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Management involves accomplishing organisational objectives efficiently and effectively by coordinating people and resources through planning, organising, leading and controlling (Robbins, DeCenzo and Coulter, 2019). In modern organisations, where changing markets, digital developments and stronger stakeholder expectations create greater complexity, management is vital for aligning daily activities with strategic aims and measurable performance outcomes (Bolland, 2017). According to Duchek (2020), effective management helps organisations coordinate complex operations while responding to an increasingly uncertain business environment.
Controlling represents the final and integrative stage of the management process because it assesses whether planned actions, organisational arrangements and leadership efforts have achieved their intended results. As Arif (2024) explains, this function enables managers to compare actual performance with established standards, identify deviations and take corrective action where necessary. Henri Fayol viewed control as a process that ensures activities follow agreed plans, instructions and principles, while also identifying errors so that they can be corrected and avoided in the future (Fayol, 1949, cited in Berry, Broadbent and Otley, 2019).
This essay critically examines the importance of controlling across different types of organisations, considers the main difficulties managers encounter when applying control systems and evaluates ways to address these issues. It uses examples including Volkswagen’s emissions scandal and Toyota’s production system to demonstrate how effective control can influence organisational performance, accountability and long term success.
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Planning defines organisational objectives and identifies the actions required to achieve them, while organising allocates resources and assigns responsibilities to support implementation. Leading then involves influencing and motivating employees to work towards these objectives, whereas controlling evaluates performance and addresses any differences between actual results and planned expectations (Schermerhorn, Bachrach, and Wright, 2020). These management functions operate as an ongoing and connected process rather than as separate stages. According to Francsovics, Kemendi and Piukovics (2019) planning requires controlling because managers must assess whether objectives have been achieved, while controlling depends on planning because plans establish the standards used to evaluate performance. Controlling consequently connects organisational results with the initial plan and generates feedback that supports learning, improvement and adaptation, as noted by Robbins, DeCenzo and Coulter (2019).
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Controlling is essential because it enables managers to determine whether organisational objectives are being achieved and to identify the causes of any unsatisfactory results (Cogoljević, Andrejić and Savić-Gligić, 2017). Although planning provides direction, it cannot ensure that activities are implemented as intended. According to Zhong, Makhija and Morris (2022), well designed plans may fail when organisations lack systems that monitor progress and reveal problems early. Control therefore supports organisations in the private, public and non profit sectors by ensuring that actions remain aligned with established objectives.
One key benefit is that controlling compares actual results with predetermined standards and encourages corrective action when performance differs from expectations (Arif, 2024). It also promotes the efficient use of human, physical and financial resources by detecting waste, poor performance and unsuitable allocation before these issues produce serious losses (Volberda et al., 2024). As per Scandura and Weinberg (2023) control systems also make delegation more effective because senior managers can give authority to lower levels while using performance information to confirm that decisions follow organisational policies.
Clear performance standards can improve employee responsibility, motivation and discipline because staff understand how their work will be assessed (Mullins and McLean, 2019). Controlling further strengthens managerial decision making by providing reliable data that support informed judgements instead of personal assumptions. Ibrahim, (2017) argues that managerial control contributes significantly to organisational success because it produces accurate information that improves decisions and supports continued operational performance. Continuous monitoring also helps managers recognise emerging regulatory, technological and competitive risks, allowing organisations to respond proactively to environmental change (Morden, 2017).
These advantages apply beyond manufacturing. Service organisations use control to maintain service quality and customer satisfaction, public bodies use it to demonstrate responsible use of taxpayer resources, and non profit organisations use it to show donors that their funding has created meaningful results. Managers generally use three forms of control at different stages of work. Feedforward control examines inputs before an activity starts, concurrent control monitors activities as they take place, and feedback control reviews outcomes after completion (Schermerhorn and Bachrach, 2023).
Toyota illustrates how these approaches can be integrated. It uses feedforward checks to assess incoming components, concurrent controls such as Jidoka and the Andon cord to stop production when defects are found, and feedback through the Five Whys method to identify root causes after problems occur (Hiran Gabriel, 2025). Together, these controls protect quality across the production process rather than relying only on final inspection.
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Although controlling is important, managers often face major difficulties when designing and applying effective control systems. One challenge involves human judgement and cognitive bias, since managers and employees must frequently make decisions using incomplete or unclear information. According to (Morden, 2017), confirmation bias, excessive confidence and fatigue may weaken the quality of control decisions even when formal procedures are clearly documented.
Management override presents a more serious risk because senior employees may intentionally avoid or manipulate controls in order to achieve targets or secure short term rewards. Volkswagen’s Dieselgate scandal demonstrates this problem. Engineers and executives used software in approximately $11 million diesel vehicles to manipulate emissions tests, and the misconduct continued for almost a decade (BBC News, 2015). Weak separation of responsibilities, inadequate supervision, poor internal communication and restricted reporting to the supervisory board contributed to the failure of control mechanisms. The scandal resulted in more than $30 billion in legal costs and penalties, while also causing substantial and continuing damage to Volkswagen’s reputation and market value.
Employee resistance also reduces the effectiveness of control systems when staff interpret monitoring as pressure or surveillance rather than support for coordinated work. This may lead to hidden workarounds or direct opposition, as noted by Mullins (2019). Managers must also balance the costs and benefits of control, since developing, operating and reviewing controls requires time and financial resources. Excessive controls can reduce flexibility, delay decisions and lower employee morale, whereas insufficient controls increase exposure to errors, fraud and inefficient practices (Arif, 2024).
External uncertainty creates a further difficulty because regulatory changes, competitor behaviour and economic disruptions may make existing performance standards unsuitable. As per Berry, Broadbent and Otley (2019) managers must regularly review and adjust control systems to ensure that they remain relevant. Decentralised and multi entity organisations experience additional challenges because authority is distributed across several management levels. Managers must decide where controls should operate, maintain coordination between levels and reduce agency risks that arise when tasks and authority are delegated.
Overall, control failures usually develop from several related weaknesses rather than a single error. The Volkswagen case shows how poor judgement, weak oversight, unsuitable incentives and organisational culture can combine to undermine an entire control system.
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Managers can reduce the risks of poor judgement and control override by establishing several connected control stages instead of relying on one review point. Feedforward control assesses resources and inputs before work begins, concurrent control monitors activities during implementation, and feedback control evaluates results after completion and supports corrective action. This combination creates protection across the process because a problem missed at one stage may be identified at another (Schermerhorn and Bachrach, 2023). Toyota’s Jidoka approach demonstrates this principle, as sensors and Andon signals enable employees to stop production immediately when they identify an irregularity (Toyota Motor Corporation, n.d.). Workers then apply the Five Whys technique to find the underlying cause and prevent the same problem from occurring again.

Organisations can address management override and restricted information flows by improving governance arrangements. According to the Ding (2024), separating duties, using independent audit teams and maintaining transparent reporting channels reduce the risk that one person or department can both perform and supervise the same activity. The Volkswagen case further shows that technical controls must be supported by an ethical organisational culture and strong risk management practices. Formal procedures provide limited protection when senior leaders can ignore them without accountability.
Employee resistance can be reduced when managers involve staff in creating control standards, explain why controls are necessary and apply fair measures that relate to meaningful organisational objectives. As per Mullins (2019), employees are more likely to accept controls when they understand expected performance and the basis on which their work will be evaluated. Control systems can then encourage responsibility and motivation rather than creating a perception of excessive surveillance. Managers should also match the level of control to the risk and value of an activity, applying stricter monitoring to high risk processes while using less intensive approaches where the potential consequences are lower.
The Balanced Scorecard offers a wider method for assessing organisational performance because it considers financial results alongside customer outcomes, internal processes and learning and growth indicators (Armstrong, 2022). This broader perspective helps managers avoid concentrating on one easily measured result, such as immediate production output or emissions test performance, while overlooking long term compliance and sustainability. Regular reviews of performance standards also enable control systems to respond to regulatory, economic and technological change, ensuring that they remain flexible and relevant rather than fixed (Armstrong, 2022).
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Controlling is necessary in all types of organisations because it confirms whether plans are implemented as intended, promotes efficient resource use, supports delegation and provides managers with information for effective decision making. However, control systems cannot remove every risk, as they may be weakened by errors in human judgement, management override, employee resistance, limited resources and external uncertainty. These factors can reduce the reliability of monitoring and corrective action, while the Volkswagen emissions scandal demonstrates how weak oversight and unethical behaviour can cause serious organisational failure. Managers can reduce such risks by combining feedforward, concurrent and feedback controls, improving governance and separation of duties, involving employees in setting standards and applying controls that reflect the level of risk involved. The Balanced Scorecard also encourages a wider assessment of performance through financial and non-financial measures. Effective controlling therefore depends on proportionate, transparent and adaptable systems that maintain strategic alignment while protecting employee trust and motivation.
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