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[bookmark: _Toc1655097922]Introduction
The coordination of people, resources, and organizational actions by management aims at achieving objectives both efficiently and effectively. It is essential to organisations as it enables them to make the best use of scarce resources and achieve strategic aims. In today’s world, organisations face global competitive pressures, fast paced technological change, economic uncertainty, and various other pressures such as regulation and shifts in consumer demand. Therefore, management is vital whether an organisation is privately owned, public sector, or charitable to ensure it can continue to perform and survive in the long term.

According to Robbins and Coulter (2021), management is usually thought of in relation to four distinct functions. Planning, organising, leading and controlling are all closely related and essential to organisational success. Planning is deciding what needs to happen and how to achieve it. Organising is about ensuring there are sufficient resources and structures to allow plans to be realised. Leading involves motivating employees and influencing behaviours to help achieve goals. Controlling focuses on measuring performance and ensuring there are systems in place to correct poor performance.

Without question, control stands out as the most critical function, as it facilitates feedback and informs managers about plan progress. Organizations that lack effective control mechanisms may only discover deteriorating performance, financial drains, quality problems, or non-compliance with regulations when it's too late, and significant harm has already occurred. Controls can also cause difficulties if they become too bureaucratic or target driven.
This report explains the managerial functions and critically evaluates why controlling is essential in organisations. It also examines the key challenges associated with controlling and discusses how managers can reduce these difficulties through appropriate leadership and management strategies.
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[bookmark: _Toc1877462897]Managerial Functions
Managers perform four functions including planning, organising, leading, and controlling.

Planning involves setting objectives and deciding on the most appropriate course of action required to achieve those objectives. It provides direction, allows managers to anticipate future opportunities or threats, and reduces uncertainty (Robbins and Coulter, 2021). For instance, Tesco plans investment into stores, prices, and online channels to respond to customer demand and competition. Tesco announced investment into its online grocery delivery service, convenience stores, and Clubcard pricing to combat slowing sales growth due to changing customer habits and discount retailers (Tesco PLC, 2024).

Organising requires managers to structure tasks, resources, and people efficiently to achieve goals. This includes determining job responsibilities, departmental tasks, and lines of reporting. Effective organising creates clarity for employees regarding their responsibilities and ensures resources are allocated efficiently (Robbins and Coulter, 2021).

Leading entails guiding, motivating, and encouraging employees to perform effectively. Managing involves communication, team development, conflict management, and making decisions. Managers also require interpersonal skills and understanding of how organisational subsystems work together (Armstrong, 2016). For example, Microsoft employees and CEO Satya Nadella have been praised for creating organisational collaboration. Microsoft emphasised its growth mindset culture and invested in cloud technology to become a leader in the field (Microsoft Corporation, 2024).

Controlling means comparing what happened against established standards and adjusting when needed. It encompasses activities such as budgeting, performance appraisals, quality inspections, compliance checks, and monitoring KPIs (Robbins and Coulter, 2021). Through the controlling process, managers can identify if planning, organising, and leading have been effective. For example, Tesco store managers measure sales, stock levels, operating costs, and customer service. Managers can take corrective action by training staff or updating inventory processes if targets are not being met (Tesco PLC, 2024).

The four functions of management are interdependent on each other. Planning sets goals, organising establishes structures, leading directs effort, and controlling assesses performance. However, controlling can be seen as the most important function because it can learn from previous outcomes to make better decisions in the future (Robbins and Coulter, 2021).

[bookmark: _Toc987594369]Why Controlling is Essential in Organisations of All Types
Controlling is a vital management function because it ensures that organisational activities remain aligned with objectives. Without effective controls, managers cannot know whether plans are succeeding, resources are being wasted, or standards are declining (Daft, 2021).
Controlling helps organisations boost their performance through the establishment of budgets, targets, and key performance indicators for measuring success. When reviewing performance, managers can assess which areas of the business are underperforming and take action to address any shortcomings. For example, Sainsbury monitors sales growth, customer satisfaction, and product availability to track efficiency and identify where improvements can be made. When a branch isn't meeting expectations, measures such as employee training or rethinking stock control can be implemented. (Sainsbury plc, 2024).
Organisations must use their resources effectively to maximise profits and operational efficiency. Controls help managers monitor the use of money, labour, time, and materials. Financial controls, such as budgets and variance analysis, highlight overspending or duplication. This allows managers to eliminate waste and make better use of resources. Controls ensure public money is accounted for, particularly important in government departments and public services. High Speed Two Ltd use expenditure reviews, programme monitoring and financial reporting to monitor and control the huge budgets associated with the HS2 rail network project. Project costs are regularly reviewed to assess any budget pressures and ensure the best value for money (High Speed Two Ltd, 2025).
Control plays a crucial role in upholding a company's quality benchmarks. Manufacturing organisations set quality controls to limit defects in products. Monitoring customer complaints, waiting time and service reviews allows service organisations to maintain quality. Toyota Motor Corporation puts considerable emphasis on quality control through its Toyota Production System. This includes ‘continuous improvement’ processes and ‘defects prevention’ techniques to reduce mistakes in manufacturing and minimise waste (Toyota Motor Corporation, 2024). Without control, businesses would suffer from declining standards which can damage customer loyalty.
Controls are essential for managing risk and legislative compliance. Businesses need to comply with employment law, health and safety legislation, environmental law and data protection rules. Monitoring through audits, reporting systems, and policy enforcement can help organisations avoid breaches that can lead to fines, legal claims or reputational damage. In response to mounting regulatory demands across the international banking sector, HSBC has bolstered its risk management by reinforcing its internal control systems, refining its risk governance structure, and improving risk reporting, which encompasses financial crime defences (HSBC, 2024).
Organisations need controls to manage change. By looking at how things have gone over time and keeping up with what's happening outside the company, managers can spot new trends and quickly tackle any problems. This could include responding to changes in customer demand, inflation, competitors, or new technologies. After noticing consumer trends towards healthy eating, The Coca-Cola Company decided to increase its low- and zero-sugar drinks portfolio (The Coca-Cola Company, 2024). If The Coca-Cola Company had not monitored consumer preferences, they would not have recognised the need to diversify their products to fit new customer demands.
However, controlling is not always positive. Excessive control can create bureaucracy, slow decision-making, and reduce organisational flexibility. If managers focus too heavily on targets, employees may prioritise short-term outcomes over ethical behaviour and long-term success. Therefore, controlling must be balanced with trust, judgment, and employee engagement (Armstrong, 2016).
Overall, controlling is essential because it improves accountability, efficiency, quality, and responsiveness, but it must be designed carefully to avoid unintended negative consequences.

[bookmark: _Toc802738318]Challenges Associated with Controlling
Although controlling is necessary, managers often face several practical difficulties when implementing control systems effectively (Robbins and Coulter, 2021).
First, employees can resent monitoring. When managers track knowledge of employers’ performance too closely, employees can interpret these actions as micromanagement or lack of trust. When employees feel constantly watched, their morale plummets, motivation wanes, and creativity suffer. Armstrong (2016) argues that workers are more likely to perform better when managers show them trust and involve them in decision-making. For example, Amazon employees have criticised warehouse productivity monitoring systems. Goals and real-time tracking were described as creating a ‘negative atmosphere of pressure’ amongst workers (CNBC, 2023).

Second, unrealistic standards may be set. Standards that are too ambitious can demotivate employees or lead to unethical behaviour. Standards set too low may lead to complacency with respect to performance. For example, Wells Fargo implemented aggressive sales targets in the early 2010s. Employees opened millions of fake customer accounts to meet these targets, causing a scandal that cost the bank billions of dollars and damaged its reputation (Veetikazhi and Krishnan, 2019).

Third, data overload can occur. Never before has technology allowed organisations to track and analyse performance data to this extent. As a result of dashboards and sophisticated reporting tools, managers can become overwhelmed with too much information and find it difficult to prioritise the most important metrics. Laudon and Laudon (2022) note that informative data should add value by being both understandable and relevant. For example, Unilever managers use digital dashboards to filter key information from huge quantities of operational data (Unilever PLC, 2024).

Fourth, controlling becomes harder with remote and hybrid workers. Many employers are monitoring workers who spend all or part of their time working remotely. Traditional forms of supervision that are based on monitoring whether employees are in the workplace are less effective. Managers risk lowering morale by closely tracking remote workers using invasive software. The CIPD (2023) suggests that remote performance management should focus on output. For example, BT Group moved to output-based measures when it expanded remote and hybrid working arrangements for employees (BT Group plc, 2024).

Fifth, multinational organisations face additional control challenges. The control system in the company’s home country may not translate to overseas operations. Language differences, new laws, and employee expectations can complicate how controls function. Hofstede (2011) explains that cultural differences significantly impact management. For example, fast-food chain McDonald’s implements global standards for food safety and branding across its locations. Yet it adapts its menu and marketing for local markets, such as adding local flavor to cater to customers in China (McDonald’s Corporation, 2024).

Ultimately, even though oversight is vital for sound management, poorly designed control mechanisms can lead to various negative outcomes. Controls that are too restrictive limit worker autonomy and can discourage innovative thinking. Employees may require more guidance than computers can ethically provide.

[bookmark: _Toc384387046]How Managers Can Mitigate These Challenges
Managers can reduce the negative effects of control by applying effective leadership and management strategies that balance accountability with flexibility and employee engagement (Armstrong, 2016).
First, management could implement a participative target setting. Employees have higher commitment, perceptions of fairness, and motivation when they are involved in goal setting because they will be more likely to buy into targets. Locke and Latham’s (2019) suggest participation improves goal commitment. Unilever promotes employee participation through jointly conducted performance discussions and objective setting (Unilever PLC, 2024).

Second, management could focus on monitoring a few KPI supporting strategies. Instead of tracking everything, organisations should monitor only meaningful metrics tied to their strategy such as profitability, customer satisfaction, quality, and employee retention. According to Kaplan and Norton’s (1996) using fewer measures improves strategic control and decision-making. Tesco, for example, prefers to monitor strategic performance using a focused approach, prioritizing sales growth, customer satisfaction, and colleague engagement over a wide array of metrics (Tesco PLC, 2024).

Third, management could balance formal controls with empowerment. Transformational management involves communication and focusses on motivation and purpose. Transformational managers can reduce the number of formal controls as employees will understand why they are required. Transformational leaders, according to Bass and Riggio (2006), enhance both employee commitment and their willingness to go the extra mile. Microsoft focuses on creating clear expectations, empowering employees through an innovation culture, and developing employees (Microsoft Corporation, 2024).

Fourth, organisations could take advantage of technology to improve monitoring systems. Digital dashboards provide real-time data on key metrics. Automated reporting systems can also reduce bureaucracy, and managers can focus on responding to issues rather than identifying them. UPS focuses on improving delivery performance by using tracking systems, route optimisation software, and analytics (UPS Inc., 2024).

Fifth, managers could implement a Balanced Scorecard approach to performance measurement. Too much emphasis is placed on financial targets alone, which are often short-term. The Balanced Scorecard suggests measuring performance from financial, customer, internal business process and learning perspectives (Kaplan and Norton, 1996). Large organisations including Tesco use a mix of financial and non-financial measures; these include measures such as sustainability and employee engagement.

Sixth, multinational organisations should implement global standards with flexibility in local practices. Organisational principles will remain the same across countries, for example ethics, health and safety, and employee accountability. However, control systems can be adapted by local management to account for differences in national culture and legislation. Unilever has global management standards that apply across the organisation, however product development and marketing campaigns are allowed to be tailored locally (Unilever PLC, 2024).

Finally management could regularly review control systems. Technology and markets continue to develop as employees and new generations enter the workforce. Continually reviewing control systems will help ensure they are up-to-date and effective. Robbins and Coulter’s (2021) organisational behaviour study suggests outdated systems harm rather than help organisational competitiveness. Taking these factors into consideration will help managers ensure control is not restrictive.



[bookmark: _Toc430784033]Conclusion
Management is composed of several interrelated functions including planning, organising, leading, and controlling. The controlling function has special significance since it allows managers to measure performance, compare it to goals, and adjust as needed. This allows controlling to facilitate organisational efficiency, financial discipline, quality of service, legal compliance, and strategic responsiveness in all types of organisations.

The report also pointed out that controlling can present difficulties for managers when systems aren't properly put in place. Resistance from employees, unrealistic goals, bureaucracy, information overload, and geographical dispersion can impair effectiveness. Excessive controls can also damage trust, innovation, and ultimately organisational performance.

Many of these issues can be minimised if managers follow best practices. Involve employees in target settings, use meaningful KPIs, lead with trust, leverage digital tools for monitoring, and use balanced scorecards to create control systems that are effective and equitable.

Overall, controlling is crucial for any organisation since it provides the framework for measuring and achieving goals despite environmental changes. To be highly effective, organizations must apply controls in a manner that is both adaptable and judicious, mindful of human factors and desired results.
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