EXECUTIVE LEADERSHIP SERIES MELTON
The Launchpad Leader MI—V-\ HOSPITALITY

A General Manager's Operating Guide to Attracting, Developing, and CULTURE FOCUSED. PERFORMANCE DRIVEN.
Elevating Top Talent

In the hospitality industry, exceptional talent rarely leaves high-performing properties—they leave leaders who
stall their growth. The traditional General Manager acts as a gatekeeper, protecting immediate department
coverage by keeping high performers static. The Launchpad Leader operates as an accelerator, deliberately
transforming property positions into career springboards. Counterintuitively, by actively preparing your best
people for their next major step, you build an industry-wide reputation that attracts top-tier talent to your
property.

THE GATEKEEPER GM MINDSET THE LAUNCHPAD GM MINDSET

+ Hoards top talent within department silos. + Sponsors ambitious talent into bigger roles.

«+ Views staff departures as operational betrayals. + Celebrates promotions, internal or external.

+ Delegates tasks solely for immediate task relief. + Delegates stretch projects for career growth.

+ Focuses strictly on short-term schedule coverage. + Focuses on building long-term talent bench strength.

The 30-Day Destination Audit

Identify Long-Term Trajectory Early

Most managers wait until an annual review or exit interview to ask employees about their long-term career
aspirations. A Launchpad GM conducts a structured Destination Audit within the first 30 days of a new hire
joining the team.

The GM Onboarding Protocol:

» Schedule a Dedicated 1-on-1: Separate the career conversation completely from operational check-ins or initial
task performance reviews.

« Ask the Three Core Questions:

1. "Where do you want to be professionally two to three years from now?"
2. "What specific operational skills or exposure are you missing to get there?"
3. "How can we use your time on this property to build those competencies?"

» Log the Trajectory: Record the individual's target destination (e.g., Executive Chef, Director of Sales, Regional
Controller) in their talent profile and align daily stretch opportunities accordingly.

Leadership Takeaway

When a new employee realizes you are invested in their multi-year career trajectory from month one, their daily
engagement, attention to guest detail, and personal loyalty spike immediately.
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Shifting from Mentorship to Active Sponsorship

Mentors provide advice in private; sponsors advocate in rooms where decisions are made. As General Manager,
your voice carries weight across management companies, ownership groups, and brand networks. Active
sponsorship means leveraging your executive capital to make ambitious team members visible.

Visibility Pathway Traditional GM Action Launchpad GM Action

Executive Meetings Presents departmental results Invites high-potential supervisors to
personally while staff remains on the present their own line-item P&L results
floor. to leadership.

Ownership Reviews Shields team from asset managers and Introduces rising stars directly to
corporate executives. owners/asset managers during

property walks.

Project Leadership Assigns routine operational tasks to Assigns rising talent to lead cross-

department heads only. departmental initiatives (e.g., POS

rollout, linen audit).

Architecting Cross-Functional Exposure

Breaking Down Departmental Silos

Hospitality professionals frequently get trapped in single-track disciplines (e.g., Food & Beverage or Rooms). A
Launchpad GM designs deliberate cross-functional exposure into weekly routines to build well-rounded future
leaders.

Cross-Functional Shadowing Framework:

= Front Desk to Revenue Management: Allow top guest service agents to spend 4 hours a month with the Revenue
Director analyzing booking pace, BAR rates, and channel distribution.

+ Culinary to Food & Beverage Control: Pair high-potential Sous Chefs with the Purchasing Manager during monthly
inventory audits and vendor invoice reconciliations.

+ Housekeeping to Engineering: Rotate Floor Supervisors through quarterly preventive maintenance rounds with the
Chief Engineer to understand facility systems.

THE GM FLOOR TACTICS CHECKLIST
» Weekly: Rotate morning standup leadership among junior supervisors.

« Monthly: Allocate 2 hours of cross-departmental shadowing for identified high-potentials.
- Quarterly: Review each department's internal bench strength and succession readiness.
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Building an Active Property "Alumni" Network

The ultimate test of a Launchpad Leader is how they handle departures. When a top-performing team member
accepts a higher-level role at another property or brand, a Gatekeeper GM reacts with frustration. A Launchpad
GM treats the transition as a public victory for the property's leadership development culture.

The Public Exit Protocol

+ Celebrate Offboarding Publicly: Acknowledge the individual's growth during team huddles. Frame their
advancement as a shared success for the entire property team.

« Maintain an Alumni Roster: Keep an active log of former team members and their current industry positions.
Reach out periodically to congratulate them on career milestones.

+ Turn Alumni into Talent Recruits: Former employees who feel supported after leaving become your most
vocal recruiters, referring ambitious peers to your property.

Launchpad Dialogue Scripts for 1-on-1s

Coaching Scenario GM Recommended Script

Unlocking Ambition —
"You've mastered your current responsibilities. What area of the property’s

operation do you feel least comfortable with right now? Let's get you
exposure there."

Delegating Stretch Tasks
"I want you to lead the upcoming inventory audit. It will be challenging, but

mastering this financial piece is critical for your next promotion."

Handling an Exit Notice ) ) ) o
"Congratulations on this step. While we will miss you on the floor, our goal

here is to help top talent grow. You will always have a sponsor in this
property."

Measuring Your Launchpad Leadership ROI

INTERNAL PROMOTION RATE TIME-TO-FILL KEY ROLES
Target: > 35% of supervisory and management vacancies Target: < 21 days due to proactive bench strength and
filled internally or via internal referrals. incoming organic applicant pull.

EXECUTIVE ADVISORY NOTE

Building a launchpad leadership culture across multi-property portfolios requires intentional operational alignment.
Melton Hospitality Advisors partners with owners, asset managers, and GMs to establish leadership development
frameworks that reduce executive turnover and optimize labor performance.
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