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Leadership is an essential aspect of organizational performance, and effective leadership is critical for achieving the goals and objectives of any organisation. We will use the Blake and Mouton Managerial Grid and Adair's model of Action Centred Leadership to evaluate the leadership style of Craig Poole, the General Manager of Doubletree by Hilton in Reading, Pennsylvania. We will assess his effectiveness in achieving the task, building, and maintaining the team, and developing individuals.
With a career spanning nearly five decades, Craig Poole has dedicated himself to the hospitality industry, starting from the frontline and progressing through diverse management and senior leadership positions. Craig's expertise in hospitality leadership is unparalleled, evidenced by the numerous accolades his hotels have received. Presently, he holds the position of General Manager at the esteemed DoubleTree by Hilton in Reading, PA (Pannozzo, 2017). 
The Blake and Mouton Managerial Grid (Blake and Mouton, 1964) is a tool for evaluating leadership style based on the degree of emphasis placed on two key dimensions: concern for people and concern for production. A leader's position on the grid is determined by their scores on these two dimensions. The grid consists of a 9-point scale, with scores ranging from 1,1 (low concern for people and low concern for production) to 9,9 (high concern for both people and production).
According to Belasco and Stead (1999), the primary and lasting advantage that an organization possesses is its people. Consequently, the development of human capital plays a growingly vital role in the economic prosperity of the organization. We can see in interviews with his employees, Craig Poole is known for his hands-on approach and willingness to pitch in wherever needed. As stated by Alex Colon, (Executive Housekeeper), he said that he has seen Craig Poole do the dishes, sever food and even seen him cook. According to DeRue and Ashford (2010), effective leadership emerges through a reciprocal process between leaders and followers, where acts of leading are met with acts of following. He is also described as being approachable by Madison Artres (Social Catering Sales Manager), who was given a hug by him on their first contact and then asked her if there was anything he could do for her. Engaging in one-on-one interactions fosters the development of working relationships built on transparency and comprehension, as highlighted by Mullins, Laurie, and McLean (2019). In the documentary, Craig Pool recalls the time he saw one of his staff had a hole in his shoe, so he gave him seventy dollars to go buy a new pair, showing support of his staff. Craig Pool also encourages open communication, we see such an example in the documentary when he recalls talking to Luther Ryales (PM Security Manager), about his past prison incarceration.
In terms of production, Kyle Allison (Film Director) says in the documentary that Craig Pool and his team have taken this failing hotel from being 178 on the brand list to being number 7. While leadership serves as the overarching responsibility of the organization's head, it is crucial for the leader to manage results and empower others within the team effectively (Curtis, 2002). The hotel also has consistently high customer ratings (Tripadvisor, 2023). This shows that Craig Poole has a concern for production.
Based on this evaluation, Craig Poole can be seen to place a high degree of emphasis on concern for people, which would place him in the upper right quadrant of the grid (9,9). Excessive employee turnover can gradually erode the culture within a hotel. A robust culture, on the other hand, has the potential to cultivate trust, loyalty, and commitment among employees, leading to improved performance and minimized risks (Hoisington, 2023). Overall, it seems that Craig Poole's leadership style is consistent with a "team management" approach, which is characterized by high concern for people and concern for production. According to the Blake and Mouton Managerial Grid, this is the most effective leadership style, as it results in high levels of job satisfaction, productivity, and organizational commitment among employees.
However, it is important to note that the Blake and Mouton Grid has faced criticism from various sources. Critics argue that the Blake and Mouton Grid oversimplifies the complexities of leadership by reducing it to a two-dimensional model. This criticism is supported by researchers such as Yukl (2012) and Northouse (2018), who emphasize the multifaceted nature of leadership and the dynamic interactions between leaders and followers. The Grid primarily focuses on concern for production and concern for people as the only two dimensions to evaluate leadership behaviour. This narrow focus overlooks other crucial aspects of leadership, including strategic thinking, emotional intelligence, adaptability, and the ability to foster innovation. Researchers such as Bass and Riggio (2006) argue for a more comprehensive approach to leadership that encompasses these additional dimensions. The Blake and Mouton Grid does not adequately consider situational or contextual factors that may influence leadership effectiveness. It assumes that a particular leadership style is universally applicable in all situations, which neglects the need for flexibility and adaptation. Hersey and Blanchard's Situational Leadership Theory (Hersey & Blanchard, 1969) highlights the importance of considering the match between leadership style and situational demands. The Grid implicitly assigns higher value to a balanced leadership style (9,9) that equally emphasizes concern for people and production. However, this value judgment may not align with the specific needs and goals of different organizations or situations. Grint (2010) argues that leadership effectiveness should be evaluated based on contextual appropriateness rather than predetermined ideals. The model's validity and reliability have been questioned, and alternative leadership models that consider a broader range of factors have gained more empirical support. For instance, the transformational leadership model proposed by Bass and Avolio (1994) has extensive empirical research supporting its effectiveness. As such, while Craig Poole's leadership style may be effective for his organisation and team, it may not be the best fit for all situations.
While the Blake and Mouton Grid provides a framework for understanding leadership styles, it is important to consider these criticisms and look at another model that looks to evaluate managerial skills, such as ACL. Adair's model of Action Centred Leadership (ACL) is a framework that identifies three key functions of managerial leadership: achieving the task, building, and maintaining the team, and developing individuals. Effective leadership, according to Adair, involves balancing these three functions and ensuring that they are aligned with the goals and objectives of the organization (Adair, 2006). The significance of management in the triumph of a hospitality organization cannot be overstated. At the corporate level, top management bears the responsibility of shaping the overall direction of the organization and ensuring its survival, growth, and profitability, as noted by Mullins, Laurie, and Dossor (2013).
Craig Poole appears to be highly effective in achieving the task at Doubletree by Hilton. The hotel has consistently received high ratings from customers (Kayak, 2023), indicating that Craig Poole is able to ensure that the hotel is meeting its goals and objectives in terms of customer satisfaction, revenue generation, and overall performance. Corinna Evanish (Director of Catering) mentions in the documentary that he took a trainwreck and turned it into the place to be. Dan Hoch (Director of Food and Beverages) recalls a time when Craig Pool greeted elderly customers who came with a minibus by wearing a costume with his employee to give the customer a unique experience. The organizational climate plays a crucial role in influencing both the productivity and well-being of employees, as stated by Gary (2007). The quality and quantity of work accomplished are greatly influenced by the prevailing climate within the organization. The Hilton hotel brand’s objectives are to deliver an exceptional experience to their guest (Hilton, 2023). Luis Diaz (Assistant Chief Engineer), recalls the times the hotel has helped outside like feeding the homeless, helping kids cross a street and giving vaccines to dogs amongst other things. This shows that the Hotel is integrating with the community and becoming one with its neighbours. This aspect is part of the hotel’s CSR mission to help the community. 
 He is described as hands-on and involved in all aspects of the hotel's operations, which suggests that he can identify and address issues that may arise in the course of achieving the task. Frank Heffernan (Chief Engineer) recalls a phone call with Craig Pool, informing him that he fired the whole maintenance crew because they made the swimming pool water boiling hot. This suggests that he does not like incompetence which could affect customer health and safety as well as the reputation of the hotel should an injury occur. Based on interviews with his employees in the documentary, there was a core group of people at his previous hotel who followed him to the Hilton Doubletree. It appears that Craig Poole is highly effective in building and maintaining a team.
His employees describe him as being approachable and supportive, and he encourages open communication and collaboration among his staff. We see in the documentary that he is willing to hire people with disability or criminal histories, he does not give them menial jobs and gives employees the opportunity to grow. It is essential to pay attention to the emotions of employees and implement suitable systems for motivation and reward that can impact job satisfaction. This holds particular significance in labour-intensive service sectors like the hospitality industry, as emphasized by Mullins (1985). The documentary also shows us that they have a care closet with donations of clothing and toiletries from staff and members of the public. Any staff member is free to take what they need from there, also anyone in the neighbourhood is free to take them too. This suggests that he can create a positive work environment in which employees feel valued and supported, which is crucial for building and maintaining a strong team. In the documentary we can clearly see Craig Poole is shown to be a Transformational leader, he has loyalty, respect and engender trust among his employees (Barbuto, 2005). Effective leaders can identify the strengths and weaknesses of their employees and provide opportunities for them to develop their skills and capabilities. 
Overall, it appears that Craig Poole is an effective leader based on Adair's model of Action Centred Leadership. He can achieve the task, build, and maintain the team, and also develop individuals. This is supported by the consistently high ratings received by the hotel, as well as the positive feedback provided by his employees in the documentary.
However, it is important to note that no leadership model is immune to scrutiny or potential limitations. Critics may argue that the ACL model oversimplifies the complexities of leadership by reducing it to three core elements, overlooking other critical factors or dynamics.  The ACL model may not explicitly address the importance of adapting leadership behaviours to different situations or contexts. We also need to bear in mind that The ACL model and the Managerial Grid have omitted external pressure that faces managers. Organizations have a dependent relationship with their surroundings and leaders aim to adjust their organizations both within and in relation to the outside world to take advantage of opportunities and avoid environmental threats (Olsen, 2004).
In conclusion, the analysis of Craig Poole's leadership style based on the Blake and Mouton Managerial Grid and Adair's model of Action Centred Leadership suggests that he is an effective leader who is able to achieve the task, build and maintain a strong team, and likely also develop individuals. Poole's hands-on approach and his ability to create a positive work environment where employees feel valued and supported are important factors that contribute to his success as a leader. These findings are relevant because they demonstrate that effective leadership involves balancing different functions and aligning them with the goals and objectives of the organization. Leaders who are able to achieve this balance are more likely to be successful in achieving organizational performance, as well as higher levels of employee satisfaction and productivity. Overall, Craig Poole's leadership style is an example of effective leadership that can serve as a model for other organizations looking to improve their leadership practices. The Blake and Mouton Managerial Grid and Adair's model of Action Centred Leadership provide useful frameworks for understanding and evaluating different leadership styles and their impact on organizational performance. However, these models have their limitations since they only look at specific aspects of leadership and fail to look into the external and environmental factors that are placed on the managers.
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