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The hospitality industry is a prominent sector in terms of economic contribution and growth because it offers jobs, an attractive outlook to the cities its players operate in, and a place where people are treated like family if the management is done right. The case is similar for Craig Poole, who is the general manager at Doubletree Hotel by Hilton in Reading, Pennsylvania, and portrays an exemplary leadership style. He first entered Reading when he was summoned for his skills for Crowne Plaza. Later, its leader made plans to build Doubletree Hilton, a 4-star hotel, and hired Poole as the general manager. Since then, his exceptional leadership and management persona have inspired thousands, employees and guests alike. Hence, this essay aims to break Poole down as a manager or leader in the hospitality industry by evaluating him with the help of theoretical models, namely Blake and Mouton's Managerial Grid and the model of Action-Centered Leadership.
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The first model that can shed light on the management style of Craig Poole is the Blake and Mouton Managerial Grid. First proposed by Robert Blake and Jane Mouton in the 1960s to explain the leadership styles that managers typically displayed during work, the model consists of several types of management (Roy, 2019). The model is based upon two views that every manager should hold valuable; the concern for people, which refers to the extent the leader or manager acknowledges their employees and their needs for development, and the concern for results, which means the extent the leader or manager cares about task accomplishment or the fulfilment of goals for organisational efficiency (Cai et al., 2019). According to this model, every manager falls somewhere on the grid, and this detail helps explain the kind of style he portrays. To be more specific, the grid contains four management styles; country club, impoverished, authoritarian, and team leader. The levels of concern for people and tasks showcase the point in the grid in which the manager at hand lies. 
Therefore, this tactic can be applied to Craig Poole to see what his management style can be worded into. After evaluating his views on what the workplace should be like, how he treats his employees, and what he has achieved while working in a leadership position at Doubletree, Poole undoubtedly falls in the Team Leader section in this managerial grid. As per the model’s standards, the Team Leader is the best kind of manager because he cares about the people and the results both, which is why he has a high score on both relationships and tasks (Cho et al., 2018). More specifically, the team leader is the kind of manager who sets an example and leads by it, so his subordinates can find themselves feeling inspired and wanting to follow his footsteps. If a leader manages to create such a feeling in his employees, it means his style is exceptional and is bound to create a positive team and work environment where everyone is productive and inclined to complete the tasks assigned to them with their utmost potential (Cai et al., 2019). Moreover, a team leader encourages the team to work with their skills and strengthen the relationship with their peers and the leader himself, which results in a collaborative effort and a sense of community and belonging. 
Hence, Craig Poole perfectly falls into this kind of management style, but before making such a claim, it is important to dissect his leadership stance to justify this grid positioning. For starters, Poole believes that hospitality is the core of handling a hotel because it receives guests, and these guests should be treated with exactly the expectations they entered the hotel with. No matter how commercially significant it is, a hotel is a temporary home for an individual staying in a city for a short period of time (Ariffin et al., 2018). A home is a place where people automatically feel welcomed and can unwind and relax without worrying about anything, and since hotels are their temporary abodes, they expect the same kind of feeling to grace them. Consequently, Poole thinks that such feelings have to be granted to a hotel’s guests because the experience matters, and it is not just because of achieving positive results, but it is also because hospitality is what a hotel should stand for, which is why Doubletree under his management fosters a warm environment where every guest, regardless of their background or nature, is welcomed heartily and made to feel right at home. 
In addition to this, Poole also thinks that such an environment cannot emerge magically and is instead the end product of employee performance, which is why catering to workers’ needs is as important as being hospitable to guests. It is not a hidden fact that employees directly affect a company's success, which they do through their performance, and the better this performance is, the more successful the company in question will be (Zacharias et al., 2021). Craig Poole is well familiar with this fact, but due to his empathic and compassionate nature, he does not see his team members or subordinates as assets that can help him achieve the results he wants and instead sees them as human beings with needs, feelings, and hardships in life. When one is treated with respect and kindness, one automatically becomes driven to perform in the best way possible. Therefore, since Craig Poole treats each member of his workplace in the same way, the environment at Doubletree in Reading is a highly productive and friendly one where every individual, regardless of them being an employee or guest, feels positive about. For instance, one employee at Doubletree recalled when she entered the hotel for her first day at work, she received a hug and a warm welcome from Craig Poole himself, even though she was hired for a less significant position. Besides that, Poole also sometimes helps his team out by cooking dishes, setting rooms straight, and even mopping the floors. Apart from being an empathic and transparent manager, he is an exemplary leader, and his kindness makes his employees so inspired that they are determined to follow his expectations and come out triumphant at the end. Because of his devotion to creating an efficient and helpful hotel environment, Craig Poole manages to care for both his people and the company’s results, which is why Doubletree received rapid growth under team leader management despite working in a city as dire as Reading, Pennsylvania.
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Secondly, the next model that can be consulted to better elucidate Craig Poole as a leader and a manager is Adair's model of Action-Centered Leadership (ACL). This model, which is also called the Three Circles Model, was created by the leadership connoisseur John Adair in his 1973 publication (Gardner-Mctaggart, 2018). It is centred around three core actions which are also referred to as the three functions surrounding leadership, which is why they are often connected to an excellent leadership style that produces exceptional results, both humanely and organizationally. These three functions are task, which means the actions that the leader implements to make himself and his workers achieve a goal, the team, which consists of those actions that are applied as a group effort and thus encourage collaboration and mutual work; and individual, which is the function that focuses on a single team member’s needs and preferences. 
Therefore, the model’s ideology claims that a good leader is one who can manage all three functions effectively, and there are several ways through which this can be done. For example, in order to achieve the task, the first function of the model, a leader would have to clearly communicate the goals and objectives with his team so the task can be clarified and no one is left in confusion. Since this is task-oriented, the function also requires the leader to monitor the members’ performance and make sure it is directed towards accomplishing the task at hand and achieving the set goal (Ackah, 2019). Secondly, the next function of the model is to build the team, and if a leader is excellent at his job, he would know that to create a productive team, he would have to explain group expectations, ensure everyone has the required skills and knowledge and train them if they do not, motive the group and drive them to work together, and gain feedback from the members to search for rooms for improvement. Finally, the last function of the model is to develop individuals, and effective leaders do this by clearly defining each worker’s job and responsibilities, giving the less privileged and insecure team members a chance to shine and be highlighted, and offering coaching and guidance when it is needed (Daley, 2023). 
Hence, after observing what leaders have to do so they can effectively fulfil each function and get the desired results, Craig Poole can also be scrutinised in this way. To begin with, when it comes to the task, Poole is excellent because he does not leave any detail behind. His philosophy revolves around the fact that a hotel business should have hospitality and care as its core parts because guests need to have an amazing and memorable experience. Hence, in order to make sure every task carried out under his management is laced with his philosophy and notions, Poole sets an example of what he means instead of just explaining to his employees what they have to do. For instance, to show his workers how guests should feel, he naturally greets everyone with a hearty hello whenever he sees them, right from the hotel’s sales manager to the security guard. His friendly and respectful demeanour makes his employees feel overwhelmed and happy, and he is also clear about how they should accomplish their tasks. To be more specific, a worker called Luther claimed that Poole’s leadership moved employees so much that they became determined to show their guests why Craig trusted them. Hence, it can be said that Poole effectively caters to the first function of the ACL model. 
For the second function, which means the team effort and building an effective group, Poole also fits that dimension quite adequately. Since he believes in a friendly workplace environment, he also believes in team effort, which is why he is often found working alongside his employees as equals. A leader who understands his subordinates and treats his workers like human beings instead of just company assets portrays excellent leadership, and this quality increases when he does not repeatedly emphasise his authority and instead presents himself as a part of a team (Walsh et al., 2018). Craig Poole is that kind of leader because in every case and scenario of his company, he builds his team by acting himself rather than expecting other people to act first, which is why his actions inspire his employees and make them determined to follow his example. Because of his accomplishments, the hotel became something of a community instead of a money-making business, especially since every employee was allowed to contribute to a group effort by voicing their opinions and using their skills in the right task. As a result, Craig Poole ended up building an excellent team where everyone is treated with equal respect, motivated to work their best, and given credit where credit is due. 
Speaking of such things, this calls for applying the third nature of the model, meaning individual development, into light in the case of Craig Poole. Out of all three functions presented by this model, Poole meets the last one the best because his whole leadership style and beliefs are centred around taking care of employees so they can take care of the guests. Perhaps the most prominent example that can justify Poole’s prime contribution to individual development is his belief in giving people second chances. Throughout his time at Doubletree, he has hired several employees who cut a major part of their lives in jail, did drugs, and were involved in other negative activities that they now wholeheartedly regret and want to change for the better. Poole pushes them towards this change by hiring them and encouraging them to do their best, which is a kind of scenario that people of this nature do not encounter often.
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In conclusion, this essay highlighted Craig Poole as a leader by evaluating him via the theoretical lens provided by the managerial grid and the ACL model. By elucidating his management style in such a way, it can be deduced that Craig Poole is an excellent leader, and the hospitality sector needs more people like him.
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Below is a list of statements about leadership behavior. Read each one carefully, then, using the following scale, decide the extent to which it actually applies to you. For best results, answer as truthfully as possible.
	never
	
	sometimes
	
	
	always

	0
	1
	2
	3
	4
	5



1.    4	I encourage my team to participate when it comes decision-making time and I try to implement their ideas and suggestions.

2.  3	Nothing is more important than accomplishing a goal or task.

3.  4	I closely monitor the schedule to ensure a task or project will be completed in time.

4.  5	I enjoy coaching people on new tasks and procedures.

5.  5	The more challenging a task is, the more I enjoy it.

6.  5	I encourage my employees to be creative about their job.

7.  5	When seeing a complex task through to completion, I ensure that every detail is accounted for.

8.  5	I find it easy to carry out several complicated tasks at the same time.

9.  2	I enjoy reading articles, books, and journals about training, leadership, and psychology; and then putting what I have read into action.

10.  3	When correcting mistakes, I do not worry about jeopardizing relationships.

11.  5	I manage my time very efficiently.

12.  5	I enjoy explaining the intricacies and details of a complex task or project to my employees.

13.  5	Breaking large projects into small manageable tasks is second nature to me.

14.  5	Nothing is more important than building a great team.

15.  5	I enjoy analyzing problems.

16.  5	I honor other people's boundaries.

17.  5	Counseling my employees to improve their performance or behavior is second nature to me.

18.  3	I enjoy reading articles, books, and trade journals about my profession; and then implementing the new procedures I have learned.





Scoring Section
After completing the Questionnaire, transfer your answers to the spaces below:


	People
Question 1. 4	
4. 5	

6. 5	

9. 2	

10.  3	

12. 5	

14. 5	

16. 5	

17. 5			 TOTAL	39		 X 0.2 =  	7.8	
(Multiply the Total by 0.2 to get your final score)
	Task
Question 2. 3	
3. 4	

5. 5	

7. 5	

8. 5	

11. 5	

13.  5	

15.  5	

19. 3			 TOTAL	40		 X 0.2  	8	
(Multiply the Total by 0.2 to get your final score)



Matrix Section
Plot your final scores on the graph below by drawing a horizontal line from the approximate people score (vertical axis) to the right of the matrix, and drawing a vertical line from the approximate task score on the horizontal axis to the top of the matrix. Then, draw two lines from each dot until they intersect. The area of intersection is the leadership dimension that you operate out of.
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The above sample shows score of 4 in the people section and a score of 6 in the task section. The quad where the two lines intersect is the leadership style, in this case -- Authoritarian section.

The Results
This chart will give you an idea of your leadership style. But, like any other instrument that attempts to profile a person, you have to take in other factors, such as, how your peers and employees rate you as a leader, do you get your job done, do you take care of your employees, are you helping to "grow" your organization, etc.

You should review the statements in the survey and reflect on the low scores by asking yourself, "If I scored higher in that area, would I be a more effective leader?" And if the answer is yes, then it should become a personal action item.

Authoritarian Leader (high task, low relationship)
People who get this rating are very much task oriented and are hard on their workers (autocratic). There is little or no allowance for cooperation or collaboration. Heavily task oriented people display these characteristics: they are very strong on schedules; they expect people to do what they are told without question or debate; when something goes wrong they tend to focus on who is to blame rather than concentrate on exactly what is wrong and how to prevent it; they are intolerant of what they see as dissent (it may just be someone's creativity), so it is difficult for their subordinates to contribute or develop.

Team Leader (high task, high relationship)
This type of person leads by positive example and endeavors to foster a team environment in which all team members can reach their highest potential, both as team members and as people. They encourage the team to reach team goals as effectively as possible, while also working tirelessly to strengthen the bonds among the various members. They normally form and lead some of the most productive teams.

Country Club Leader (low task, high relationship)
This person uses predominantly reward power to maintain discipline and to encourage the team to accomplish its goals. Conversely, they are almost incapable of employing the more punitive coercive and legitimate powers. This inability results from fear that using such powers could jeopardize relationships with the other team members.

Impoverished Leader (low task, low relationship)
A leader who uses a "delegate and disappear" management style. Since they are not committed to either task accomplishment or maintenance; they essentially allow their team to do whatever it wishes and prefer to detach themselves from the team process by allowing the team to suffer from a series of power struggles.

The most desirable place for a leader to be along the two axis at most times would be a 9 on task and a 9 on people -- the Team Leader. However, do not entirely dismiss the other three. Certain situations might call for one of the other three to be used at times. For example, by playing the Impoverished Leader, you allow your team to gain self-reliance. Be an Authoritarian Leader to instill a sense of discipline in an unmotivated worker. By carefully studying the situation and the forces affecting it, you will know at what points along the axis you need to be in order to achieve the desired result.

image1.png
People

Team Leader

Country Cluh
Impoverished Authoritarian
2 3 5 7 8





image2.png
People

Country Cluh

Team Leader

Impoverished Authoritarian
Point of intersection
2 3 5 7 8





