
 

Topic 3.4: Effective people management 

Case study 
Grace Williams has worked for a couple of years as the 
manager of a car hire outlet in Manchester. The company 
she works for has outlets covering the whole of the UK. It is 
part of a much larger company which has two divisions: car 
hire and travel sales.  
The car hire division has a chain of command which goes 
from the manager director down to the office cleaner. As 
manager, she was responsible for a staff of fifteen workers. 
Some were full-time staff, others part-time. She was paid a 
salary. On top of that, she received a bonus according to the 
turnover of her outlet. The more cars she could hire out, the 
higher would be her bonus. Her company wanted to 
motivate her to generate extra sales. On top of that, she 
received the fringe benefit of being able to use one of the 
cars for her own personal use if it was not being hired out to 
a customer.  
Grace found the selling exciting. The key to getting extra 
sales was to visit businesses and persuade them to hire cars. 
She enjoyed having the freedom to create her own schedule 
and shape the way in which she worked. She also enjoyed 
getting the respect of more senior managers for the way in 
which she generated sales. However, Grace did not get very 
much satisfaction from managing the other workers at her 
outlet. She felt they did not include her and would rather 
she was away from the outlet making her sales pitches to 
business clients. Partly because of this, Grace was looking 
for another job either within the company or outside. 
The company was fairly centralised in its organisation. It 
kept a tight control over most of what went on at the 
outlet. It determined how many staff were employed and 
what were their duties. There were fixed procedures for 
checking and cleaning cars before they were hired out to 
clients. The company decided what cars would be bought to 
loan out and how many cars would be allocated to each 
outlet.  
There were fairly extensive manuals containing all company 
procedures which should be followed. It was up to Grace to 
make sure that all the workers in her outlet followed the 
procedures laid down. Talking to managers of other outlets, 
Grace found that some managers followed the procedures 
strictly. Other managers were more lax, allowing workers to 
do jobs in the way they thought best. These workers often 
did not know that there were company procedures because 
their manager had never told them about them. Some 
managers found the written procedures so complex that 
they did not even fully understand them themselves. Grace 
was someone who tried to make sure that procedures were 
always followed. Her subordinates found her sometimes too 
inflexible and this demotivated them. 

Suggested discussion points/answers 

1. Explain the structure of the car hire and travel sales 
business. 

Indicative content 
 Long chain of command 
 Mixture of part-time and full-time workers 
 Tall structure 
 Hierarchical 
 Centralised 

 Relatively wide span of control 
2. What motivated and demotivated the workers described 

in the case study? 
Indicative content 
 Motivating factors 

Salary payment 
Bonus payment 
Fringe benefits such as use of the cars 
Freedom of working hours and control over her working 
hours 
Respect from senior management 

 Demotivating factors 
Management of other staff 
Tight, centralised control 
No say on cars bought for hire 
Complex written procedures 
Some degree of inflexibility 
Lack of communication from managers 

3. To what extent was there effective communication down 
the chain of command in the car hire company? Justify 
your answer. 

Indicative content 
 Lots of information written down 
 Tight control and long chain of command meant that 

messages had to be passed through many layers 
 Some information was complex and difficult to understand 
 Mismatch of management styles with no real checking up – 

some managers lax/slack whilst others followed the rules 
to the letter 

 Some messages were not passed on to workers at all 
Above suggests that the communication could be much 
more effective  
4. Discuss whether a different payment system would have 

motivated Grace more. 
Indicative content 
 Commission  

Payment per car rented by her team 
Would encourage her to encourage her team 
Failings in team would be reflected in her salary 
Reliance on others for wages 
Relatively low motivation could result 

 Wage 
Payment for the hours worked 
She would just put in hours to gain a wage 
No motivation to improve sales due to no self gain 
Would possibly end up ‘going through the motions’ 

 Piece-rate 
Pay based on her own selling abilities 
Payment per rental secured 
Motivating to sell more 
May distract from her management role 

But: 
 Grace does not seem to be motivated just by money 
 She likes the selling and the respect she earns but not the 

management 
 If her job role was geared more towards just selling rather 

than management then this might lead to her being more 
motivated 

If two payment methods were combined (for example, a 
commission-based salary based just on her selling ability) 
then this might be a powerful motivating factor for Grace 


