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[bookmark: _Toc1614767360]Introduction 
Management in contemporary organisations enables the organisation to manage its resources so that the objectives of the organisation are achieved. The organisation must meet the uncertainty and competition. “Management is concerned with a series of activities and processes that combine to achieve the objectives of an organisation.” These activities and processes are known as the management functions. The functions enable the manager to carry out his role in helping to achieve the organisation’s objectives. (Cole and Kelly, 2020) 
Control and management are concerned with the regulation of all aspects of organisational activity to secure the desired performance. It is not a question of employers instructing employees as to what should be done. Rather it is a question of controlling the behaviour of employees and the direct supervision of the activities of the organisation. Control involves the collection of data for comparison with performance standards or with accepted norms, analysis and interpretation of the data and the initiation of corrective action when performance is not what it should be. In this sense control links planning with performance and acts as a feedback mechanism to ensure that planned activities and performance are achieved.
Control is a central element of efficient and effective management of processes and the use of resources, also control is often contested. Too much detail in the way something is to be done can be a source of conflict, target achievement is often artificially inflated, and the workplace climate can be undermined. From others perspective, control is a performance-enhancing and accountability instrument, but the way in which managers structure this control is crucial. In other words, control is not unproblematic and needs to be skillfully managed to avoid negative side effects.

[bookmark: _Toc2070200058]Managerial Functions and the Role of Controlling
Management has four main functions: planning, organising, leading and controlling. Planning involves setting objectives and deciding how they will be achieved. Organising is concerned with the most efficient use of resources and the structuring of work. Leading involves motivating and influencing people, and controlling involves ensuring that the activities of people within an organisation are directed towards the objectives of the organisation (Cole, 2020). 
Mullins (2019) identifies control as the element of management which links management objectives and performance. The three main elements of control are:
1. Establishing standards of desired performance 
2. Measuring actual performance against these standards 
3. Taking corrective action when deviations from the standard are detected. 
In simple terms the absence of control means that there would be no means of knowing how an organisation is performing in relation to its management objectives. In the absence of control an organisation may well drift away from planned performance.
Control is a functional activity that is carried out jointly with other functions in an organisation. The planning function of management will be supported by information derived from feedback about the performance of the control systems. Similarly, the nature of control as experienced by employees may vary with different styles of management. For example, a more participative style of management, by enabling many employees to participate in the control process through control systems, may result in more supportive rather than alienating control. An autocratic style of management which excludes employees from participating in control through control systems may result in resistive control.
Within control as practice, the control of activity on the micro level is technically and behaviourally based and is exercised through formal mechanisms such as Key Performance Indicators (KPIs) and audits, as well as informal control such as culture and trust (Sallai and Pepper, 2026). New case studies have emerged in recent years which attempt to balance these aspects of control to have a positive impact on the activities of organisations. Controlling cannot be limited to measurement practices, because it is also a practice that has consequences for the behaviour of individuals.

[bookmark: _Toc1507456762]1. Why Controlling is Essential
· Goal alignment and performance 
Controlling is very important in any organisation, in that it involves issues such as performance, compliance, people management etc. It is a tool to achieve the goal of alignment of performance and to manage the performance. Without control, organisational goals and activities of the organisation will not be aligned. As an example, the performance management and control systems existing in the NHS help to cope with the complexities of the public sector context. In the NHS, performance indicators are used to manage the performance and to act as control mechanism. However, it is not necessarily contributing to real quality of care improvement in respect of patients. As demonstrated, control systems can be good and bad relative to the performance.
· Risk management and compliance 
Controlling is very crucial for risk management and compliance. In high-risk sectors like aviation, there are many controlling measures put in place to ensure the sector remains to be a safe place. For instance, in Singapore Airlines, many controlling measures are also implemented to ensure that all processes run smoothly and efficiently and that there is no room for human error. These controlling measures such as the safety checklists and audits help to minimize the occurrence of errors and ensure that high standards are maintained to prevent any potential failure that could cause serious harm.
· Efficiency and resource protection 
Another way that controls affect organisations is by making them more efficient in the way they use resources. Many of us will be aware of the way that companies such as Tesco use controls to manage stock levels on their shelves. The controls here aim to reduce waste, deter shoplifting and maximise the profitability of the stock on the shelves. Internally within SMEs and charities, there are also a variety of financial controls in place to help use limited budgets of money efficiently.
· Learning and continuous improvement 
Controlling supports learning and improvement. Performance data can be used to identify and correct inefficiencies and over time to improve the efficiency of business processes. This is a well-known principle behind continuous improvement at companies such as Toyota where control is primarily about supporting the improvement of quality. 
However, controlling also has limitations. Heavy use of measurement leads to short term focus and people begin to focus so heavily on the metrics that they lose sight of what really matters. As Simons (1995) so aptly describes, any control system creates an inherent trade-off between accountability and innovation. Controlling is necessary but it should not be overdone.

[bookmark: _Toc1691341110]2. Theories Linked to Controlling 
There are several theories that support the need for controlling. Fayol’s classical theory of management supports the need for control. He describes it as a function of management, which is required to secure discipline, authority and order within an organisation (Cole and Kelly, 2020). Fayol’s principle of unity of command and scalar chain are also an indication of the need for control.
The Systems Approach to Organisational Management sees an organisation as a system with inputs, transformation process and output. It uses control as a type of feedback mechanism which allows a manager to take corrective action based on the organisations past performance (Mullins, 2019).
The leadership theories of today’s world also have a large influence on the way a control system is implemented and experienced. According to Peter G. Northouse (2022), the leadership style of a manager or leader can have a huge influence on how an employee reacts to being controlled. 
An autocratic leadership style allows a manager to control an employee to a high degree and is often a quick way to make decisions. This leadership style can be appropriate in emergency situations where a quick response is needed but can cause a large amount of fear in employees. 
A more democratic leadership style allows an employee to have a larger role in setting the goals they are required to meet. This leadership style can cause a higher level of engagement in an employee, but it can also cause the time to make decisions to increase. 
A laissez-faire leadership style has very little control by a manager. This leadership style is often used when an employee is highly competent and highly motivated. 
Transformational Leadership by Bernard M. Bass (2008) where values-based control is defined as the level of organizational control over employee behaviour that is based on organizational values. Also, Leadership in Organizations by Gary Yukl and William L. Gardner (2020), control based on organizational culture is defined as the level of organizational control over a worker that is based on the organization’s culture.
Control in organisations and its micro-politics Otley (2016) comments on Contingency theory and how control systems need to be designed in line with the structure of the organisation. In other words, it is not a bureaucratic system, but rather a flexible managerial tool that is shaped to the context of the organisation.
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· Measurement validity 
Controlling performance is a common theme in the management literature and one of the most contentious. One of the problems is that not all the aspects of an individuals' performance can be measured reliably and validly. So, in the NHS there is a large concentration of efforts on reducing waiting times, and there is very little concern expressed for the actual quality of the care given to patients. And, as so often, what can be measured is not what is significant.
· Information asymmetry and gaming 
One of the problems organizations face today is Information asymmetry and gaming of metrics. It was mentioned information asymmetry, and about gaming of metrics, which refers to the behaviour in which employees manipulate performance measures to hit specific levels or rates. “Hitting the target but missing the point” is a phrase that captures the idea of achieving a target but not achieving the intended goal (Mullins, 2019).
· Human and ethical issues 
One of the unintended consequences of controlling is a whole host of new ethical and people management issues. For example, more control and monitoring can erode trust, lead to increased stress and lower morale. These are all familiar issues in the workplace and digital technologies are now bringing them to the foreground. 
· Complex environments 
The technology is increasing the amount of control that workers must endure in the workplace. Under changing, non-local and dynamic conditions where it is not easy to determine performance criteria the control task also becomes more complex, as well as cultural aspects (Western and Garcia, 2018).
By becoming aware of these controls, we become more aware of the challenge of controlling and therefore more aware that controlling is not a neutral activity and has tremendous consequences for organizations. A poorly designed control system can cause more problems than it solves.

[bookmark: _Toc169425547]4. Mitigating the Challenges of Controlling 
Managers must exercise a fine balance of control in relation to their organisation. This is achieved by initially setting an appropriate set of performance criteria that are economically, technically and socially relevant. Ideally these criteria should be multi-dimensional to avoid an over- emphasis on one aspect.
Combining formal controls and cultural controls can make the individuals behave in the way the organisations want them to. The formal controls refer to the standard operating procedures and the methods of auditing the procedure to make sure the formal procedures are being followed (Mullins, 2019). The cultural controls refer to the characteristics of an individual that determines the level of compliance an individual has towards the formally prescribed rules.
Managers may attempt to control workplace behaviour by adopting a participative and transformational leadership style as recommended by Northouse (2022). Managers may also attempt to improve compliance with control systems and management’s control by involving employees in goal setting and explaining the purpose of the control systems in place.
Companies need to create a “psychologically safe” atmosphere in which whistleblowers can safely report questionable practices without fear of reprisal, and in which all employees can admit to making mistakes without fear of being fired. That is a big shift in the exercise of control in an organisation – from a punitive, authoritarian culture to one in which individuals are encouraged to make suggestions, admit errors and learn from their mistakes.
Analysing individual metrics is a very traditional approach to management and reductionist approach to looking at the world. In a very deep sense, a manager must start to look at a system to be thinking about the world systemically.
Control systems must be enabling not restrictive (Simons 1995). As with any transfer of authority to subordinates this activity comes with some risk, but generally managers should try to encourage such change.

[bookmark: _Toc1108964954]Conclusion
Controlling is one of the most important managerial functions, ensuring the achievement of the objectives set by an organization, staff accountability and improvement of performance. It connects planning and performance, economizes resources and enables the organization to react flexibly to the dynamic surroundings.
This essay has illustrated how even the most autocratic of managers can have their power curtailed by the mundanity of HR issues. Poorly designed control mechanisms can create significant resistance from employees, as well as the opportunity for workarounds to be created and organisational culture to be eroded.
Therefore management control must be constructed in such a way as to combine coercive, motivational, normative and/micro-political control modes and in a manner that is appropriate to the specific context of the organisation in which managers have to work in order to resolve the problems that managers encounter on the labour-market of the firm.
In the future, the concept of management must no longer be seen as control. Rather than that, it must be a highly dynamic self-regulatory process aimed at optimizing the performance of people and organizations and at the same time promoting the learning capacity of the organization. Management in today's organizations is becoming a very professional task requiring both accountability and flexibility.
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