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In a community deemed one of the poorest communities in Reading, Pennsylvania (Milne, 2022), emerged an experienced general manager aspiring to take on the challenge of revitalising the hospitality and image of the area, Craig Poole. On Poole’s profile bio it states he studied in The University of Charleston and since graduating, has worked within multiple establishments over his lifetime (LinkedIn, 2023). He has been growing his portfolio of experience with not only the industry but developing networks of people and building the foundations of becoming a renowned great leader (HospitalityMD, 2019). The application of theories by Blake and Mouton (1964) and John Adair’s Action Centred Leadership model (Adair, 1973) can be intricately linked to Poole and will be critically analysed and discussed throughout the evaluation of identifying his preferred style of management and the key functions of Poole’s leadership process.
The application of the Blake and Mouton 1964 managerial grid can be analysed in comparison to Craig Poole. According to Mullins (2016, pg. 369-371), the grid consists “of describing and evaluating the different styles of management” which has two principles to reflect upon: the concern for production and the concern for people, which is categorised into five objectives. It is then defined into a gridded scoring system from 1-9 based on the principles. 
When deciding where Poole would best fit in the grid, an analysis of his management, behaviour and personality must be reviewed. In a YouTube documentary by HospitalityMD (2023), it can be suggested that Poole is a well-respected man. It begins with his reflection upon his first ‘wow’ experience as a child from a ‘selfless server’ which sparked his interest in hospitality. Throughout the video, his colleagues and friends at the Double Tree hotel highlight their praise and likeness to Poole, and how he has cared and helped every individual with whom he has worked. Spoken from his colleagues, Craig can be described as a people person with the heart to give people second chances, having faith in changing people with compassion, recognition and leading by example. One colleague simply described it as “working for a great leader.” A consensus from the documentary displays Craig has left a positive imprint on everyone he worked with, and they remember what his actions have provided for them – even if it was a long time ago. He encourages his colleagues to not only care about their job, but to have pride in themselves to flourish in their careers which reflects upon the customer service the employees provide daily.
Additionally, the engagement Poole has developed with his employees has what Redmon, et al. (2013, pg. 198) says is “inventing or adopting practices that enhance organizational survival and prosperity of a culture’s members”, whereby from a HospitalityMD (2023) documentary shows Poole has created meaningful employment in the community, with a strong connection to Corporate Social Responsibility such as donating clothes, charity events, to feeding the homeless which conveys that the company cares for those they employ and the community it is located within (American Hotel & Lodging Association, 2017). Diversity and inclusion are at the heart of the service they provide which was implied in the documentary by HospitalityMD (2023) that Poole is “a GM that went the extra mile for his employees – not just for customers.” Moreover, in another interview by Greater Hospitality (2014) Poole describes his meaning of leadership starts with making a “connection” and “creating value” for guests and associates which can indicate the type of leadership style he aims for.
In a conversation with The PEOPLE Chronicles (2015), Poole expresses his passion for the hospitality industry and has a wealth of knowledge about his guests, the area and giving reasons to visit Reading, PA. Furthermore, Poole displays the direction he brought his team together is what Yeoman (2019, pg. 167, as quoted in Weber and Jeppesen, 2017), describes as “collective objectification” which “manifests togetherness”, this is developing a sense of belonging by making “people aware of their responsibility for something larger than the self.” 
That said, it can be suggested at this point that Poole adopts a combination of ‘country club management’ and a ‘team management’ style leadership in the Blake and Mouton Managerial Grid (1964), this is because Craig demonstrates a high concern for people with a high concern for production through positive support, encouragement, and motivation to his colleagues to engage high levels of efficiency and productivity. Moreover, he avoids conflict and focuses on the people more than the production to build interpersonal relationships and creating memorable experiences for staff and guests, inadvertently creating an environment where his engaged employees are more likely to be committed, productive and create valuable experiences for guests (Mullins, 2016, pg. 371), (Dunford, et al., 2020, pg. 144-145). 
Although the model of Blake and Mouton helps leaders to understand how they are perceived to be performing, Fisher (2009, pg. 360, as quoted in Weinbach, 1998), criticises that the model “does not provide much direction in how to develop as a leader.” The text also mentions that external environmental factors are not accounted for, which adapt the desired leadership style. 
Aside from Blake and Mouton, a theory that can be linked to Poole is McGregor’s Theory X and Theory Y management created in 1960 (Mullins, 2016, pg. 367-368). Mullins (2016), continues to explain the theories are “assumptions based on traditional organisations”. In this case, ‘Theory Y’ management applies more to Craig. The theory represents assumptions that “work is as natural as play or rest,” “people will exercise self-direction and self-control if they are committed to their objectives” and, in the right conditions, “motivation occurs at the affiliation, esteem and self-actualisation level” which ties in with “physiological and security levels.” It can be conveyed that Craig applies to this theory to some extent due to the dedication and faith he has placed within his staff on an interpersonal basis, the focus he has on tasks within the hotel operations and being able to trust his staff to reach high expectations through leading by example and positive engagement (Gutman, 2021), (HospitalityMD, 2023), (HospitalityMD, 2019).
Following from that, a model that closely analyses the link between task, team and individual needs is John Adair’s Action-Centered Leadership (ACL) model of 1973 (Adair, 1973), (MindTools, 2023). According to Adair and Thomas (2008, pg. 136-137), “achieving the task builds the team and satisfies the individuals”. If one or more needs of ‘task, team, and individual’ are not met then the task loses focus, the team “will lack cohesiveness” and the “individual satisfaction is reduced.”
Relative to Craig, the ACL model applies to him because he is a general manager at an operational level, as he mentions in the HospitalityMD (2023) documentary and the American Hotel & Lodging Association (2017), video that he is the one who oversees hiring employees, overseeing departments, and guiding individuals in their employee lifecycle. Therefore, Poole must plan strategically and lead his team based upon certain functions of the ACL model that need to be performed and dependent upon to what Adair and Thomas (2008, pg. 138) state is “to a quality which is an aspect of what they are.” Channell (2013) states the model is also based “on the belief that leaders are developed, not born.” 
For a leader like Craig, and observations from his interviews and documentaries, he can be portrayed as a manager who is task focused, he sets objectives for his team, allocates responsibilities, and sets very high-performance standards from his team. Although, he is also highly committed to individual needs, such as coaching people who have never worked in the industry from within the community and seems keen to develop and motivate his colleagues to do well, not just in their jobs, but be well and happy within themselves too. The ACL model applies to Poole further, as he is also group orientated. Even though he appears to have a relaxed and laid back demeanour, it can be suggested he has a manner of discipline and control over the workforce, he communicates a lot within different departments, gets involved in tasks himself and uses the company’s CSR as a way of team building, getting the employees to engage in community events, working together and build motivation and good team bonding to achieve the task and individual needs of Adair’s ACL model (Channell, 2023), (MindTools, 2023), (Management Courses, 2021). 
However, the British Library (2023) website states one criticism of Adair’s Action-Centered Leadership model is that it is dated and is “too authoritarian, applicable in a rigid, formal, military-type environment” and that it is “less relevant to the modern workplace” where there is now “emphasis on leading change, empowering, managing knowledge and fostering innovation.”
Furthermore, another model that can be analysed in relation to Craig Poole is the transactional vs. transformational leadership style, influenced by James McGregor Burns in 1978 (Yukl, 2013, pg. 321). There is a divide between the two leadership styles and links with moral values, whereby Aarons (2007 as quoted in Jung, 2001 and Amabile, 1998) describes transformational leadership as creating “a vision and inspires subordinates to strive beyond their expectations”, compared to a transactional style leadership which “focuses on more extrinsic motivation for the performance of job tasks.” In connection with Poole, he adopts a more transformational style leadership approach. With reference to Jahidi, (2020, as quoted in Yukl, 2010, pg. 309) this is because from the observation of the documentaries and interviews he has undertaken, it is apparent that he raises the awareness for “the importance of the results of a job”, he allows colleagues to what Jahidi says is to “activate their needs to a higher level”, meaning that Poole has displayed a style of leadership that is able to encourage subordinates to exceed expectations, see consistent achievement of performance and has followers that are satisfied with Craig’s leadership. 
Additionally, Poole pays attention to the individual needs to build upon personal development and takes the time to build effective interpersonal relationships that have allowed his colleagues to trust, admire and respect Craig as a leader. However, even though a transformational type of leadership is preferred, effective leaders can adopt a combination of both types of leadership to work efficiently (Yukl, 2013).
Overall, it is evident that from the information collected, Craig Poole is a respectable, focused, passionate, and experienced General Manager. From the HospitalityMD (2023) documentary about Craig, he cares for his colleagues and the wider community which has reflected on the revitalisation of Reading, PA. Poole’s leadership style has been critically analysed alongside renowned theorists. Using Blake and Mouton (1964) it can be suggested that his leadership has formed between a combination of the ‘country club management’ style and the ‘team management’ style leadership. This can convey that he presents himself as a laidback, people focused leader who often avoids conflict, although he has the characteristics of being a highly task and people focused manager who strives for the best from his staff and the consistency of performance to deliver optimal guest service and experience. 
John Adair’s (1973) ACL theory applied to Craig to a large extent, it can be argued that Poole displayed key principles of the ‘task, individual and group’ categories which interlink within his managerial techniques that started from leading by example, by focusing on embracing the individuals, creating a valuable relationship with his colleagues by giving them recognition, motivation, and encouragement. The group’s morale and community spirit has elevated which is reflected upon the company’s CSR involvement – the group is focused on their tasks through Poole’s leadership and are likely to be motivated to excel in their job roles because they are happy and guided by their leader, which concurrently leads to tasks being committed to, delegated to the right people, and completed with consistent results. It can be agreed with alongside Channell (2023),  that with a General Manager like Craig Poole with his wealth of knowledge and experience, great leaders can certainly be developed with the right influences.
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