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                  Critically evaluate why controlling is essential in organisations of all types 
         Discuss the challenges associated with controlling and how managers can mitigate         these challenges, with reference to Toyota 
1. Introduction 
   Management is important in every organisations because it helps people and resources work together to achieve specific goals. Whether the organisation is a private company, a school, a hospital or a charity, managers need to make sure that activities are properly planned, organised and monitored. In management theory, there are four main functions of management :
· Planning,
· Organising,
· Leading,
· Controlling, (Robbins and Coulter, 2022).
    These functions work together and help organisations operate effectively (Draft,2021). Among them, controlling is especially important because it allows managers to check whether the organisation is doing what it is supposed to do and whether its goals are being achieved (Mullins and Christy, 2016). Controlling means measuring actual performance, comparing it with planned standards or targets, and taking corrective action if something is going wrong (Robbins and Coulter, 2022). This makes controlling relevant in all kinds of organisations, not only businesses that want to make profit. Public services also need control systems to maintain standards and non-profit organisations need them to make sure resources are being used properly (Merchant and Van der Stede, 2017). Toyota is a good example of a company where controlling plays a major role, especially in relation to quality, efficiency and continuous improvement (Liker, 2004). However, although controlling is necessary, it can also create problems if it is used in the wrong way (Daft, 2021). This essay will explain the main managerial functions, examine why controlling is essential, discuss the challenges connected to it and show how managers can reduce these problems, using Toyota as an example. 
2. The Managerial Functions 
   The first managerial function is planning. Planning is about setting goals and deciding how to achieve them (Robbins and Coulter, 2022). Managers need to think ahead, predict possible problems and decide what actions the organisation should take in the future. Planning is important because it gives direction and helps organisations avoid acting randomly (Daft, 2021). For example, Toyota needs to plan production levels, quality standards, supply chain needs and long-term business goals (Liker, 2004). Without effective planning, managers may only react to problems after they happen, instead of preventing them in advance. 
    The second managerial function is organising. Organising means arranging resources and responsibilities so that plans can be carried out properly (Robbins and Coulter, 2022) . This includes deciding who does what, how departments work together and how resources such as time, money and materials are used. In a company like Toyota, organising is very important because manufacturing requires clear systems, good coordination and well-structured processes (Ohno, 1988). If organising is weak, even a good plan may fail because people will not know their roles or how to work together effectively. 
    The third managerial function is leading. Leading focuses on motivating people, communicating clearly and guiding employees towards organisational objectives (Mullins and Chrsty, 2016). Managers need to encourage teamwork, build trust and make sure employees understand what is expected from them. In Toyota, leadership is important because employees are expected not only to complete tasks, but also to contribute to improvement and problem-solving (Liker, 2004). This shows that leadership is not only about giving orders. It is also about creating a positive work environment where people feet involved and committed. 
   The fourth managerial function is controlling. Controlling helps managers check whether the organisation is performing as expected. It involves setting standards, measuring results, comparing performance with targets and correcting mistakes or weaknesses (Robbins and Coulter, 2022). In Toyota, controlling can be seen in quality checks, process monitoring and systems designed to reduce defects and waste (Ohno, 1988; Liker, 2004). This function is especially important because it connects to all the other functions. Planning sets the goals, organising arranges the resources, leading motivates people and controlling checks whether everything is working successfully (Daft, 2021). In this sense, controlling is not just about inspection. It is also about learning, improvement and making better decisions in the future (Drucker, 2007). 
    Controlling is essential in organisations of all types for several reasons. First, it helps organisations achieve their goals. Managers need to know whether actual performance matches what was originally planned. If there is a difference, controlling allows them to identify the problem and respond quickly (Merchant and Van der Stede, 2017). For, example, if Toyota notices that production quality is dropping or delays are increasing, managers can take action before the issue becomes more serious (Liker, 2004). This is just as important in non-business organisations. A hospital may use controlling to monitor patient safety, while a university may use it to review performance standards or student outcomes (Daft, 2021). 
   Second, controlling improves efficiency. It helps managers identify waste, delays, low productivity and poor-quality work (Merchant and  Van der Stede, 2017). This is one of the main reasons why controlling is so important in manufacturing companies. Toyota is well known for focusing on efficiency, reducing waste and controlling supports this by making sure problems are noticed early (Ohno, 1988). If errors are found quickly, they can be corrected before they affect the whole process. This saves money, improves quality and helps the organisation use its resources better (Liker, 2004). 
   Another reason why controlling is important is that it supports decision-making. Managers need reliable information in order to make good decisions. Without controlling, they may rely too much on guesswork or assumptions. Control systems provide data about performance, progress and outcomes, which supports more informed management decisions ( Robbins and Coulter, 2022; Merchant and Van der Stede, 2017) . At Toyota, this information helps managers decide whether a process needs improvement, whether a quality problem needs urgent attention or whether a different approach is needed (Liker, 2004). In this way, controlling increases accountability because managers and employees can both be assessed against clear expectations (Mulins and Christy, 2016). 
   Even so, controlling should not be viewed as something that is always positive in every form. A critical point is that too much control can create negative effects. If managers become too focused on rules, strict monitoring or narrow targets, employees may lose motivation and feel that they are not trusted (Mullins and Christy, 2016). In some organisations, especially those that depend on creativity, innovation or independent thinking, excessive control may reduce flexibility and initiative (Daft, 2021). This means that controlling is essential, but it must be used carefully and in balance with other aspects of management. 
   These are several challenges associated with controlling. One major challenge is employee resistance. Workers may feel uncomfortable if they are monitored too closely or if control systems seem unfair. They may see controlling as a sign that management does not trust them. This can reduce morale and create tension between managers and staff (Mullins and Christy,  2016). Even in a structured company such as  Toyota, it is important that control systems are introduced in a way that supports employees rather than making them feel pressured or watched all the time (Liker, 2004).
    Another challenge is that not everything can be measured easily. Some things, like sales, output or cost, are simple to track. However, other things such as teamwork, creativity, leadership and customer satisfaction are harder to measure (Merchant and Van der Stede, 2017). This creates a problem because organisations may end up focusing only on what is easy to count. As a result, they may ignore important areas of performance that are less visible. In Toyota, for example, it is easy to measure defects or production numbers, but it is more difficult to measure employee learning, cooperation or improvement ideas. This shows that control systems can sometimes give only a partial picture (Liker, 2004). 
    Cost and complexity are also important challenges. Effective control systems often require reports, software, monitoring tools, audits and trained managers. All of these take time and money (Daft, 2021). In a global company such as Toyota, it can be difficult to maintain the same standards across many factories, countries and suppliers (Ohno, 1988; Liker, 2004). For smaller organisations, the problem may be that they do not have enough resources to build advanced control systems. Therefore, the organisation has to find a way to control performance without creating an expensive or overcomplicated system. 
    A further challenge is micromanagement. This happens when managers focus too much on small details and try to control every action of employees. Micromanagement can reduce confidence, slow down work and prevent staff from taking initiative (Mullins and Christy,  2016). It can also stop managers from focusing on bigger strategic issues. If controlling becomes too detailed or too intrusive, it may damage performance instead of improving it. Control should guide employees, not make them dependent on constant supervision. 
   There are also ethical concerns linked to controlling, especially in modern workplace where digital monitoring is increasingly common. Employees may worry about privacy if their activities are tracked too closely. Managers therefore need to think carefully about what kind of monitoring is fair and necessary. Another issue is that control systems may become too rigid in fast-changing environments. Standards that worked in the past may not be suitable in new conditions (Daft, 2021). This means managers must keep reviewing and adapting their control systems rather than treating them as fixed forever. 
   Managers can reduce these challenges in different ways. One important solution is to use balanced control systems. This means looking at both quantitative and qualitative performance. Managers should not focus only on numbers such as output or profit. They should also consider quality, customer satisfaction, employee development and teamwork (Merchant and Van der Stede, 2017). In Toyota, this would mean paying attention not only to how many units are produced, but also to how well the process works and whether continuous improvement is taking place (Liker, 2004). 
    Managers should also make sure that standards are clear and realistic. Employees are more likely to accept control when they understand what is being measured and why it matters. If targets are unclear or impossible to achieve, people may become frustrated or simply try to look good on paper. Realistic standards create fairness and help employees see controlling as useful rather than threatening (Robbins and Coulter, 2022). 
    Another effective way to reduce problems is to involve employees in the control process. When staff are included in setting targets, discussing results and suggesting improvements, they are more likely to support the system. This creates a feeling of responsibility and teamwork. It also reduces the idea that controlling is something forced on workers from above. In Toyota, employee participation fits well with the idea of continuous improvement, where workers are encouraged to point out problems  and offer solutions (Liker, 2004). This approach is also consistent with the view that control should support learning and improvement rather than punishment alone (Drucker, 2007).
   Managers should also use controlling as a tool for development, not only for punishment. Feedback is more useful when it helps people improve. If employees only associate control with criticism or blame, they may hide problems instead of helping solve them. Regular feedback, coaching and open communication can make controlling more positive and effective (Mullins and Christy, 2016). This helps create a culture where mistakes are seen as opportunities to learn rather than only as failures. 
   Finally, managers need to balance control with trust, flexibility and ethics. They should focus more on results than on checking every small action. If technology is used, employees should know what is being monitored and why. Managers also need to be flexible enough to change standards when the environment changes. This is especially important in modern organisations, where markets, technologies and customer expectations can change quickly (Daft, 2021). A good control system is therefore one that is firm enough to maintain standards, but flexible enough to adapt when necessary. 
3. Conclusion 
    In conclusion, controlling is one of the most important functions of management because it helps organisations measure performance, identify problems and take corrective action (Robbins and Coulter, 2022). Together with planning, organising and leading, it supports effective management and helps organisations achieve their goals. The discussion in this essay has shown that controlling is essential in all types of organisations because it improves efficiency, strengthens decision-making and increases accountability (Merchant and Van der Stede, 2017). Toyota provides a clear example of how controlling can support quality, discipline and continuous improvement in a complex organisation (Liker, 2004; Ohno, 1988). 
    However, the essay has also shown that controlling has important challenges, including employee resistance, problems with measurement, cost, micromanagement and ethical issues. For this reason, controlling should not be applied in an overly rigid or purely punitive way. It works best when managers use balanced measures, involve employees, give constructive feedback and maintain trust (Mullins and Christy, 2016). Overall, controlling is essential, but its success depends on how well managers design and apply it in practice. 
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