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Management in different organizations involve cases where managers work in different functions in their daily work (Hitt et al., 2024). Classical management scholars such as Henry Fayol and Gregory Mintzberg development conceptual understanding of management the work that managers do in organizations of any type (Fayol, 2013). According to Mintzberg, a manager is someone in organization who serves in a position of a supervisor, administrative leader, chief executive officer, project manager, or a foreman. On his part, Fayol found that management working in managerial positions planned, organized, commanded, coordinated, and controlled resources (Fayol, 2013). Besides, while each of the managerial functions draw varying benefits for a company, they also expose unique challenges requiring proper mitigations to achieve expected results.  
The essay uses this background to focus on three objectives. First, the essay provides and in-depth analysis of four managerial functions. The second objective involves a discussion why controlling is essential in organizations of all types. Third, the essay discusses important challenges that affect managers in their controlling functions. The fourth section outlines recommended strategies on how managers can mitigate the challenges.  Besides, the essay presents cases of companies such as Google Inc’s Psychological Safety, Amazon, and LEGO digital transformation to illustrate how organizations have managed to use controlling, benefits, and associated mitigation to overcome the challenges. 
[bookmark: _Toc224591785]Managerial Functions
[bookmark: _Toc224591786]Planning
Fayol referred to planning as a function that allows managers to look ahead and provide mechanisms on how to achieve goal and objectives (Hitt et al., 2024). Managers foresee what organizations need and provide resources either in terms of human resources, materials, or finances to achieve what lies ahead of a company. Besides, a manager identifies results to attain, expected at every stage of the way, and the method to achieve the results. A manager lays out the time frame when the company expects to attain the results. Effective planning of results depends on resources, nature and importance of work in progress, and future trends (Dler and Tawfeq, 2021). 
[bookmark: _Toc224591787]Organising
This occurs as a second phase after plans have been completed and ready to be executed. A manager must then organise a business by laying out human organization. According to Fayol, a manager lays out clear responsibilities, points out who will be in authority, and how information will flow from the authority to the followers (Fayol, 2013). Dler and Tawfeq (2021) argues that when employees are well equipped with the needed resources, a company should fulfil important management functions ranging from technical to managerial.  
[bookmark: _Toc224591788]Leading
The leading function allows managers the opportunity to harmonize every activity of concern to allow employees function better. Leading allows managers the authority to influence, motivate, and guide employees on what they need to do to achieve goals (Hitt et al., 2024). Managers also use this opportunity to communicate with employees about the vision of a company, enhance collaboration among teams, and empower everyone to utilize their skills. 
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Controlling occurs as a last phase of managerial function when managers now consolidate everything as planned and organized to understand whether the team achieved the expected results (Cambalikova and Misun, 2017). Managers rely on outputs and inputs to assess the outcome of a plan and eventually device corrective mechanisms such as retraining, recruitment of more human resources, or upgrading of a system (Hitt et al., 2024). 
Managerial position of a delivery station manager at Amazon offers an example of how Kate Cuniff work through all the found functions (Inside Amazon, 2025). Cuniff notes that when she begins her day, each day is different for her. She uses this principle to plan her way ahead on what she expects the team to attain. She leads a team to see that everyone grows in their own propositions. She uses job descriptions to guide them in the right directions. Besides, Cuniff uses controlling function to ensure all logistics operations attain operational standards, customer expectations and performance targets. Cuniff uses cloud computing tools to allow her monitor delivery of parcels to customers on time, compare monthly data to see if they are achieving targets. She uses the findings to recommend on the best causes of actions in cases where she find deviations.  
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[bookmark: _Toc224591791]Attain Organizational Goals
Managers use controlling as an opportunity to verify if activities and projects are being implemented according to the plans, the instructions, and all principles that have been established (Hitt et al., 2024). Data help managers assess performance in different departments and gauge how they are performing against planned expectations. It is through such processes that help managers identify deviations from plans before they happen. Consequently, all these activities are performed to ensure that performance reflects organizational goals. Failure to use controlling exposes managers to difficulties and failure to achieve set out goals. 
[bookmark: _Toc224591792]Resource Coordination and Utilisation 
Managers responsible for controlling rely on the available data to verify how the organization is utilizing human resources who serves in different departments and physical resources. The latter can occur in forms of finances, facilities, or assets. By evaluating the performance of every employee, managers can draw insights to understand who is more productive and not productive (Susiawati, Nugraha, and Priyantoro, 2025). Moreover, the manager can verify against the data to understand is assets are being used as planned. Any deviations in either output among employees or lower productive assets would help manager put in place immediate corrections such as training of employees or replacing non performing assets. Therefore, controlling ensures organizations utilize output from every resources. 
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Human resources managers, supervisors, and project leads depend on data from production to verify the best performing and poorly performing employees. The data can provide every manager with the basis of making data driven decisions on types of motivation to implement in every department. For example, in the sales and marketing department, the marketing manager can use data to inform the kind of employees with the highest sales during the months and those that performed below average. The manager can then reward best performing employees equitably without favouritism. According to Hitt et al (2024), controlling provides hard data for managers to motivate employees effectively. 
[bookmark: _Toc224591794]Manage Risks and Changes
Controlling in management begins with collecting relevant data and verifying them against already laid out plans, instructions, and principles. Moreover, through organizing, managers design clear instructions and allocate resources (human and physical) to accomplish roles. By using controlling, a manager is able to identify areas of risks and make changes early on.  

[bookmark: _Toc224591795]Challenges Associated with Controlling
[bookmark: _Toc224591796]Difficulty Defining Standards
Models such as Balanced Scorecards note that while quantitative measures such as financial performance around profitability, revenues, and costs are well documented, other qualitative measures on the other hand, can be difficult to measure across departments. According to Cambalikova and Misun (2017), measures focusing on job satisfaction, leadership quality, as well as those measuring organizational culture can be difficult. Such measures are considered subjective and depend on personal experiences. Managers cannot compare results from different departments (Harris et al., 2013). Hence, lack of objective measures would imply managers rely on self-opinions and informal feedback. Consequently, this is likely to generate inconsistencies and biasedness leading to lack of clear corrective measures. 
[bookmark: _Toc224591797]Difficult to control External Factors
Managers experience the difficulty of controlling external factors that such as competitor strategies, disruption in technologies, inflation, interest rates, or regulations from the government. All these factors and others play a critical role in shaping and determining the direction of plans, how employees work, and how they source for materials, deliver them to stores, and eventually sell them to final customers. According to Cambalikova and Misun (2017), managers tend to experience the difficulties of taking collecting appropriate and timely data from them and making corrective measure to avoid deviations or delays in implementation. 
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Employees resist new changes with the perceptions that new systems are likely to monitor what they do, eliminate rewards they receive, or digital surveillance. Additionally, this could contribute to lack of trust from employees. Consequently, Harris et al (2013) argues that employees become opposed to changes, loose their motivation to work. Similarly, Darmawan and Azizah (2020) argues that employees who resist new changes and feel separated from decision making, might withhold critical information, decline to participate in de critical decision making, manipulate reports, or withdraw from engaging in corrections. Consequently, such behaviours contribute to low accuracy and reliability of findings from controls. 
[bookmark: _Toc224591799]Complex Organizational Structures
Managers also find themselves working in complex organizations where structures make it difficult to control on functions (Cambalikova and Misun, 2017). Some organizations rely on either decentralised or matrix structures making it difficult for managers to implement correct control systems. Such structure tends to blur lines of authority as well as accountability. While there are several examples of companies with complex structures, Generic Electric which operates as a conglomerate, experiences complex structures that made it difficult for GE to achieve its potential. For example, Jeff Immelt, the CEO of GE who served in the period between 2001 and 2017, admitted for creating complex and broad systems leading to a decline in the company shareholders value (Prince, 2021). 
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[bookmark: _Toc224591801]Digital transformation 
To unlock the power controlling in companies need management to build technology environment that can empower an entire organization (Lamarre, Smaje, and Zemmel, 2023). The authors argue that the objective of any technology in a company is to make things easier for people to constantly develop and release both digital and AI enabled innovations. Managers can achieve this when they build distributed technology infrastructure that allow everyone in a company to access information, applications, analytics tools, instructions, job requirements, and performance reviews. Digital transformation is about elevating an entire system to support planning, monitoring, and correction at a faster rate.
Lego Group for example, form a perfect case study where managers adopted full scale digital transformation to support its future (LEGO, 2022). The manager, Niels B. Christiansen, the group CEO noted that he started by asking how LEGO could secure the legacy of the world loved brand within the current digital era. The leadership identified capabilities that were essential and relied on data, analytics, and technology. By grouping capabilities, LEGO leadership identified areas such as customers, shoppers, colleagues, and data products. 
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Democratic leadership is characterised by the fact that it allows employees to participate in planning, making decisions, and the freedom to decide their own future (Hilton, Arkorful, and Martins, 2021). Adoption of a democratic leadership would give every employee the freedom to formulate plans, participate freely in performance reviews, and give suggestions to areas where a company need to make changes. Consequently, this helps eliminate cases of resistance and invite full adoption of control system (Darmawan and Azizah, S., 2020). The Psychological Safety at Google Inc forms one of perfect examples of how management embraces democratic values to reduce resistance among employees (Grailey et al., 2021). The Project Aristotle revealed that employees need positive workplace, consultative behaviours, deploy at scale system and avoid one time training of employees, and create development a long-term activity (McCausland, 2023). 
[bookmark: _Toc224591803]Flexible work structures 
Managers should transform bureaucratic organisational structures into simplified structures (Susiawati, Nugraha, and Priyantoro, 2025). Specifically, simple and flexible systems enhance an efficient and effective services. Transforming once considered complex organizations need renewing, restructuring, and reframing organizations when managers can see departments, people, and materials clearly. 
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Management functions in organizations of all types are varied. However, such functions are categorised into four groups – planning, organizing, leading, and controlling. However, when it comes to controlling, management experiences difficulties in how they can define standards, complex structures, resistance from employees, and difficulties in how they can control external factors. In most cases, managers find themselves confronted with qualitative and quantitative data. While there are several well documented frameworks for collecting quantitative data, qualitative frameworks are subjective. It is difficult to objective data to help in data-driven decisions. Managers also find themselves operating in volatile environments whose factors affect internal activities. Managers cannot control factors that lies beyond their control. Besides, resistance make employees fail to adopt new control systems needed to support controlling functions.
Amidst all these challenges, the study suggests the need for managers to adopt digital transformation strategies, become democratic leaders, and embrace flexible work structures. By embedding technology, managers can harness data, analytics, and artificial intelligence on a timely period. The data from different departments would require minimum employee inputs. Management can leverage on AI agents within artificial intelligence systems which work as autonomous software programs to support reasoning and solving complex problems and taking of impactful actions to achieve goals. 
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