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The management is one process, systematic way of coordinating people, money, technology and other assets of the organization to achieve a specific goal; which plays an important role in the effective operations of the modern organizations. The objectives – mostly provided by the managers – and the activities are assumed to be congruent, in a competitive and uncertain society, like the world of business. So, management is a process of planning, organizing, leading and controlling activities (Robbins and Coulter, 2021). All these functions are interrelated but the controlling function is very important as it enables the manager to know to take corrective measures in case there is deviation between the actual and expected performance. Supervision is not "controlling", it is not an abridgement of the freedom of employees. Management control with modern approach is measured in terms of measure performance, risk management, financial management and information management and designing management control mechanisms and feedbacks.The modern management control concept includes performance measurement, risk management, financial management, information management and governance, as well as feedback systems, all designed to keep the organisation on track to meet its goals (Merchant and Van der Stede 2017). It doesn't matter whether these are private companies, government or even NPO's, it is vital that they utilize the limited resources they have or the little available one, and are held accountable for the use of it to stakeholders. The essay critically discusses the relevance of controlling as a managerial function taking the Marks & Spencer (M&S) retail business in the United Kingdom as the main business case. It focuses on the four managerial functions and then looks at the relevance of control, what the key issues are and what managerial approaches can be adopted to address the issues.
Identifying and Explaining the Managerial Functions:
Planning is a process which involves the setting of goals for an organization and planning of what to do to achieve them. To define the goals and select from a number of alternatives, allocate resources and prioritize for future (Robbins and Coulter, 2021). Planning is becoming more important as a result of technological change, changing customer demands, economic uncertainties and stiff competition among organizations. As a retailer, M&S must consider aspects like the variety of products it sells, the investment in online retail, retail management and the supply chain/finances. But, planning alone is not enough to ensure that it is performed successfully as assumptions about what will happen in the future may sometime be wrong. Organising includes 
Introduction
Putting aside organisational resources and activities to help with the plans. This involves responsibilities, establishing lines of authority, developing organisational designs and deploying of resources and employees (Daft, 2022). So, organising is the process by which plans are converted to out-and-out responsibilities. A lack of organisation can lead to double-handling of work, lack of clarity of responsibility and waste. Primarily, the aim of leadership is to inspire, motivate and influence the employees towards achieving the goals of an organization. To communicate, motivate, direct and develop positive and productive relationships between managers and employees, is a part of leadership (Northouse, 2021). This is particularly relevant where an organisation has undergone a change as the employees would need to understand the change in the organisation and why they should change. Lastly, control involves measuring the organization's performance, comparing it to a standard, and then taking action to correct the situation if the performance is not aligned with the standard (Robbins and Coulter, 2021). Budgets, financial indicators, operational targets and employee performance measures, cultural controls and information systems are all examples of management control systems (Merchant and Van der Stede, 2017). Control is, in turn, related to the other managerial activities. Plans set expectations, organising assigns responsibility, leadership gives encouragement to implement and control provides feedback on whether or not the desired results are being achieved.
Critical Evaluation of Why Controlling Is Essential in Organisations:
Control is a management activity and is a prerequisite of the value of the organisational plans; if they can't be set achievable goals will be of little value. The techniques that management might be using to measure, assess and control the activity of the organization in order to achieve strategic objectives the management has established is called management control systems. (Chowdhury and Shil, 2023). This applies to all business/ public sector and charity organisations where managers are required to demonstrate to management their accountability/ profitability of resource use. Controlling is comprised of several important activities of which, performance measurement is one of the key activities. Managers establish the standards, and review the performance to the standards; put in place improvements as needed. They can be some of the following sales, cost, productivity, customer satisfaction, employees' turnover, quality, environmental performance. Ferreira and Otley (2009) concur, that it is not the case to only consider the individual indicators but the performance management should be considered as a whole. This will help to lessen the emphasis on the short-term financial results and begin to include such things as innovation, customer satisfaction and employee development. Furthermore, Control also plays a crucial role in Strategy implementation as it is used to prioritise the organisation in the targets of the operations. Diagnostic controls and interactive controls which are designed to encourage discussion and debate on strategic issues are not the same, Simons (1995). Hence, control can be an organisation's learning and adapting process and not necessarily a process of behaviour regulating process. Control is important and as a practical matter, can be observed in M&S with regard to their financial performance, stocks, suppliers, technology, and the quality of their products (perception) all of which are managed by the governance structure for decision making. It has an Audit & Risk committee to handle financial reporting, internal audit and risk & internal control. It can be used as a case study to highlight the importance of technological and operational resilience in the context of this cyber incident in 2025. Finally, data on the performance can be captured and analysed more quickly, since the organisations are digitalised (Fähndrich, 2023). However, when too much information and/or automatic indicators are running a “manager's own management,” it can have a negative effect on his/her instincts. Hence when better performance is desired, the need for control is also implied, accountability is stressed and even most activities of strategic and risk management depend on proper design and implementation of control systems.
Challenges Associated with Controlling:
While controlling may be an inevitable part of management, there are some concerns associated with successful implementation of controlling. One of the most important issues is to have appropriate expectation of performance. Things like revenue, profit and whether these are increasing can be worked out, but other measures, including employee engagement, innovation, organisational culture, customer trust are not as straightforward. Franco-Santos and Otley (2018) claim that systems of performance management may lead to intended or unintended behaviours. This can at times lead to ineffective management, meaning that employees are driven towards the targets and goals, instead of the organisation's goals as such. The other challenge is an over control. Monitoring can have a holding accountable effect, though in the superabundance of monitoring, the employees become demotivated, their autonomy is curtailed and it handicaps their creativity. If it's bad when people feel that they are being treated unfairly, what is bad when they feel they are being controlled too much which in turn create negative responses from the employees (Cardinal, Kreutzer and Miller, 2017). So, there is a balance to be struck here in holding the people accountable but at the same time providing them the freedom to employ people. With fast-paced environmental alteration historical controls targets may also no longer be suitable and traditional methods of control may be ineffective. Organizations need to be agile in order to be able to react to technology, adapt to fluctuating customer needs and competitor unpredictability. Controlling is further complicated with digitalisation, as there is a greater reliance on data. While the benefits of collecting real time data for improved management decisions seem obvious, faulty or incomplete data can lead to faulty or incomplete decisions. Therefore, the digitalisation-induced change in the control practice is the focus of Fähndrich (2023) and the compromises in data-driven control with respect to data quality are the focus of Hartmann, Reuter and Strauss (2023). The connections between control systems could even create a new vulnerability for an attack, as it may be the control systems that are attacked. The case of M&S cyber incident shows that when technology is disrupted, it can impact operations and need to have the financial controls and recovery oversight increased (Marks and Spencer Group plc, 2026). Lastly, the management and expense of the complicated control system. The author believes that integrated management could provide a solution on how SMEs can be more resilient, but that in doing so organisations need to be mindful on proportionality of the controls (Roffia and Dabić, 2024). So, in effective controlling measurement, flexibility, autonomy, reliability and cost are all important.
How Managers Can Mitigate the Challenges of Controlling:
Managers may overcome these issues with controlling by introducing equilibrated, elastic and strategically oriented system of control. Financial and non-financial indicators are important and should be utilized with customers, employees, internal processes, innovation and sustainability. This wider view is endorsed by Kaplan and Norton's (1992) Balanced Scorecard which can remove the possibility of the short-term financial objective and disregard the longer-term performance of the organisation. When designing control systems, they should also take organisational strategy and circumstances into consideration. Various types of management controls are possible for different strategic contexts as, for instance, in Bedford (2015). It is crucial that the managers do not design all controls in the same manner instead they design the controls based on the size, structure, environment and objective of the organisation. Also vital is the participation of employees. If the employees have an understanding about the necessity of establishing the performance standards and have taken part in the process of the performance standards, the performance standards will be accepted by the employees. An interactive control system can foster communication and organisational learning, and serve as a basis for discussing strategic uncertainties and increase accountability (Simons, 1995). Digital tech can also be used to improve control and, as it happens, provide information in real-time, which stops any deviation in terms of performance. The internal control quality could be improved through Digital transformation, in terms of information processing (Chen et al., 2023). However, the managers must ensure that humans monitor certain data quality issues, system integrity, cybersecurity and access rights. In a world of uncertainty, it is particularly important to apply risk-based controls. As observed in the M&S cyber incident, there is the need to have effective risk framework, internal control procedures as well as the contingency plans (Marks and Spencer Group plc, 2026). Controls should be monitored regularly because of changes in circumstances that may impact controls previously thought to be sufficient. An organisation's resilience can be enhanced with adaptive control systems in the event of an unexpected disruption (Roffia and Dabić, 2024). To sum up, the manager needs to give control and empower the employees. Malmi and Brown (2008) propose to think of management control as a package comprising planning, measurement, rewards, administrative procedures and a culture. It's an integrated strategy that fosters responsibility and keeps its staff with their heads, hands, feet and eyes intact; flexibility and innovation.
Conclusion:
Controlling is an important managerial function as it relates with the intentions of the organisation and the output given. Planning is what needs to be done, organising is who is going to do it and how, leading is the motivational part of employees and controlling is to see if employees are doing what is planned or not. Effective control is the provision of performance measurement, strategic alignment, accountability, risk management and organisational learning. Nowadays, control is not only about budget or money but also other factors like Governance, Supply Chain, Information Technology, Cyber security or Operational Resilience as in the case of M&S. However, control isn't always a good thing. Bad performance measures can lead to suboptimal performance and too much control can lead to unwanted decreases of autonomy and motivation among staff. Changing the environment rapidly, data unpredictability, cyber security issues and the cost of complex control systems are other challenges. These problems can be solved by correct managing of balanced operational actions measures, employee engagement, automated solutions under monitoring, routine checks on performance and risk management. It's accountability and flexibility that organisations need to grasp. But in any organization, controls are critical and if they make the use of the strategy easier or they simply make it easier to reduce the level of supervision, that will be their effectiveness.
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