those with "joy of the hospitality in their hearts" (Gutman, 2015). The purpose of building the new hotel, as Craig says, was not to make money, the money came from a job well done, but the purpose was to change the city for the better, "to prove that you could do it through good leadership". These statements make Craig Poole fit Drucker's theory, which considers that every business should attract and keep consumers, as he understood that companies make money by attracting and retaining customers (McGrath and Bates, 2017). He did not talk about profit maximisation. Also, Drucker highlighted managers' social responsibilities since the 1970s. Craig's attention to people results in the second chance given to some ex-convicts to join his team, proof of the fact that in his business philosophy, one of the principles is "people first, profit second" (Nixon, 2020).
According to his LinkedIn profile, another principle that is the basis of Craig Poole's philosophy in business, inspired by the activity of another great leader, Walt Disney, is, "Whatever you do, do it well. Do it so well that when people see you do it they will want to come back and see you do it again and they will want to bring others to show them how well you do what you do." Craig understood that it is essential to do things well. However, equally, he knew how to prioritise what was important, focusing on allocating the same resources as those before him to make his results remarkable. All his activity for 50 years, the recognition of his professionalism through the awards obtained, the successes obtained in Reading, both by revaluing the Crown Plaza hotel (from 178th place to seventh place, as shown in the case study video) and by managing the new Doubletree hotel by Hilton come to prove that Craig Poole is the kind of manager who perfectly fits the Pareto Rule, according to which a good manager focuses on the 20% that matter and that produce 80% of his results (Ronen and Pass, 2008).
The world changed economically and socially in the last decades, and according to Adair (2011), leadership concepts have evolved as modern people are more eloquent and educated. So, Adair developed an Action Centred Leadership (ACL) model, which defines the leader's responsibilities towards the Task, the Team and the Individual as its three core elements (Adair, 2006). From Adair's perspective of the levels of leadership (Chartered Management Institute, 2015), Craig Poole is an operational leader but could be seen kind of a strategic leader since he designed his vision and strategy in the management of the hotel as a starting point in creating a positive impact on the community.
In the hospitality sector, as in any other sector, customer satisfaction gives the business success. In the case of a hotel, this satisfaction comes as a result of a pleasant experience, where attention to detail makes the difference. So, each detail is a task in itself, and some can be solved individually. However, for others, the team effort is necessary so that the client's finality, winning and loyalty result from a collective effort. In these terms, Craig Poole's responsibilities toward the tasks as a leader are emphasised in Hospitality Daily Podcast: Getting Started - Craig Poole, Reading Hospitality on Apple Podcast, where he was described as the manager who exceeds all key performance indicators, from customer satisfaction to revenue targets (podcasts.apple.com, 2023). So, he can guide his team strategically, showing them the team's vision, objectives, purpose, and direction (Channell, 2021) in their actions and tasks. Building and maintaining the team as a leader requires strong communication, teamwork, dispute resolution, and team spirit, a "quality of the combination of love and steel", as John Aidar said at London Business Forum (2013). As for Craig Poole, as described by those who work with him, his approach to the team is friendly and professional at the same time, with particular attention to the problems of each individual; he is friendly in an informal setting, hugging employees when they are introduced (love) and professional in a formal setting as it now appears from his first appearance at the Crown Plaza hotel in Reading when following the analysis made for the maintenance department and the disastrous situation of the conditions from the hotel decided to dismiss the entire department (steel). Maybe Craig's approach to employees may seem overfriendly, but, as Morgan M., catering sales manager, said in the case study video, talking about the staff's approach to customers (just as overfriendly for some of them) that is how they are, nothing fake, really interested in making someone feel welcomed and valued. In the same video material, the mayor of Reading says that Craig sees the people for who they are and offers them every opportunity to grow. Thus people with Autism, Asperger, and Down syndrome are treated equally as in a family in the team built by Craig Poole, as well as ex-convict persons who received a new chance to reintegrate socially, the same friendly approach and the same trust in the value of each person, the same concern for the specific problems of each individual. Craig Poole says that he is naturally a diverse and inclusive person without needing a statement for this, which makes him even less formal in his direct and personal relations with the hotel employees. Through his actions to encourage staff education (financial literacy course) to promote and develop their professional and direct involvement in charitable actions for the benefit of the community, Craig demonstrates that developing each team member's conduct to building and maintaining the team. Finally, the result is achieving the organisation's tasks and goals.
Indeed, any goal, regardless of its nature, can be achieved only with motivation. According to Aidar (2006), 50% of inspiration comes from inside a person, and their surroundings, particularly the leadership they experience, contribute to their motivation by another 50%. So, in the case of Craig Poole's team, as it was built from the beginning, those who had hospitality in their hearts were chosen. The friendly and professional environment created around them, Craig's attention to each team member and their problems, and the intelligent way to encourage them in their personal and professional development led to the performance of having a team made up of 100% motivated people. As Craig himself said in Adela Gutman's podcast regarding the mutual relationship between him and his team, in terms of motivation, "Follow me, and I will be behind you" is a concept meant to make both parties responsible; "follow me", is an exhortation that will make Craig as a leader strive not to make mistakes, and by his example to lead his team to achieve the proposed goals, thus having the satisfaction of a job well done, "and I will be behind you", meaning that the leader is there for the team at every moment ready to help, inspire and encourage (Gutman, 2015).
To summarise, this essay examined Craig Poole's as a manager and leader, trying to understand and explain his style from the perspective of management theories and the action-centred leadership model developed by John Aidar. It is noted from the analysis of Craig's actions as a manager and leader that not only one theory can be applied to him, but that probably in the case of any successful manager and leader, there is a mixture of applied concepts, in which native qualities but also developed during the 50 years of experience make him an example to follow, a source of inspiration for anyone who aspires to such a position (manager) and, to the same extent, to such a role (leader). The successes achieved in the activity of a manager recommend him as an outstanding manager, but also as a leader who knows not only how to manage a business but also how to lead his team towards the proposed goals, to encourage and inspire them.
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