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Introduction
Management can be described as the systematic process of planning, organising, leading and controlling resources aimed at accomplishing the goals of an organisation. It is essential in the contemporary business world as it guarantees effective utilisation of resources and regular performance. Planning is a process that establishes the goals and the needs of the future, organising assigns resources and the arrangement of work, leading motivates people, and controlling is the process that monitors the results to keep the activities on track. These functions interact to take organisations through change and complexity. 

Hospitality industry is a key sector where controlling is important as it can assist firms to maintain the same quality of service and a high level of customer satisfaction, which is a major factor in gaining competitive advantage. The international accommodation industry has been expanding and the chains like Marriott International, Hilton Worldwide and Hyatt Hotels Corporation are fighting to win the loyalty of guests by offering accurate control systems. The results on guest satisfaction shows that Marriott (78/100), Hilton (80/100) and Hyatt (76/100) on satisfaction indicate the need to track the results of the services (Albuquerque et al., 2023).
Managers in global hotel chains rely on controlling systems to ensure that service quality is consistent and aligned with guest expectations. This essay explains the core managerial functions, then evaluates why controlling is essential in hospitality, discusses the challenges of controlling in international hotel brands, and outlines ways managers can mitigate these challenges, using current industry examples and theory.
Managerial functions and control in hospitality

Managerial functions describe the core activities through which managers achieve organisational objectives: planning, organising, leading and controlling. Planning involves setting goals and deciding how to achieve them, such as defining service standards, target occupancy, or customer‑satisfaction levels for a hotel. Organising refers to arranging people, tasks and resources, for example scheduling staff, assigning responsibilities, and allocating budgets across front office, housekeeping and food and beverage. Leading focuses on motivating, communicating with and supporting employees so that they are willing and able to deliver the desired service experience. (Lumen Learning,n.d.).
Controlling completes this cycle by monitoring performance, comparing it to planned standards, and taking corrective action when deviations occur. In hospitality, these functions are tightly interlinked: a hotel such as Marriott must plan service quality standards, organise staff rosters and training around those standards, lead employees to adopt them in daily interactions, and then control performance using audits, guest feedback scores and brand‑standard reviews. At Hilton, managers use formal guest‑satisfaction measurement systems such as the Satisfaction and Loyalty Tracking (SALT) survey and the newer “stay score” to quantify guest satisfaction and service consistency, while leaders then motivate and coach teams to meet or exceed those quantified standards. Without this feedback loop, even well‑designed plans and strong leadership would struggle to sustain a consistently positive guest experience. (Hilton ,2023).
Why controlling is essential in organisations

Controlling is essential because it ensures that organisational activities remain aligned with goals and that deviations are detected early. In any sector, managers check performance, benchmark it against standards, and adjust processes or behaviours as needed; this is especially critical in hospitality, where service quality is highly visible and customer expectations can vary by location, culture and market segment. Contingency theory argues that effective control systems must fit the organisation’s internal structure and external environment rather than applying a single universal model. In hotels, this means managers adapt control mechanisms to guest demographics, seasonal demand and cultural norms—for example by targeting different service attributes for business travellers in city hotels compared to leisure guests at resorts—rather than enforcing identical routines everywhere. (Study.com ,2012a).
Controlling is also closely linked with leadership styles. Transactional leadership focuses on routine performance, standardisation and the clear definition of expectations and rewards. It relies heavily on explicit rules, systematic performance reviews, and contingent rewards or sanctions when standards are met or missed. Active management‑by‑exception—a core element of transactional leadership—involves leaders monitoring performance indicators, identifying deviations, and intervening quickly to correct problems. In large hotel groups, managers often apply management‑by‑exception by tracking key indicators such as cleanliness scores, check‑in times or complaint rates; when thresholds are breached, they step in to coach staff, adjust rosters or retrain teams so that standard operating procedures are restored. In this way, controlling supports both service quality and brand consistency. (GoAudits ,2026).
Concrete examples from leading hotel chains underline the value of control. Marriott International uses formal brand‑standard audits (often referred to as Brand Standard Audits or BSA) across its global portfolio, assessing compliance with Global Quality Standards to safeguard service quality and brand image. These audits review touchpoints across the guest journey, from arrival and front‑desk interactions to room cleanliness and food and beverage service, and properties are scored against detailed criteria; poor results can trigger remedial action or re‑inspection. Hilton Worldwide relies on SALT scores and related guest‑metric dashboards as primary control measures, using them to track property‑specific performance and identify where guest experience is declining. Industry data show that global guest satisfaction reached about 86.7 per cent in 2025, but performance varies by brand and region, meaning chains must continuously adjust their controls to respond to changing pressures and expectations. Hyatt Hotels, which recorded an NPS of 58 in 2025—well above many competitors—demonstrates how robust feedback and follow‑up processes can translate into strong advocacy and repeat business when managers actively learn from guest comments and refine services accordingly. Across these examples, control systems are central to maintaining service standards, protecting brand reputation and adapting to shifting customer demands. (Hilton Worldwide, 2020).
Challenges associated with controlling in global hotel chains

Despite its importance, controlling in international hotel groups is complex and challenging. A first issue is the diversity of guest expectations and cultural norms across markets. Global satisfaction trends show improvement, with guest satisfaction reaching 86.7 per cent in 2025, yet what counts as a “satisfactory” experience differs between regions. A standardised script or service ritual that works in North America may feel impersonal or inappropriate in some Asian or European contexts, making it difficult to design uniform controls that genuinely reflect local guest expectations. Managers must therefore balance global brand standards with local adaptation, which creates tension between consistency and flexibility. (Scribd ,2026).
A second challenge is measurement. While metrics such as SALT scores, NPS, online review ratings and audit scores provide useful signals, they inevitably simplify complex experiences. Hotels risk focusing on “what is measured” rather than “what matters most”: staff might concentrate on the specific questions that drive survey scores, potentially neglecting unmeasured but important aspects of hospitality such as empathy, cultural sensitivity or creative problem‑solving. Moreover, many control systems rely on lagging indicators—guest reviews or quarterly satisfaction reports—so problems may become entrenched before management becomes fully aware of them. (QuestionPro ,2025).
Operational scale and variability add further complications. Marriott, Hilton and Hyatt operate hundreds or thousands of properties under different brands, ownership structures and local labour markets. Staff turnover, fluctuations in demand and resource constraints make it hard to enforce consistent training and adherence to procedures, undermining the reliability of controls. Audits and guest surveys may show good performance on the day or among survey respondents, while masking variability across shifts or teams. The COVID‑19 pandemic and subsequent travel rebound intensified these pressures: hotels had to accommodate surges in demand and changing health protocols while still meeting brand standards, amplifying the difficulty of effective control. (InsideHS,2026).
There are also human and motivational challenges. Highly prescriptive controls and constant monitoring can be perceived as surveillance, reducing intrinsic motivation and discouraging staff from exercising initiative. In franchise or managed‑owner relationships, property‑level managers may view corporate control tools as bureaucratic impositions rather than helpful supports, leading to superficial compliance rather than genuine engagement. Contingency‑theory analyses of hospitality organisations suggest that control systems that are not tailored to local conditions can feel misaligned, prompting informal workarounds or resistance that weaken their effectiveness. Finally, digitalisation and the growth of data analytics introduce the risk of information overload: managers may be flooded with dashboards, KPIs and review feeds, but lack the time or skills to interpret them and translate insights into meaningful operational change. (Hilton Worldwide, 2020).
How managers can mitigate controlling challenges

Managers can mitigate these challenges by designing control systems that are strategically aligned, locally sensitive and behaviourally smart. One approach is to adopt a balanced set of indicators that combine financial results, guest‑experience metrics, process measures and learning indicators, rather than relying on a single score. Balanced scorecard‑style systems, used in many hotel corporations, allow executives to see how changes in staffing levels or training investments affect not only guest scores but also employee engagement, operational efficiency and long‑term profitability. By integrating lagging indicators (such as annual satisfaction indices) with leading indicators (like real‑time complaint trends or staff‑training completion rates), managers can anticipate issues and intervene earlier. (ClearPoint Strategy, 2020).
Local adaptation is equally important. Contingency‑based research in hospitality suggests that control systems work best when they are tailored to the specific context of each property, including guest mix, seasonality and cultural setting. Corporate leaders can set core brand standards—such as minimum cleanliness or response‑time targets—while allowing property‑level managers to customise how those standards are met and which additional metrics they track. For example, a resort with many families might monitor child‑related amenities and activities more closely, whereas a city business hotel might emphasise check‑in speed and connectivity reliability. This approach preserves global consistency where it matters most, while respecting local variation. (Scribd, 2026).
Engaging employees in the design and use of control tools can also improve their effectiveness. When staff understand how SALT or NPS scores are calculated, what they mean, and how their own behaviour influences them, they are more likely to take ownership of improvement actions rather than seeing scores as arbitrary judgments. Regular team huddles that review recent guest feedback and agree on small, concrete changes—such as adjusting greeting phrases or re‑organising housekeeping routines—can make control feel collaborative rather than punitive. Transactional leadership elements, such as contingent rewards or clear consequences for repeated non‑compliance, can then be balanced with coaching and recognition to maintain motivation. (Leadership Ahoy, 2022).
Finally, managers should invest in simplifying and prioritising information. Instead of overwhelming property teams with dozens of KPIs, corporate systems can highlight a concise set of “north‑star” metrics aligned with strategy, supported by drill‑down options for deeper analysis when necessary. Training in data literacy and service‑recovery techniques can help frontline supervisors interpret trends—such as a sudden dip in cleanliness scores on certain floors—and respond quickly. Periodic reviews of the control system itself, informed by contingency‑theory principles, can ensure that metrics and thresholds remain relevant as markets evolve and guest expectations shift. By treating control as an evolving, learning‑oriented process, rather than a fixed set of rules, hospitality organisations can maintain high service standards while remaining agile. (InsideHS,2026).
Conclusion

Summarise, planning, organising, leading and controlling provide a useful framework for understanding how managers coordinate work in hospitality organisations. Among these functions, controlling is indispensable because it closes the loop between strategic intentions and actual guest experiences, enabling managers to identify deviations, learn from feedback and protect brand standards in diverse markets. Global hotel groups such as Marriott, Hilton and Hyatt exemplify this through their use of audits, guest‑satisfaction surveys, NPS and other tools to quantify performance and guide action. Yet controlling is not straightforward: differences in culture and expectations, measurement limitations, operational scale and human responses all complicate the task. Managers can address these challenges by building balanced, context‑sensitive control systems, involving employees in their design and use, and streamlining data so that it drives timely, meaningful decisions. When implemented thoughtfully, controlling supports not only consistent and high‑quality service, but also organisational learning and adaptability in an increasingly competitive hospitality landscape.
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