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[bookmark: intro]1. Introduction
[bookmark: functions]Management means organizing individuals and resources to accomplish a goal. While digital changes, regulations, and stakeholder pressure may have made managing more unpredictable, managers still plan, organize, lead, and control. The degree of control exerted sometimes boils down to checking budgets after the event or surveillance. However, control has a more crucial function than this. It establishes impressions, collects evidence, and explains significant gaps in order to encourage either learning or corrective adjustments. Without control, a goal remains an aspiration, and leaders will not know whether the goals advanced by employees are in line with the organization’s interests. This essay will examine control in different spheres of the economy, but will argue that the value of control is determined by the design and application of control systems. The Balanced Scorecard (BSC) is the most diagrammatic and influential system used to connect financial outcomes to customers and processes in organizations and to foster learning and growth. It is one of many elements in a control system, rather than a universal control panel. Boeing is the main case discussed and illustrated with examples from Wells Fargo and healthcare. The case illustrates that the best control systems balance accountability with discretion, employee voice and the need to modify the control system based on the evidence that challenges the original plan. Control systems empower managers to interpret the data rather than be passive recipients of data.










2. Managerial functions and the position of control
[bookmark: functions_1]2.1 The four functions as a connected cycle
Planning involves setting an objective and anticipating the unanticipated and selecting a path. Organizing means assigning authority and allocating work and resources. Leading means giving direction and commitment and assisting people to accommodate change. Control involves comparing the expected and the actual, and deciding on the required course of action (Robbins and Coulter, 2021). Data on control could show that a target was unrealistic, the work was poorly organized, or the lack of successful conditions was due to a lack of leadership. Managers would then re-plan, move resources, or change their people practices. Thus, control closes the management cycle and provides feedback to it.
Control can be performed before, during or after work. Feedforward controls test capacity, inputs and risks prior to work. Concurrent controls assess work as it is being performed, and feedback controls assess results that have been accomplished. In addition, managers use result controls and behavior controls to assess the effects and processes of work, respectively. Stable, visible work may suit targets and standard operating procedures.
Knowledge work requires judgment that is more professional. Safety-critical work requires boundaries that are more rigid even when output targets seem to have been achieved.                   This broader view is important because a scorecard is not a substitute for the governance, risk management, or ethical leadership.
Table 1: The Four Managerial Functions
	Function
	Focus
	Example Activity

	Planning
	Setting objectives and the means to achieve them
	Defining next year's sales and revenue targets

	Organizing
	Structuring resources, tasks and reporting lines
	Designing a departmental structure and delegating authority

	Leading
	Directing, motivating and communicating with people
	Coaching a team toward a shared objective

	Controlling
	Monitoring performance and correcting deviation
	Comparing actual costs against the approved budget



[bookmark: functions_2]2.2 The Balanced Scorecard within broader strategic control
The BSC converts strategies into coherent financial and non-financial goals. It does so from four observable frameworks of finances, customers, processes, and learning and growth (Madsen, 2025). Financial measures display results that have already been accomplished, but customer, process and capability measures may illustrate the result that is yet to be completed. It is the strategy map behind them: managers describe how actions are meant to result in particular outcomes, assess the links, and change them to reflect evidence. Studies have shown that BSC research has expanded to incorporate sustainability and integrated reporting and systems thinking which makes it adaptable to various purposes (Kumar et al., 2024). Nevertheless, other studies have noted that organizations tend to use it primarily in measurement rather than strategy and learning (Kumar, Prince and Baker, 2022).
A more advanced level of strategic control strikes a more effective balance of diagnostic and interactive use. Diagnostic controls are effected when the results do not meet the goals. Uncertainty, assumptions, and new information are discussed in an interactive control.                  A useful BSC should bring focus and should not end the discussion. It should promote pay attention, rather than clarify, in routine practice.

[bookmark: essential][image: ]Figure 1: The Balanced Scorecard's Four Control Perspectives
3. Why controlling is essential in all organizations
[bookmark: essential_1]3.1 Alignment, accountability and learning
[bookmark: challenges]First, strategic control is required for transformation of operational strategy into operational priorities. A series of aligned metrics that link each task with outcomes demonstrates the most efficient priorities and reveals the specialized cost-benefit analysis. Without such control, it is possible the trade-offs May not be apparent and short-term gains may result in adverse long-term effects on quality, customer confidence, or employee capabilities. Second, control guarantees accountability. Boards, regulators, donors, clientele, and citizens examine the effectiveness and efficiency of the delegated authority and resources. Third, control promotes the learning organization. Weak signals may be imperceptible without control. Likewise, control can direct the focus of the organization toward the adjustment of a nervous plan. Resources are constrained, and control is necessary. Despite the benefits of trend, variance and risk information, a prudent manager will respond early and reallocate resources to a more effective alternative. However, not all results should be forced to return to the target. The plan may require alteration based on innovative external factors. Strategic control is of greater value to management when the focus is on the unexplained variance. Rigorous strategic control can be a waste of time and effort if the resources are too constrained. A small business may waste time on unnecessary control, while a government agency may report a great deal and still provide activities that have little impact on social value.
3.2 Evidence from Boeing and Healthcare
Boeing serves as an example. A federal expert panel found a gap between senior managers and employees, a system of complex safety procedures and weak general safety within the organization (Federal Aviation Administration, 2024). Because of their investigation into the January 2024 separation of a 737-9 door plug, there was no record that the plug had been opened, so the quality inspection was not performed, four securing bolts were missing (National Transportation Safety Board, 2025). Formal processes existed; however, there was a lack of integration of information, traceability and checking. In high-reliability organizations, safety and learning measures must be designed to restrain production goals rather than be adjacent to production goals. All healthcare organizations need to balance access, clinical outcomes, patient experience, workforce capacity and cost. A charity must show mission impact and stewardship. One healthcare review noted the articulation of a BSC, although varying perspectives and in the context of leadership, culture and communication, there were issues observed during implementation (Betto et al., 2022).

4. Challenges associated with controlling
4.1 Measurement, context and cost
Measurement of trust, innovation, public value and safety culture is difficult. Although a strategy map may generate reasonable cause and effect relationships, this does not prove the relationships. Having too many measures can lead to a lack of focus, and having too few can lead to an over focus. In their research on French middle-market enterprises, Bouamama, Basly, and Zian, (2021), noted that the elements of scorecards are impacted by the strategy, structure and environment, and thus a generic scorecard is difficult to justify. Managers can believe that a full dashboard is control and measure and create a false sense of assurance.
Goals also conflict. Stakeholders value different outcomes and employees can be assessed on results over which they have little control such as suppliers, markets or decisions made elsewhere. It is seen as unfair to give someone a large goal with little control over the variables. Weighting the elements of BSC is a management and ethical dilemma. Control carries a cost and having weak, data can lead to a loss in focus on customer, clinical or production work. Measuring more can lead to a false sense of accountability.

4.2 Gaming, rigidity and legitimacy
Measures change behavior. When people are rewarded for achieving a particular goal, they may lose sight of the rest of their responsibilities or, worst case, game the system. This tends to be the unintended outcome of performance management (Franco-Santos and Otley, 2018; Welter and Ensslin, 2022). This is further evidenced by employees of British universities behaving in this manner in response to their university’s performance management system (Aboubichr and Conway, 2023). Wells Fargo had to learn this the hard way after significant growth restrictions on the bank were imposed by the Federal Reserve in 2018 due to multiple governance failures resulting in consumer abuse, violation of compliance, poor control over risks, and weak governance over the entire bank (Board of Governors of the Federal Reserve System, 2018). The deficiencies in governance led to the need for redress totaling $3.7 billion and penalties for 16 million consumer accounts in 2022 as ordered by the Consumer Financial Protection Bureau (Consumer Financial Protection Bureau, 2022). This case shows that growth targets and sales numbers do not reflect adequate performance when customer protection is lacking and risks are uncontrolled.


Rigid control are signs of out of control systems. Control is delayed when no action is taken on archaic, obsolete, or irrelevant data. Automated monitoring is prone to bias. Digital systems provide information, but flexible design, digital skills, and ethics are required (Cosa and Torelli, 2024). 

There is a human problem. An absence of participation in the creation of measures leads to distrust and a refusal to communicate problems to management. The system designed at Boeing to enable non-retaliatory safety communication illustrates that the failure of a complex system can still be attributed to an absence of trust (Federal Aviation Administration, 2024). Control loses its legitimacy when employees do not understand it, do not believe it is fair, or are unable to challenge it.

Table 2: Key Challenges of Controlling
	Challenge
	Description
	Illustrative Evidence

	Goal displacement
	Narrow, high-pressure metrics drive dysfunctional employee behavior
	Wells Fargo cross-selling scandal (CFPB, 2016)

	Contested causal assumptions
	Multidimensional frameworks assume cause-effect links between measures that are hard to prove
	Tawse and Tabesh (2023); Madsen (2025)

	Human resistance
	Staff resist standards imposed without consultation; HR and engagement issues dominate
	Lambovska and Angelova-Stanimirova (2025)

	Cost and obsolescence
	Standards date quickly; sophisticated systems are costly, especially for smaller organizations
	Lambovska and Angelova-Stanimirova (2025)






[bookmark: mitigation]5. How managers can mitigate these challenges
[bookmark: mitigation_1]5.1 Contingent design, participation and fair incentives
[bookmark: mitigation_2]Managers must begin with context and not just copy another organization's dashboard. Begin by understanding the mission and outlining the goals of customers, levels of risk tolerance, and major uncertainties, and begin to think about how these goals may be connected. Each of these goals must have an owner and a definition of the data, along with a deadline for review and both leading and lagging evidence. Financial results must be balanced against customer or beneficiary results, process consistency, person talent, safety, and significant risks. Healthcare and contingency evidence support the adaptive use of the BSC (balance scorecard) as opposed to a rigid template (Betto et al., 2022; Bouamama, Basly and Zian, 2021).
Design needs to include the people who do the work. Those on the front lines, as well as professional and workarounds. Evidence from private banks has been demonstrated to have a positive association with the engagement and performance of staff, which is a good case, although the study's national and sector scope results in a very limited generalization. Managers also need to answer the 'why' of each measure and should support a protected system for reporting concerns. Rewards should not be tied to a singular goal. Threshold safety would drive less game playing with longer-term and safety goals achieved as a result of informed decision making. Independent auditors can examine the data and the controls along with looking at the integrity of the evidence and the systems.
5.2 Interactive review, assurance and Boeing’s response
Dealing with exceptions is a routine part of agreements and a source of continuous improvement for strategies. However, some meetings require even more critical thinking to assess if the objectives, causal assumptions and/or the strategy itself is still appropriate.               A synthesis of diagnostic tracking and engaged discussions helps to build resilience because it combines a focus on outcomes with learning. Becoming more adaptive often requires a combination of tools such as rolling forecasts, scenarios and dashboards. However, the human element of critical review is required to provide necessary checks to ongoing updates. Managers must also combine the results of scorecards with complaints, interviews, personal observations and other external sources of data.
As an example of a broader control package, Boeing's required action plan helps to illustrate some of the key elements. These include elements of employee training and voice, increased control and oversight of both suppliers and processes, simplifying work, and installing more technology along with six production health indicators and continuous external inspection (U.S. Department of Transportation, 2024). 

As illustrated in Appendix A, these elements help also to integrate learning and quality of processes and help to improve stakeholder safety and production. They also provide an example of a risk-adjusted balanced scorecard integrated with both operational and regulatory controls. However, a required action plan is not evidence of improvement. Boeing and their regulators must ensure data integrity and assess if there are changes to staff behavior and safety outcomes over time. This helps to better understand the difference between simply documenting requirements and exercising control.

Table 3: Mitigation Strategies Mapped to Challenges.
	Mitigation Strategy
	How It Addresses the Challenge

	Balanced financial and non-financial measures
	Prevents a single metric from dominating and being gamed (Kaplan and Norton, 1996)

	Participative standard-setting
	Increases perceived fairness and ownership, reducing resistance (Pervaiz, Li and He, 2021)

	Decentralized control (e.g. Jidoka/Andon)
	Combines bureaucratic standards with clan-style shared responsibility (Ouchi, 1979)

	Digital, real-time monitoring
	Shortens the feedback loop and eases updating of standards (Li and Zhang, 2025)












[bookmark: conclusion]6. Conclusion
[bookmark: _GoBack]The relationship between managerial intention and organizational performance is structured by control. This structure integrates strategy, determines responsibility in delegated actions, identifies risk and supports learning in businesses, public services and charities. The BSC integrates financial outcomes with customers, processes and capabilities; however, an appearance of balance is insufficient. Weak measures, assumptions that are not tested, inflexible systems and rewards linked to targets create gaming, silence and a false sense of control. The story of Wells Fargo illustrates the phenomenon where visible growth can occur in the context of weak customer and risk controls. The story of Boeing shows how detailed processes and procedures will fail and lead to a disconnected culture and no checks and balances in reporting. Managers should see each scorecard as an account, which will be tested and changed in the future. Contextual measures, appropriate rewards, assurance, an open channel for employee voices, and an integration of diagnostic discipline and discussion are more preferable to more control and more dashboards. Control is a necessity for all organizations. The key is the control of outcomes to ensure accountability and questioning of assumptions to ensure adaptability. The balance of control ensures accountability without fear and without burdening organizations with bureaucracy and red tape.
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[bookmark: appendix]Appendix A: Strategic-control diagnostic for Boeing
This diagnostic summarizes how the case evidence maps onto the wider strategic-control package used in the essay.
	Control area
	Verified evidence
	Control implication
	Relevant BSC perspective

	Strategic balance
	Employees lacked clear awareness of safety metrics; senior and front-line views were disconnected (FAA, 2024).
	Safety indicators must constrain production and financial goals, not merely accompany them.
	Stakeholder; learning and growth

	Process traceability
	Door-plug opening was not recorded, so quality inspection was not triggered; securing bolts were missing (NTSB, 2025).
	Concurrent process controls need traceable work records, stop points and independent sign-off.
	Internal process

	Culture and voice
	The expert panel identified confusing procedures and concerns about non-retaliatory reporting (FAA, 2024).
	Protected reporting and qualitative evidence are needed to test whether formal controls work in practice.
	Learning and growth

	Corrective package
	The improvement plan combines training, voice, supplier oversight, simplified processes, six KPIs with control limits and external inspection (US DOT, 2024).
	Diagnostic measures should be joined to interactive review, operating controls and independent assurance.
	All four perspectives



Sources: Federal Aviation Administration (2024); National Transportation Safety Board (2025); US Department of Transportation (2024). Full links appear in the reference list.
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Figure 1: The Balanced Scorecard's four control perspectives
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