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1.  Introduction  
Management is essential for ensuring that organisations function effectively within increasingly dynamic and competitive environments. Robbins, Coulter and Randel (2021) define management as the process of coordinating and overseeing the work activities of others so that tasks are completed efficiently and effectively, emphasising its central role in organisational performance. Classical theorists such as Fayol (1916) argued that effective management depends on a set of core functions—planning, organising, leading and controlling—which continue to underpin contemporary management practice. These functions help managers allocate resources, guide employee behaviour and maintain organisational direction in complex settings. Modern organisations face pressures related to globalisation, technological change and workforce diversity, making effective managerial capability increasingly important. Armstrong (2016) highlights that strong leadership and people‑management skills are critical for building commitment, supporting performance and sustaining organisational effectiveness. Similarly, Mintzberg’s (1973) work on managerial roles reinforces the idea that managers must balance interpersonal, informational and decisional responsibilities to navigate organisational challenges. This essay focuses specifically on the function of controlling, which involves monitoring performance, comparing outcomes with planned objectives and implementing corrective actions. The essay will critically evaluate why controlling is essential across different organisational contexts, examine the challenges associated with control systems and discuss how managers can mitigate these challenges using insights from academic literature and business examples.






2. Main Body

Managerial Functions
The managerial functions provide a foundational framework for understanding how managers coordinate organisational activities and guide employees toward achieving organisational goals. Fayol’s (1916) classical model identifies four core functions—planning, organising, leading and controlling—which continue to underpin contemporary management theory and practice. Planning involves defining organisational objectives and determining the actions required to achieve them. It provides direction and reduces uncertainty by enabling managers to anticipate future conditions (Robbins, Coulter & Randel, 2021). Organising refers to arranging resources, roles and responsibilities in a structured way to support the implementation of plans. This includes designing organisational structures, allocating tasks and coordinating workflows (Daft, 2016).
Leading focuses on influencing and motivating employees to work effectively toward organisational objectives. Armstrong (2016) emphasises that effective leadership requires strong interpersonal skills, communication and the ability to build commitment within teams. Mintzberg’s (1973) research further highlights the interpersonal and motivational aspects of managerial work, suggesting that leadership is central to shaping organisational culture and employee behaviour.
Controlling, the final function, involves monitoring performance, comparing actual outcomes with planned objectives and taking corrective action when necessary. According to Griffin (2017), effective control systems help maintain standards, ensure accountability and support continuous improvement. Although the four functions are conceptually distinct, they operate interdependently, enabling managers to respond to organisational challenges and maintain alignment between strategy, people and processes.


      Why Controlling Is Essential in Organisations 
Controlling is a fundamental managerial function because it ensures that organisational activities remain aligned with planned objectives and performance standards. Robbins, Coulter and Randel (2021) emphasise that controlling enables managers to monitor progress, identify deviations and implement corrective actions, making it essential for maintaining efficiency and effectiveness. Without effective control systems, organisations risk performance drift, resource waste and strategic misalignment.
From a classical perspective, Fayol (1916) viewed controlling as a mechanism for ensuring discipline, order and accountability. Contemporary scholars extend this view by highlighting the role of control in managing complexity. Merchant and Van der Stede (2017) argue that management control systems help organisations coordinate behaviour, reduce uncertainty and ensure that employees act in ways that support organisational goals. This is particularly important in large or decentralised organisations where direct supervision is limited.
Control is also essential for supporting quality, consistency and risk management. For example, Toyota’s lean production system relies on rigorous quality‑control processes that detect defects early and prevent costly failures. Similarly, Amazon uses real‑time data analytics to monitor operational performance, enabling rapid adjustments to logistics, inventory and customer service processes. Its fulfilment centres use IoT sensors and analytics to track inventory and equipment status, allowing managers to resolve bottlenecks quickly (Oyewole et al., 2023). Amazon also applies AI‑driven demand forecasting to improve stock accuracy (Lin, 2023). A comparable case is Walmart, which uses real‑time RFID tracking to monitor inventory across stores, enabling rapid replenishment and reducing stockouts.
Furthermore, controlling supports ethical behaviour and regulatory compliance. Armstrong (2016) notes that performance management and behavioural controls help establish clear expectations and reduce the likelihood of misconduct. This is evident in sectors such as healthcare and finance, where strict control mechanisms protect stakeholders and maintain public trust.
However, the importance of controlling extends beyond operational oversight. Simons (1995) argues that control systems also play a strategic role by enabling managers to balance innovation with stability. Through diagnostic and interactive controls, organisations can monitor key performance indicators while encouraging learning and adaptation. This balance is crucial in dynamic environments where organisations must innovate without losing strategic focus.
Overall, controlling is essential because it ensures accountability, supports strategic alignment, enhances quality and reduces organisational risk. By providing managers with timely information and mechanisms for corrective action, control systems help organisations maintain performance and respond effectively to internal and external challenges.

     Challenges Associated with Controlling

Although controlling is essential for organisational effectiveness, managers face several challenges when designing and implementing control systems. One major challenge is the difficulty of establishing appropriate performance standards. Robbins, Coulter and Randel (2021) note that standards must be specific, measurable and aligned with organisational goals, yet in many organisations—particularly those in service or creative industries—performance is difficult to quantify. This can lead to vague or inconsistent expectations, reducing the effectiveness of control mechanisms. For example, Netflix has struggled to apply measurable performance standards to creative teams, as content quality and innovation are difficult to quantify, often resulting in subjective evaluations.
Another challenge relates to information quality and timeliness. Effective control depends on accurate and up‑to‑date information, but managers often struggle with information overload or unreliable data sources. Merchant and Van der Stede (2017) argue that poor information quality can lead to incorrect assessments of performance and misguided corrective actions. This issue is intensified in large organisations where data is dispersed across multiple departments and systems. A well‑known example is Boeing, where fragmented information flows and inconsistent reporting contributed to oversight failures during the 737 MAX crisis, demonstrating how poor information quality can undermine control systems.
Human factors also present significant challenges. Armstrong (2016) highlights that employees may perceive control systems as overly restrictive, punitive or intrusive, leading to resistance, reduced motivation or attempts to manipulate performance indicators. Behavioural responses such as “gaming the system” or focusing narrowly on measured targets can undermine organisational objectives. This challenge is supported by Simons (1995), who notes that overly rigid control systems can stifle creativity and discourage innovation. A clear example is Wells Fargo, where strict sales‑target controls led employees to manipulate performance indicators by opening unauthorised accounts, illustrating how poorly designed controls can encourage unethical behaviour.
Cultural differences further complicate the implementation of control systems. In multinational organisations, expectations around supervision, autonomy and accountability vary across cultural contexts. Daft (2016) explains that control practices effective in one cultural setting may be inappropriate or ineffective in another. For instance, McDonald’s adjusts its control systems across global markets, granting more autonomy to franchisees in culturally diverse regions to ensure local responsiveness.
Technological change also creates challenges. While digital tools enable real‑time monitoring, they can raise ethical concerns related to privacy and surveillance. Excessive monitoring may damage trust and psychological safety, which are essential for high‑performing teams. Mintzberg (1973) emphasises that managerial work relies heavily on interpersonal relationships, and overly mechanistic control systems can weaken these relationships. Companies such as Amazon have faced criticism for using highly granular productivity‑tracking systems in warehouses, which some employees perceive as intrusive.
Finally, balancing control with flexibility remains a persistent challenge. Organisations must maintain standards while remaining adaptable to change. Too much control can create rigidity, whereas too little can lead to chaos, meaning managers must exercise careful judgement.

     Mitigation Strategies for Control Challenges  

Although organisations face significant challenges when implementing control systems, a range of strategies can help managers address these issues effectively. One important approach is establishing clear, measurable and realistic performance standards. Robbins, Coulter and Randel (2021) emphasise that standards should be specific and aligned with organisational goals to reduce ambiguity and ensure employees understand expectations. Using frameworks such as SMART objectives supports clarity and consistency. For example, Google’s use of OKRs (Objectives and Key Results) helps teams set measurable goals that align with wider organisational priorities, demonstrating how structured performance standards can strengthen control.
Improving the quality and timeliness of information is also essential. Merchant and Van der Stede (2017) argue that organisations should invest in integrated information systems that provide accurate, real‑time data to support decision making. Enterprise resource planning (ERP) systems can reduce data fragmentation and enhance coordination. Companies such as Siemens use ERP platforms to integrate finance, operations and supply‑chain information, enabling managers to make faster and more informed decisions. However, Daft (2016) notes that managers must balance technological control with human judgement, ensuring that data is interpreted within the broader organisational context.
To address human and behavioural challenges, managers can adopt participative approaches to control. Armstrong (2016) highlights that involving employees in setting performance targets increases commitment, reduces resistance and enhances perceptions of fairness. This aligns with Mullins’ (2016) emphasis on motivation and engagement, suggesting that control systems should be developmental rather than punitive. Toyota’s lean management system, which encourages employee involvement through continuous improvement practices, illustrates how participation can strengthen acceptance of control mechanisms.
Cultural challenges can be mitigated by adapting control systems to local norms and expectations. Hitt, Ireland and Hoskisson (2017) argue that multinational organisations should avoid imposing uniform control practices across diverse cultural environments. For instance, McDonald’s adapts its operational controls and training systems to reflect local cultural expectations, improving effectiveness and reducing resistance.
To prevent excessive rigidity, managers should balance diagnostic controls with more flexible, interactive controls. Simons (1995) suggests that interactive systems encourage dialogue, learning and innovation, helping organisations remain adaptable in dynamic environments. Microsoft, for example, uses interactive controls in product development teams to support innovation while maintaining accountability.
Finally, ethical concerns related to monitoring can be mitigated through transparency and trust building. Eisenhardt (1985) notes that clear communication about the purpose and scope of monitoring reduces perceptions of surveillance. Companies such as Salesforce emphasise transparency in their performance‑tracking systems, helping maintain trust and protect employee privacy.

3. Conclusion
The management function of controlling plays a crucial role in ensuring that organisations remain aligned with their strategic objectives and operate efficiently in complex and changing environments. The literature consistently highlights that controlling enables managers to monitor performance, identify deviations and take corrective action, making it essential for maintaining accountability, quality and organisational stability (Robbins, Coulter & Randel, 2021; Merchant & Van der Stede, 2017). However, the effectiveness of control systems is often challenged by issues such as unclear performance standards, information limitations, employee resistance, cultural differences and the risk of excessive rigidity.
Despite these challenges, organisations can strengthen their control processes through strategies such as establishing clear and measurable objectives, improving information systems, involving employees in performance discussions and adapting control mechanisms to cultural and contextual differences. Scholars such as Armstrong (2016), Simons (1995) and Mullins (2016) emphasise that control systems are most effective when they balance structure with flexibility and support both accountability and learning. Overall, controlling remains a vital managerial function that contributes to organisational performance, ethical behaviour and long‑term success when implemented thoughtfully and supported by appropriate managerial practices.
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