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Management is the process of getting people, resources, and activities to work together to reach the goals of an organisation in the best way possible (Weihrich, Cannice and Koontz, 2020; Robbins and Coulter, 2021). Management is an very important position in today's business settings because companies have to deal with more and more uncertainty because of competition, new technologies, globalisation, rules, and pressure from stakeholders (Daft, 2021; Robbins and Coulter, 2021). Managers are responsible for making decisions, allocating resources, supporting employees, and ensuring that outcomes align with objectives, regardless of the type of organization, whether it's a private company, public institution, or charity (Boone, Kurtz and Berston, 2019; Daft, 2021; Weihrich, Cannice and Koontz, 2020).
As a result, today's businesses still need to plan, organise, lead, and control, which are all traditional management tasks (Boone, Kurtz and Berston, 2019; Robbins and Coulter, 2021). Control is often seen as the last step in the management process, but in reality, it is very closely related to all the other steps because it gives you the information you need to check progress, find problems, and make better decisions in the future (Otley, 1999; Ferreira and Otley, 2009; Tessier and Otley, 2012). Therefore, controlling isn't just about discipline or supervision; it's a strategic and operational process that managers use to keep plans and results in line, measure performance, protect resources, and manage risk (Simons, 1995; Kaplan and Norton, 1992; Merchant and Van der Stede, 2017). This essay identifies and explains the main managerial functions, critically evaluates why controlling is essential in organisations of all types, discusses the main issues associated with controlling, and examines how managers can mitigate those challenges through better systems, leadership and organisational design (Otley, 1999; Ferreira and Otley, 2009; Kaplan and Norton, 2007).
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Planning entails establishing objectives, determining priorities, and choosing how best to distribute resources in order to accomplish desired results (Weihrich, Cannice and Koontz, 2020; Robbins and Coulter, 2021). It helps managers get ready for upcoming opportunities and threats and gives the organisation direction (Daft, 2021; Boone, Kurtz and Berston, 2019). Without planning, it may be hard for organisations to work together well, and decisions are made more quickly than carefully (Robbins and Coulter, 2021; Daft, 2021). Planning is insufficient on its own, though, as goals only take on significance when the organisation creates the systems and structures needed to accomplish them (Ferreira and Otley, 2009; Otley, 1999).
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Successful implementation of strategies requires the strategic placement of people, roles, authority, communication channels, and resources (Boone, Kurtz and Berston, 2019; Weihrich, Cannice and Koontz, 2020). This includes how departments are set up, how job roles are organised, how people communicate with each other, and how workflow procedures are carried out in general (Daft, 2021; Robbins and Coulter, 2021). By ensuring that people are given the right tasks and that resources are used as efficiently as possible, an effective organization improves productivity and operating effectiveness (Weihrich, Cannice and Koontz, 2020; Boone, Kurtz and Berston, 2019).
Organising tells you how the organisation is set up to carry out the task, while planning tells you what needs to be done (Robbins and Coulter, 2021). However, in large or complex organisations, a structure without direction or assessment can result in inefficiency, duplication, and confusion (Adler and Borys, 1996; Daft, 2021).
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Leading is concerned with influencing, motivating and guiding employees so that they contribute effectively to organisational objectives (Robbins and Coulter, 2021; Daft, 2021). Effective communication, motivation, decision-making, team building, and creating a favorable work atmosphere that inspires employees to reach their full potential are all essential components of leadership (Boone, Kurtz and Berston, 2019; Weihrich, Cannice, and Koontz, 2020). Organisations may fail even with proper planning and organisation if managers are incapable of leading effectively. This is primarily because employee commitment, trust, and engagement play a substantial role in influencing overall performance (Daft, 2021; Robbins and Judge, 2022).
In modern organisations, leading is also closely linked to change management, emotional intelligence and the ability to respond to workforce diversity and uncertainty (Northouse, 2021; Daft, 2021).
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Controlling means comparing actual performance to set goals or standards, finding any differences, and taking the necessary steps to fix them (Otley, 1999; Merchant and Van der Stede, 2017). This process effectively completes the management cycle, allowing managers to find out how well plans work, how well organisational structures work, and how leadership actions affect desired outcomes (Ferreira and Otley, 2009; Tessier and Otley, 2012). In addition, controlling helps managers find inefficiencies, cut down on waste, make sure quality, and make everyone in the organisation more responsible (Kaplan and Norton, 1992; Simons, 1995). Consequently, individuals should not perceive control as merely a minor task at the conclusion of the process. Instead, it should be seen as an ongoing and integrated function that helps the organisation work better, learn more, and be more effective in the long run (Otley, 1999; Broadbent and Laughlin, 2009).
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Control is essential, as it ensures the organisation aligns with its objectives and connects strategy to managerial effectiveness (Kaplan and Norton, 2007; Merchant and Van der Stede, 2017). Irrespective of the organization's design, structure, or leadership, managers necessitate a system to determine if they are effectively achieving the intended outcomes (Otley, 1999; Ferreira and Otley, 2009).
Without control, management depends on assumptions rather than evidence, increasing the likelihood of inefficiency, poor decision-making, and failure to achieve objectives (Simons, 1995; Robbins and Coulter, 2021).
In private sector organisations, control is essential as companies must concurrently oversee profitability, productivity, cost efficiency, quality, and customer satisfaction (Kaplan and Norton, 1992; Merchant and Van der Stede, 2017). For example, manufacturing companies such as Toyota use performance measurement and regular improvement systems to monitor quality, reduce defects, and improve operational productivity, which shows how control can directly affect competitiveness and long-term success (Liker, 2004; Slack and Brandon-Jones, 2022). In service industries, controlling also helps organisations manage less tangible outcomes, such as waiting times, service consistency, and customer experience, which can have a major impact on reputation and repeat business (Johnston and Clark, 2020; Daft, 2021).
Nonetheless, control is not solely vital in profit-oriented organisations. In public sector organisations, control is primarily associated with accountability, transparency, and the responsible management of public resources, rather than focusing only on profit (Broadbent and Laughlin, 2009; Pollitt and Bouckaert, 2017).
Hospitals, local authorities, and government agencies require control systems to evaluate the effectiveness of service delivery, the appropriate utilisation of public funds, and the adherence to specified standards (Hood, 1995; Ferlie and Shortell, 2001). Furthermore, the National Health Service, controlling mechanisms such as performance targets, audits, and quality monitoring are used to track waiting times, patient safety, and service outcomes (Kaplan and Porter, 2011; Pollitt and Bouckaert, 2017). Controlling can sometimes create pressure, but it can also help establish community trust and institutional legitimacy.
Controlling is equally necessary in charities and non-profit organisations, even though their goals are often social rather than commercial (Anthony and Young, 2003; Drucker, 1990). These organisations must show that resources are being used effectively, donor funds are protected, and programmes are producing meaningful outcomes that align with the mission of the organisation (Ebrahim, 2005; Merchant and Van der Stede, 2017). Without effective control, non-profit organizations may find it challenging to demonstrate their impact or justify the use of their limited funds, which can undermine their credibility and stakeholder confidence (Drucker, 1990; Anthony and Young, 2003). Consequently, control is an important factor across all organizational types, as it underpins accountability, facilitates learning, reduces risks, enhances performance, and supports long-term sustainability (Otley, 1999; Broadbent and Laughlin, 2009).
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Despite its importance, controlling is not always straightforward, and managers often face considerable challenges when trying to design and apply effective control systems (Otley, 1999; Tessier and Otley, 2012). While financial indicators like revenue, expenses, and profit are fairly easy to quantify, measuring vital organizational outcomes such as innovation, employee engagement, collaboration, customer satisfaction, and social impact can be quite difficult.
As a result, managers may focus too heavily on what is easy to measure rather than what is most meaningful to long-term performance (Meyer and Gupta, 1994; Broadbent and Laughlin, 2009). This creates the risk that control systems become too narrow and fail to reflect the full complexity of organisational success.
A secondary challenge is that control systems may exhibit dysfunctional behaviour if they are inadequately designed or utilised (Hopwood, 1972; Merchant and Van der Stede, 2017). When employees are under significant pressure to accomplish strict targets, they frequently prioritize numerical outcomes over overarching organizational objectives. This may result in strategies such as exploiting the system, prioritising immediate outcomes, distorting data, or participating in actions that appear successful on paper but ultimately compromise long-term performance. A well-known business example can be seen in Wells Fargo, where aggressive sales targets contributed to unethical employee behaviour and the opening of unauthorised customer accounts, showing how badly designed control systems can damage both performance and organisational reputation (Wells Fargo Sales Practices, 2017; Merchant and Van der Stede, 2017). Excessive control can undermine employees' trust, autonomy, and motivation (Adler and Borys, 1996; Deci, Connell, and Ryan, 1989). Employees who perceive themselves as perpetually scrutinised or evaluated through inflexible metrics may exhibit diminished engagement, reduced innovation, and increased resistance to management (Robbins and Judge, 2022; Northouse, 2021). This results in major challenges in knowledge-driven, creative, and human-centric industries where professional judgement and adaptability are essential (Daft, 2021; Ferlie and Shortell, 2001). In care services, education, or healthcare, for example, not every important aspect of performance can be reduced to a standard metric, and overly rigid control may undermine the very quality it is trying to protect (Broadbent and Laughlin, 2009; Kaplan and Porter, 2011).
Controlling is also difficult in fast-changing and uncertain environments where targets can quickly become outdated (Ferreira and Otley, 2009; Kaplan and Norton, 2007). In industries affected by fast technological change, volatile customer demand, or changing regulations, managers must balance the need for stability with the need for flexibility (Daft, 2021; Simons, 1995). If controls are too rigid, organisations may become slow and bureaucratic; if controls are too weak, performance may become inconsistent and difficult to manage (Tessier and Otley, 2012; Robbins and Coulter, 2021). This shows that one of the central challenges of controlling is not just measurement itself, but designing systems that stay relevant and adaptable as circumstances change.
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Managers can mitigate the challenges of controlling by designing broader and more balanced performance systems rather than relying only on narrow financial or output-based indicators (Kaplan and Norton, 1992; Merchant and Van der Stede, 2017). A tactical approach permits organisations to incorporate financial outcomes with metrics of quality, customer satisfaction, internal processes, learning, and employee development (Kaplan and Norton, 2007; Otley, 1999). This mitigates the likelihood that managers will prioritise short-term metrics over critical elements that contribute to long-term success. The Balanced Scorecard has been extensively utilised to assist organisations in converting strategy into a broader array of performance metrics, thereby integrating a control with long-term objectives rather than solely immediate outcomes (Kaplan and Norton, 1992; Kaplan and Norton, 2007). Managers can reduce bad behaviour by putting in place control systems that are in line with the organization's mission, ethical standards, and achievable goals, rather than just relying on pressure (Simons, 1995; Merchant and Van der Stede, 2017). Objectives should be challenging yet attainable, promoting responsible behaviour rather than mere compliance driven by fear (Hopwood, 1972; Tessier and Otley, 2012). Objectives should be challenging yet attainable, encouraging responsible behaviour rather than mere compliance driven by fear (Hopwood, 1972; Tessier and Otley, 2012). This involves the integration of formal objectives with managerial discretion, effective communication, and continuous evaluation of unforeseen outcomes. discretion, effectiveFollowing significant corporate scandals, many organisations have recognised that controls must not only improve performance but also protect ethics, fundamental values, and stakeholder trust (Independent Inquiry into the Wells Fargo Sales Practices, 2017; Simons, 1995). Therefore, managers must evaluate not only if employees achieve their objectives but also the methods employed to attain these results. A further way to mitigate the challenges of controlling is to involve employees more actively in the control process (Adler and Borys, 1996; Robbins and Judge, 2022). When control is presented as a nurturing and growth-oriented process instead of simply as supervision, employees are more likely to view it as valid and advantageous (Deci, Connell, and Ryan, 1989; Northouse, 2021).
Engagement can improve the acceptance of performance metrics, elucidate expectations, and furnish managers with essential insights into operational realities that might otherwise be overlooked (Adler and Borys, 1996; Ferreira and Otley, 2009). This is especially important in places where people provide services and care, where frontline workers often know how to do things well and what problems can affect quality performance.
Managers should also make control systems flexible enough to adapt to fluctuating conditions (Tessier and Otley, 2012; Daft, 2021). Instead of viewing control as a fixed set of regulations, it is essential for managers to regularly assess their measures, adjust benchmarks as needed, and utilize feedback to enhance systems progressively (Ferreira and Otley, 2009; Simons, 1995). In uncertain environments, it is advantageous to combine diagnostic controls with interactive methods that encourage dialogue, improve learning, and enable strategic adjustments (Simons, 1995; Kaplan and Norton, 2007).
For example, organisations such as Amazon are known for carefully monitoring performance data, but they also adapt systems rapidly in response to demand patterns, logistics issues, and changing customer expectations, showing the value of control systems that are data-driven but not fixed or passive (Daft, 2021; Slack and Brandon-Jones, 2022).
Finally, managers can mitigate controlling challenges by strengthening communication, leadership, and organisational culture around control practices (Broadbent and Laughlin, 2009; Northouse, 2021). Employees are more likely to respond positively to control when they understand its purpose, believe it is fair, and see that it supports both organisational objectives and professional standards (Robbins and Judge, 2022; Adler and Borys, 1996).
For this to occur, it is essential for managers to articulate the significance of these measures, utilize data in a responsible manner, and create an environment free from blame or fear. Effective control goes beyond just the technical elements of systems and metrics; it also includes important behavioral and leadership aspects that rely on trust, transparent communication, and the ability of managers to balance accountability with support (Otley, 1999; Tessier and Otley, 2012).
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In conclusion, controlling is a crucial managerial function as it connects organisational objectives with actual performance, allowing managers to evaluate the effective and responsible attainment of goals (Otley, 1999; Merchant and Van der Stede, 2017). In the context of management, planning establishes the long-term objective, organising establishes the necessary framework, and leading inspires individuals, while controlling guarantees that these processes achieve significant outcomes and stay in harmony with the goals of the organisation (Ferreira and Otley, 2009; Robbins and Coulter, 2021).
Its value can be seen across private firms, public institutions, and non-profit organisations, where it supports accountability, efficiency, quality, risk management, and learning (Broadbent and Laughlin, 2009; Kaplan and Norton, 2007).
At the same time, the process of controlling has several challenges. Managers face various issues related to measurement, employee behavior, motivation, organizational rigidity, moral considerations, and the evolving nature of organizational environments (Hopwood, 1972; Tessier and Otley, 2012). When used incorrectly, control can cause fear, encourage narrow thinking, and produce bad results instead of helping things get better (Merchant and Van der Stede, 2017; Adler and Borys, 1996). However, these problems can be lessened if managers use balanced performance measures, involve employees, communicate well, do regular system reviews, and make sure that control systems help both learning and accountability (Kaplan and Norton, 1992; Simons, 1995). Controlling is particularly efficient when it is viewed not just as a restrictive monitoring function but as a continuous and thoughtful process that helps organizations improve performance while staying adaptable, ethical, and strategically focused (Otley, 1999; Broadbent and Laughlin, 2009).
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