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Craig Poole is the General Manager of Doubletree by Hilton, Reading Pennsylvania. He can be described as a visionary leader who is selfless, genuine, and friendly to everyone according to the documentary below. His leadership style can be described based on function personality or behaviour, or the ability to achieve effective performance from others, using Blake and Mouton's managerial orientation grid, which explain the principles of a leadership such as participation, open communication, trust, respect, involvement, and commitment. Craig Poole could meet the criteria of Blake and Moutons management grid, but studies have not yielded consistent results, by evaluating his leadership traits and style comparing Blake and Moutons managerial theory, McGregor X and Y theory and Adair’s team management theory, on what extent is Craig can be used as a good leader. 
Craig Poole is the General Manager of Doubletree by Hilton, Reading Pennsylvania according to the documentary released by HospitalityMd channel (Follow Me and I Will Be Behind You FULL DOCUMENTARY - YouTube. 2023). The documentary describes Craig Poole as a visionary leader, his philosophy about the hospitality can be described as selfless, genuine, and friendly to everyone, introducing the culture of hospitality to the city would change many people’s lives, a community driven culture by giving people second chances to change their life. Trusting and respecting all employees the employees respect him and are grateful to Craig. His is a visionary and people following his leadership while he would stand behind them, visions are projections of one's beliefs and assumptions and a theme is an orientating principle to organise an entire movement (Kouzes, J.M. and Posner, B.Z. (2017). Craig Poole leaderships can be described based on function personality or behaviour, or the ability to achieve effective performance from others, it is a “relationship through which one person influences the behaviour or actions of other people” (Mullins L.J. and Dosser P. 2013). According to Febres (2017) the employees job satisfaction and happiness increased job productivity significantly related to effective management leadership style. Based on the given documentary information according to Mullins (2019) the qualities of leader meet the characteristics of personality traits such as focusing attention on the  person on the job, rather than the job itself, belief that there are different approaches to all situations with more than one style of leadership, creating motivation and commitment, with  higher values, vision for the organisation and community, empowering people with trust and respect like Craig Poole did.
Cho., and Choi, (2018) mentioned Blake and Mouton’s managerial grid in their leadership study case. It describes the “two types of concern which is for production and the people’ s interaction and effect on managerial style,” according to the observations the Blake and Moutons theoretical managerial grid have been used by many researchers to evaluate leadership types in different organisations. Blake, R. and Mouton, J. (1981) nine to nine managerial orientation grid explains the principles of a leadership such as the participation, the open communication, trust, respect, involvement and commitment, goals and objectives with mutual support and effective interaction between an employer and employee. This grid can be applied to Craig Poole, he meets all the characteristics that are described in Blake and Moutons management grid, having a good character, humanity with people, people focused. However, studies have not yielded consistent results, and behavioural theory is limited by theory building and orientation (Harrison, C. 2018). According to Blake and Mouton (1981) by validating the principles of leadership terms the organisation can achieve productivity, a good example can be CP when managing the hotel. According to Roy (2019) there can be external environmental factors that could affect the performance of a subordinate within the given organisation, such as outside work life satisfaction or work-life balance, those factors could affect the job performance, in the study case above Craig made sure that his staffing have all the support they need and by inviting them as a family into the hotel to make them feel as a group and cared.
Research (Humphrey, 2014) suggested that task leadership may improve job performance and satisfaction, because of those people who prefer to be in an organised, efficient, coordinated environment with clear instructions or procedures. 
Craig Poole can be put on a grid nine point nine for team management style. In related to documentary, he reached the leadership position by giving the people trust, respect and empowerment, all this led to a successful business, by demonstrating both concern for people and productivity, by motivating employees introducing a culture of care and engaging the community as a team (Bloom, D. 2021).  According to Mullins (2013) leaders are inspirational and have interpersonal behaviour of characteristic and has the influence of change people's attitude on a long term, with personal attitude towards goal and empathy towards people, example can be observed when CP hired persons with criminal record, making them to trust him (Biech.2008. Pg.292.). Mullins (2013) mentions many types of leadership behaviour such as Blake and Moutons leadership theory grid, which on the task function represents concern for productivity and on maintenance functions stand for concern for people. 
The McGregor's X, Y theory stand for assumptions about people and work as for task function stand for production centred while the maintenance function is the employee-centred supervision (McGregor, D. and Cutcher-Gershenfeld, J. 2006). Humphrey (2014) study case of the Theory X and Theory Y orientations assume that leaders with positive views about subordinate get better results in production than opposite with those with negative views, Craig seen the positive side of his employees. Compared Blake and Mouton’s leadership grid with McGregor X and Y Theory, the most effective leadership style would be the team management style for the hotel to achieve fabulous changes with its team as Craig Poole a leader, while implementing his qualities and knowledge into his work. Even though good leaders must have a high concern for both productivity and people, it may be appropriate for leaders to engage in a variety of behaviours as they address various issues in their surroundings according to Roy (2019). Therefore, depending on the issue or situation, it is appropriate for leaders to adopt different approaches at various times, a leader should use less guidance and more supporting behaviour when working with subordinates who are emotionally mature and capable of taking responsibility for themselves, for instance, In this case, the leader “delegates” the duty of organising, planning, and supervising their actions while takes on a supporting role, offering social and emotional assistance only as needed (Hersey, and Blanchard, K. 1982). 
Adair's theory traits about leadership are the enthusiasm which get things done, confidence, toughness, integrity, warmth, humility. According to Armstrong (2012) the leadership qualities and behaviour approach do not represent the ideal style of leadership when the leader concern is the people, or to get the job done, a leader can accentuate on both only on some form of degree. However, Armstrong (2012) question the problems with leadership theories, while concept is problematic, there are many types of situations in which leaders handle and multiple types of styles they can adapt. John Adair’s model of leadership consist in the individual needs, task needs and group maintenance needs. This model indicates that all needs are linked to each other, for it to work all needs need to be satisfied, when leaders ignore one or two, such as individual needs, or group needs, can lead to failure in leadership, and productivity, thus a balance is required to be maintained on demand of the situations (Adair 2018).
Adair (2018) introducing his three circles-models which consist of the group personality and group needs, sharing a common need while achieving the common task, individuals need to be hold on to each other as a group. While the task refers to the group as one in which individuals cannot do alone, but only together as a group, within a specified period to be completed. In this case the achieved goal can be observed as success, happiness, within the group, seen example of happiness within the documentary, showing peoples care and love. However, when the given social group do not have a common goal or commitment to achieve the same goal, frustration, anxiety may appear for failure to do so a new leader may be selected. The team maintenance should share the unity feeling, a good relationship, friendship which should be familiar within the group. Perhaps when an individual brings its own need into a specific group the need of recognition and feeling of belonging in the group while doing something valuable should appear. According to Adair (2018) the maintenance circle interacting with each other and on some degree, there may be a feeling of fear or anger between the circles, a leader should all the time be aware of what is happening in the group in terms of the three circles. 
If task maintenance fails, it would affect the satisfaction of individual needs while the unity of the team and harmony missing effecting the job performance on an individual, and when the individual feel unhappy or frustrated the common task and the life of the team would be influenced. Adair (2018) describes leadership theory that “embrace more than just a functional approach.” In terms of quality approach Craig Poole can be described as an enthusiastic person, with integrity, tough and demanding but fair, warmth with humanity, including the humility. Adair (2018) describes the Action Centred Leadership to be applicable for all levels of leadership, though it has proved that people differ in their “natural potential for leadership” can be learned and practiced. As the situation requires leaders can adapt the Situational Approach when they have the knowledge and technical competence in the known area, same as Craig he had experience and the knowledge to rebuild a hotel. When exercising the Functional Approach is to act. 
Adair defined leadership in the following: 
A leader is the sort of person with the appropriate qualities and knowledge –which is more than technical or professional-who is to enable a team to achieve its task and to hold it together as a working unity, and this is done not by the leader alone but by eliciting the contribution and willing cooperation of all involved. (Adair, 2018, pg. 88.)
Conforming to Adair’s theory Craig Poole task maintenance is to rebuild the DoubleTree hotel while completing the task to build a community and a team within the hotel. While in group maintenance he does keep everyone happy and assigning work accordingly to everyone's ability, in terms of individual maintenance he does have personal knowledge of the members of the team, and he did change their life into a better one. “By being compassionate and loving, leaders act as conduits for growth” said Storey (2011, pg. 75.). 
The attitude centred approach involves changing attitudes and values with persuasive appeals, training programs, team-building activities (Biech. 2008), or a culture change program. Cross cultural research on leadership is important due to the increasing globalisation of organisations, and the need to understand diverse cultures, it requires researchers to consider a broad range of variables and processes, which can provide new insights and improve leadership theories. It also poses unique methodological challenges that may result in improved procedures for data collection and analysis. Contingency theory emerged due to the inability of researchers to identify universal behaviours associated with effective leadership, as well as knowledge of the impact of situation and context in leadership (Yukl, G.A. and Gardner, W.L. 2020). The attempt to identify Craigs characteristics or behaviour of a good leader regardless of the situation which had impact on people and organisation performance can be observed (Arnold. 2005). 
By explaining all the different theories and activities, looking at available theories of style that leaders adapt can after concluding what makes Craig Poole a good leader. Compared the theories above the personality characteristics apply to Craig Poole in Blake and Moutons managerial grid, but also can be traced to Adair’s Action Centred Leadership theory. He has the traits that each theory describes and can exercise his leadership style in various situations. The probability that he exercises Adair's ACL theory is more likely because of the concern for the group needs.



 Reference:
 Adair. (2018). Lessons in leadership: the 20 key concepts. Bloomsbury Business.
  Arnold, J. (2005) Work psychology: understanding human behaviour in the workplace. 4th ed. Harlow: Prentice Hall.
  Armstrong, M. (2012) Armstrong’s handbook of management and leadership developing effective people skills for better leadership and management. 3rd ed. London: Kogan Page. 
  Benuyenah. (2021). Theorising an organisational citizenship behaviour model for managerial decision-making: from history to contemporary application. Management Research Review, 44(8), 1182–1198. https://doi.org/10.1108/MRR-07-2020-0422 
  Biech, E. (2008) The Pfeiffer book of successful team-building tools best of the annuals. 2nd ed. San Francisco, CA: Pfeiffer.
  Blake, R. and Mouton, J. (1981) ‘Management by Grid® Principles or Situationalism: Which?’, Group & organization studies, 6(4), pp. 439–455. Available at: https://doi.org/10.1177/105960118100600404. 
  Bloom, D. (2021) Employee empowerment: the prime component of sustainable change management. New York, NY: Routledge.
Cai, Fink, E. L., & Walker, C. B. (2021). Robert R. Blake, With Recognition of Jane S. Mouton. Negotiation and Conflict Management Research. https://doi.org/10.1111/ncmr.12151 
  Cho, K.W., Yi, S.H. and Choi, S.O. (2018) ‘Does Blake and Mouton’s managerial grid work? The relationship between leadership type and organization performance in South Korea,’ International review of public administration, 23(2), pp. 103–118. Available at: https://doi.org/10.1080/12294659.2018.1471029. 
FEBRES, G.E., 2017. Relationship between the Transactional Leadership Styles, the Transformational Leadership Style and Subordinates' Job Satisfaction, Northcentral University. 
Follow Me and I Will Be Behind You FULL DOCUMENTARY - YouTube. (Accessed: 2023.) 
  Harrison, C. (2018) Leadership Theory and Research a Critical Approach to New and Existing Paradigms. Cham: Springer International Publishing. Available at: https://doi.org/10.1007/978-3-319-68672-1. 
 Hersey, & Blanchard, K. (1982). Grid® Principles and Situationalism: Both! A Response to Blake and Mouton. Group & Organization Studies, 7(2), 207–210. https://doi.org/10.1177/105960118200700207 
  Humphrey, R.H. (2014) Effective leadership: theory, cases, and applications. Los Angeles: SAGE. 
  Kouzes, J.M. and Posner, B.Z. (2017) The leadership challenge: how to make extraordinary things happen in organizations. Sixth edition. Hoboken, New Jersey: The Leadership Challenge, a Wiley brand. 
  McGregor, D. and Cutcher-Gershenfeld, J. (2006) The human side of enterprise. Annotated ed. New York: McGraw-Hill. 
Mullins, L.J. (2019) Organisational behaviour in the workplace. Twelfth edition. Harlow, United Kingdom: Pearson Education Limited. 
  Mullins, L.J. and Dossor, P. (2013) Hospitality management and organisational behaviour. Fifth edition. Harlow: Pearson. 
  Roy. (2019). Managerial grid in macroeconomic perspective: An empirical study (2008-2017). Journal of Transnational Management, 24(3), 165–184. https://doi.org/10.1080/15475778.2019.1632636 
  Storey, J. (2011) Leadership in organisations: current issues and key trends. 2nd ed. New York, N.Y: Routledge. Available at: https://doi.org/10.4324/9780203845394. 
  Yukl, G.A. and Gardner, W.L. (2020) Leadership in organizations. Ninth edition. Harlow: Pearson Education Limited. 










