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10.0 Objective

• To understand control as a process for ensuring effective performance in the

organisation.

• To understand various types of control and the areas in which control can be

exercised.
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• To understand essentials of effective control system and the way it can be

designed.

• To understand behavioural implications of control and methods to overcome these

problems.

10.1 Introduction

Most of our oganisations tend to be arranged on the assumption that people cannot

be trusted or relied on, even in tiny matters.    Charles Handy, management consultant

Recognising the linkages that exist between strategic planning and management control

is vital to organisational success.        John C. Camillus, management consultant

All organisations, business or non-business, face the necessity of coping with problem

of control. Like other managerial functions, the need for control arises to maximise the use of

scarce resources and to achieve purposeful behaviour of organisation members. In the

planning stage, managers decide how the resources would be utilised to achieve organisation

objectives; at the controlling stage, managers try to visualise whether resources are utilised

in the same way as planned. Thus, control completes the whole sequence of management

process.

10.2 Concept of Controlling

The concept of controlling is somewhat ambiguous in management.

Perhaps the reason for this ambiguity is the context in which the term control and other

related terms are used.

In the present context, we shall take control as a process which has been defined by

Reeves and Woodward follows:

"Control refers to the task of ensuring that activities are producing the desired results. Control

in this sense is limited to monitoring the outcome of activities, reviewing feedback information

about this outcome, and if necessary, taking corrective action".

Terry and Franklin have used the term controlling and has defined it as follows:

"Controlling is determining what is being accomplished — that is evaluating performance

and, if necessary, applying corrective measures so that the performance takes place according

to plans".

Thus, control as an element of management process involves analysing whether actions

are being taken as planned and taking corrective actions to make these to conform to planning.

Based on this concept, control has the following features :

1. Control is forward looking because one can control future happenings and not

the past. However, in control process, always the past performance is measured
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because no one can measure the outcome of a happening which has not occured.

In the light of these measurements, managers suggest corrective actions for future

period.

2. Control is both an executive process and, from the point of view of the organisation,

a system, a result. As an executive process, each manager has to perform control

function in the organisation. It is true that according to the level of a manager in

the organisation, the nature, scope, and limit of his control function may be different

as compared to a manager at other level. The word control is also preceded by

an adjective to designate a control problem, such as, quality control, inventory

control, production control, or even administrative control. In fact, it is administrative

control which constitutes the most comprehensive control concept. All other types

of control may be subsumed under it.

3. Control is a continuous process. Though managerial control enables the manager

to exercise control at the point of action, it follows a definite pattern and time-

table, month after month and year after year on a continuous basis.

4. A control system is a coordinated-integrated system. This emphasises that,

although data collected for one purpose may differ from those with another

purpose, these data should be reconciled with one another. In a sense, control

system is a single, but it is more accurate to think of it as a set of interlocking

sub-systems.

10.3 Controlling and Other Functions

Control is closely related with other functions of management because control may be

affected by the other functions and may affect other functions too. Often it is said 'planning is

the basis, action is the essence, delegation is the key, and information is the guide for control.'

This reflects how control is closely related with other functions of management. In fact, managing

process is an integrated system and all managerial functions are interrelated and

interdependent. When control exists in the organisation, people know what tragets they are

striving for, they know how they are doing in relation to the targets, and they know what changes,

if any, are needed to keep their performance at a satisfactory level. The relationship of control

with major managerial functions can be described as follows:

1. Planning as the Basis : Planning is the basis for control in the sense that it provides

the entire spectrum on which control function is based. In fact, these two terms are often used

together in the designation of the department which carries production planning, scheduling

and routing. It emphasises that there is a plan which directs the behaviour and activities in the

organistation. Control measures these behaviour and activities and suggests measures to

remove deviation, if any. Control further implies the existence of certain goals and standards.

These goals are provided by the planning process. Control is the result of particular plans,
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goals, or policies. Thus, planning offers and affects control. Not only that, the planning is also

affected by control in the sense that many of the information provided by control is used for

planning and replanning. Thus, there is a reciprocal relationship between planning and control.

Thus various elements of planning provide what is intended and expected and the

means by which the goals are achieved. They provide a means for reporting back progress

made against the goals, and a general framework for new decisions and actions in an

integrated pattern. Properly conceived plans become important elements in implementing

effective control.

2. Action as the Essence: Control basically emphasises what actions can be taken

to correct the deviation that may be found between standards and actual results. The whole

exercise of managerial process is taken to arrive at organisational objectives set by the

planning process. For this purpose, actions and further actions are necessary; each time

there may be correction and change in the actions depending upon the information provided

by control procedure. Though it is not necessary that each time a corrective action is taken

but control ensures the desirability of a particular action. This is important for organisational

effectiveness. Thus, in a real sense, control means action to correct a condition found to be in

error or action to prevent such a condition from arising and is never achieved without having

action as an essential step.

3. Delegation as the Key: Delegation is the key for control to take place because

control action can be taken only by the managers who are responsible for performance but

who have authority to get the things done. A manager in the organisation gets authority through

delegation and redelegation. It does not make sense to make someone responsible for

achieving results without delegating him adequate authority. In the absence of adequate

authority, manager is unlikely to take effective steps for correcting the various deviations

located in the process of analysis.

Taking of corrective actions may be seen in the context of controllability of a factor

affecting the deviation or non-achievement of organisational objectives. Some of these factors

are controllabe and some are uncontrollable. A controllable factor is one which can be controlled

by an executive action, while the uncontrollable factors lie outside his jurisdiction. A manager's

action is likely to be more effective if more factors are controllabe by him. He can have better

controllability if he has been authorised to take decisions on various matters concerning him

and affecting his action. The best policy of delegation is the matching of responsibility and

authority. It suggests that a  manager must have corresponding authority as compared to his

responsibility. He has to control the operations which are exercised by taking action, and

action may be taken within the limit of authority. So the only person who can directly control

activities is the one who is directly responsible for them. This is the basic principle of effective

organisation.

4. Information as the Guide: Control action is guided by adequate information from

the beginning to the end. Management information and management control systems are
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closely interrelated; the information system is designed on the basis of control system. Every

manager in the organisation must have adequate information about his performance,

standards, and how he is contributing to the achievement of organisational obejctives. There

must be a system of information tailored to the specific management needs at every level,

both in terms of adequacy and timelines.

Control system ensures that every manager gets adequate information. The criterion

for adequacy of information to a manager is his responsibility and authority, that is in the

context of his responsibility and authority, what type of information a manager needs. This

can be determined on the basis of careful analysis of the manager's functions. If the manager

is not using the information for taking certain action, the information may be meant for informing

him only and not falling within his information requirement. Thus, an effective control system

ensures the flow of the information that is required by an executive, nothing more or less.

There is another aspect of information for control and other function, that is, the timeliness of

information. Ideally speaking, the manager should be supplied the information when he needs

it for taking action. For correcting the deviation, timely aciton is required by the manager

concerned. For this purpose, he must have the information at proper time and covering the

functioning of a period which is subject to control. The control system functions effectively on

the basis of the information which is supplied in the organisation. However, the information is

used as a guide and on this basis, a manager identifies what action can be taken.

10.4 Importance of Control

Organisation try to acheive their obejctives through various actions. From this point of
view, all the actions lead to the achievement of organisational objectives. However, the
organisations must also monitor whether they are achieving their objectives or not. Thus,
control is an integrated action of an organisation or manager. It offers help in the following
directions:

1. Adjustments in Operations: A control system acts as an adjustment in
organisational operations. Every organisation has certain objectives to achieve
which become the basis for control. It is not merely to have objectives but also to
ensure that these objectives are being achieved by various functions. Control
provides this clue by finding out whether plans are being observed and suitable
progress towards the objectives is being made, and acting, it neessary, to correct
any deviation. This may result into taking actions more suitable for the achievement
of organisational objectives.

2. Policy Verification: Various policies in the organisation generate the need for
control. For organisational functioning, managers set certain policies and other
planning elements which later become the basis and reason for control. They
become basis in the sense that organisational performance is reviewed in these
lights. In this process, the organisation and its management can verify the quality

of various policies.
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3. Managerial Responsibility: In every organisation, managerial responsibility is

created through assignment of activities to various individuals. This process starts

at the top level and goes  to the lower levels. However, when a manager assigns

some activities to his subordinates, he remains responsible for that portion of

activities for their ultimate performance. It is quite natural that when a person is

responsible for the performance of his subordinates, he must exercise some

control over them. Thus, the control is required becasue of the very basic nature

of the organisation itself. In large organisations, many individuals contribute to

the organisational objectives. For efficient performance, they are arranged in

hierarchy, forming superior-subordinate relationship throughout the organisation.

Since each superior is responsible for the activities of his subordinates also, the

control flows throughout the organisation beginning at the top level, the only

difference being nature and scope of control.

4. Psychological Pressure: Control process puts a psychological pressure on

the individuals for better performance. The performance of the individuals is

evaluated in the light of targets set for them. A person is likely to put better

performance if he is aware that his performance will be evaluated. He may feel

pressure to achieve the results according to the standards fixed for him. This is

further complemented by the reward and punishment based on the performance.

Since the performance measurement is one of the basic elements of the control

process, it ensures that every person in the organisation contributes according

to his maximum ability.

5. Coordination in Action: Though coordination is the essence of management

and is achieved through proper performance of all managerial functions, control

affects this aspect significantly. Control systems are designed in such a way that

they focus not only on the operating responsibility of a manager but also on his

ultimate responsibility. This forces a manager to coordinate the activities of his

subordinates in such a way that each of them contributes positively towards the

objectives of the superior. Since this follows throughout the organisation,

coordination is achieved in the organisation as a whole.

6. Organisational Efficiency and Effectiveness: Proper Control ensures

organisational efficiency and effectiveness. Various factors of control, namely,

making managers responsible, motivating them for higher performance, and

achieving coordination in their performance, ensure that the organisation works

efficienctly. The organisation also moves towards effectiveness because of control

system. The organisation is effective if it is able to achieve its objective. Since

control focuses on the achievement of organisational objectives, it  necessarily

leads to organisational effectiveness.
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Looking into the various roles that control system plays in the organisation, the

management should devise a control system which effectively meets the demands of the

organisation. The manager can do this if he is aware of the essential features of effective

control system.

10.5 Steps in Controlling

The systems, processes and techniques of control are same whatever the area of

their application may be. Control is reciprocally related with planning. It is performed in the

context of planning and aids planning in two ways: it draws attention to situations where new

planning is needed; and it provides some of the data upon which plans can be based. Apart

from reciprocal relationships, it has circular relationship with planning as explained by the

following figure:

Desired Implemetation of Corrective Analysis of causes

performance corrections action plan     of deviations

Actual Measurement of Comparison of actual Identification of
performance corrections and standard     deviations

The figure identifies the various steps in control process which are necessary for its

relationship to planning. These steps may broadly be classified into four parts: (i) establishment

of control standards, (ii) measurement of performance, (iii) comparison between performance

and standards and the communication, and (iv) correction of deviations from standards :

1. Establishment of Control Standards: Every function in the organisation begins

with plans which are goals, objectives, or targets to be achieved. In the light of these, standards

are established which are criteria against which actual results are measured. For setting

standards for control purposes, it is important to identify clearly and precisely the results

which are desired. Precision in the statement of these standards is important. In many areas,

great precision is possible. However, in some areas, standards are less precise. Standards

may be  precise if they are set in quantities — physical, such as volume of products, man-

hour or monetary, such as costs, revenues, investment. They may also be in qualitative terms

which measure performance.

Control standards are most effective when they are related to the performance of a

specific individual, because of particular individual can be made responsible for specific

results. However, sometimes accountability for a desired result is not so simply assigned; for

example, the decision regarding investment in inventory is affected by purchase, rate of

production and sales. In such a situation, where no one person is accountable for the levels of

inventories, standards may be set for each step that is being performed by a man.
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2. Measurement of Performance : The second major step in control process is the

measurement of performance. The step involves measuring the performance in respect of a

work in terms of control standards. The presence of standards implies a corresponding ability

to observe and comprehend the nature of existing conditions and to ascertain the degree of

control being achieved.

The measurement of performance against standards should be on a future basis, so

that deviations may be detected in advance of their actual occurance and avoided by

appropriate actions. Appraisal of actual or expected performance becomes an easy task, if

standards are properly determined and methods of measuring performance are expressed

in physical and monetary terms, such as production units, sales volume, profits, etc. These

are easily and precisely measurable. The performance which is qualitative and intangible,

such as human relations, employee morale, etc. cannot be measured precisely. For such

purposes, techniques like psychological tests and opinion surveys may be applied. Such

techniques draw heavily upon intuitive judgement and experience, and these tools are far

from exact. According to Peter Drucker, it is very much desirable to have clear and common

measurements in all key areas of business. It is not necessary that measurements are rigidly

quantitative. In his opinion, for measuring tangible and intangible performance, measurement

must be (i) clear, simple and rational, (ii) relevant, (iii) direct attention and efforts, and (iv)

reliable, self-announcing, and understandable without complicated interpretation or

philosophical discussions.

When the standards are achieved, no further managerial action is necessary and control

process is complete. However, standards may not be achieved in all cases and the extent of

variations may differ from case to case. Naturally, management is required to determine

whether strict compliance with standards is required or there should be a permissible limit of

variation. In fact, there cannot be any uniform practice for determining such variations. Such

variations depend upon the type of activity. For example, a very minute variation in engineering

products may be significant than a wide variation in other activities.

When the deviation between standard and actual performance is beyond the prescribed

limit, an analysis is made of the causes of such deviation. For controlling and planning purposes,

ascertaining the causes fo variations along with computation of variations is important because

such analysis helps management in taking up proper control action. The analysis will pinpoint

the causes which are controllable by the person responsible. In such a case, person concerned

will take necessary corrective action. However, if the variation is caused by uncontrollable

factors, the person concerned can not be held responsible and he can not take any action.

Measurement of performance, analysis of deviations and their causes may be of no

use unless these are communicated to the person who can take corrective action. Such

communication is presented generally in the form of a report showing performance standard,

actual performance, deviations between those two, tolerance limits, and causes for deviations.

As soon as possible, reports containing control information should be sent to the person
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whose performance is being measured and controlled. The underlying philosophy is that the

person who is responsible for a job can have a better influence on final results by his own

action. A summary of the can have a better influence on final results by his own action. A

summary of the control report should be given to the superior concerned because the person

on the job may either need help of his superior in improving the performance or may need

warning for his failure. In addition, other people who may be interested in control reports are

(i) executives engaged in formulating new plans; and (ii) staff personnel who are expected to

be familiar with control information for giving any device about the activity under control when

approached.

4. Correction of Deviation: This is the last step in the control process which requires

that actions should be taken to maintain the desired degree of control in the system or

operation. An organisation is not a self-regulating system such as thermostat which operates

in a state of equilibrium put there by engineering design. In a business organisation, this type

of automatic control cannot be established because the state of affairs that exists is the result

of so many factors in the total environment. Thus, some additional actions are required to

maintain the control. Such control actions may be (i) review of plans and goals and change

therein on the basis of such review; (ii) change in t he assignment of tasks; (iii) change in

existing techniques of direction; and (iv) change in organisation structure; provision for new

facilities, etc.

In fact, correction of deviation is the step in management control process which may

involve either all or some of the managerial functions. Due to this, many persons hold the view

that correcting deviations is not a step in the control process. It is the stage where other

managerial functions are performed. Koontz et al have emphasised that overlap of control

function with others merely demonstrates the unity of manager's job. It shows the managing

process to be an integrated system.

10.6 Types of Control

Control may be of different types and these can be classified on the basis of elements

to be controlled and stage at which control can be exercised in controlling the work outcome.

Based on elements to be controlled, control can be divided into two forms: strategic and

operational control. Based on the stages, control can be in three forms feedback control,

feedforward control, and concurrent control.

Strategic and Operational Control :

Strategic control is the process of taking into account the changing planning premises,

both external and internal to the organisation, on which the strategy is based, continuously

evaluating the strategy as it is being implemented, and taking corrective actions to adjust the

strategy to the new requirements. This process is necessary because strategy formulation is

based on certain assumptions. Since there is a time lag between strategy formulation and its
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implementation, some of these assumptions may not hold good, either fully or partially. To that

extent, the strategy may not work as effectively as the strategists might have thought.

Operational control is concerned with action or performance and is aimed at evaluating

the performance of the organisation as a whole or its different components — strategic business

units, divisions, and departments. Operational control is used by almost every organisation in

some form or the other. This control can be exercised at different stages of work performance.

Thus, strategic control and operational control differ from each other in terms of their aim,

focus, time horizon, and techniques used.

Difference between strategic and operational control

Factors Strategic control Operational control

1. Basic question Are we moving in right direction? How we are performing ?

2. Aim Proactive, continuous questioning of Allocation and use of

the basic direction of strategy organisational resources

3. Main concern Steering the future direction of the Action control

organisation

4. Focus External environment Internal organisation

5. Time horizon Long-term Short-term

6. Exercise of control Exclusively by top management, Mainly by executive or middle

may be through lower-level support management on the direction

of top management.

7. Main techniques Environmental scanning, information Budgets, schedules, and MBO

gathering questioning and review

Stages of Control :

Depending on the stages at which control is exercised, it may be of three types (a)

control of inputs that are required in an action, known as feedforward control; (2) control at

different stages of action process, known as concurrent, real-time, or steering control; and (3)

post action control based on feedback from the completed action, known as feedback control.

Feedforward Control :

Feedforward control involves evaluation of inputs and taking corrective action before

a particular sequence of operation is completed. Thus, it attempts to remove the limitations

of time lag in taking corrective action. Feedforward control monitors inputs into a process to

determine whether the inputs are as planned. If inputs are not as planned, corrective action is

taken to adjust the inputs according to the plan so that the desired results are achieved within
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the planned inputs. It is just like hunting a duck. A hunter will always aim ahead of a duck's

flight to compensate for the time lag between a shot and a hoped-for hit. To be effective,

feedforward control should meet the following requirements:

1. Thorough and careful analysis of the planning and control system must be made,

and the more important input variables identified.

2. A model of the system should be developed.

3. The model should be reviewed regularly to see whether the input variables

identified and thier relationship still represent realities.

4. Data on input variables must be regularly collected and put into the system.

5. The variations of actual input data from planned inputs must be regularly assessed,

and their impact on expected results are evaluated.

6. Action must be taken to show people problems and the measures required to

solve them.

Concurrent Control :

Concurrent control is exercised during the operation of a programme. It provides

measures for taking corrective action of making adjustments while the programme is still in

operation and before any major damage is done. In the organisational context, many control

activities are based on this type of control, for example, quality control during the operation,

or safety check in a factory. Here, the focus is on the process itself. Data provided by this

control system is used to adjust the process.

Feedback Control :

Feedback control is based on the measurement of the results of an action. Based on

this measurement, if any deviation is found between performance standards and actual

performance, the corrective action is undertaken. The control aims at future action of the

similar nature so that there is conformity between standards and actuals. This is required

because, sometimes, feedforward or concurrent control is not possible to apply, for example,

many personal characteristics of an individual which go into behavioural processes are not

measurable, hence feedforward control is difficult to apply. In the business or organisation,

top management control is mostly based on feedback. To make feedback control effective, it

is essential that corrective action is taken as soon as possible.

10.7 Control Areas

For effective control, it is important to know what ae the critical areas where control

would be exercised. The identification of these areas of control enables the management to

(i) delegate authority and fixing up of responsibility, (ii) reduce burden of supervising each

activity in detail, and (iii) have means of securing satisfactory results. Though controls are
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needed in every area where performance and results directly and vitally affect the survival

and prosperity of the organisation, these areas need to be specifically spelled out. Peter

Drucker has identified eight key result areas where objective should be set and control should

be exercised. These are: market standing, innovation, productivity, physical and financial

resources, profitability, manager performance and attitude, development, worker performance

and attitude, and public responsibility. Holden, Fish and Smith have identified thirteen key

areas where controls should be exercised. These are: policies, organisation, personnel,

wages and salaries, costs, methods and manpower, capital expenditure, service department

efforts, line of products, research and development, foreign operations, external relations

and overall control. The following discussion points out the problems and methods of control

in each major area:

1. Control over Policies: Policies are formulated to govern the behaviour and

action of personnel in the organisation. These may be written or otherwise.

Policies are generally controlled through policy manuals which are generally

prepared by top management. Each individual in the organisation is expected to

function according to policy manuals.

2. Control over Organisation: Organisation charts and manuals are used to keep

control over organisation structure. Organisation manuals attempt at solving

organisational problems and conflicts, making long-range organisational planning

possible, enabling rationalisation of the organisation structure, helping in proper

designing and clarification of each part of the organisation, and conducting

periodic check of facts about organisation practice.

3. Control over Personnel: Generally, personnel manager or head of the personnel

department, whatever his designation may be, keeps control over personnel in

the organisation. Sometimes, a personnel committee is constituted to act as an

instrument of control over key personnel.

4. Control over Wages and Salaries: Control over wages and salaries is done

by having programme of job evaluation and wage and salary analysis. The

functions are carried on by personnel and industrial engineering departments:

Often wage and salary committee is constituted to provide help to these

departments.

5. Control over Costs: Control over costs is exercised through making

comparison between standard costs and actual costs. Standard costs are set in

respect of different elements of cost. Cost control is also supplemented by

budgetary control system which includes different types of budgets. Controller's

department provides information for setting standard costs, calculating actual

costs and pointing out differences between these two.
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6. Control over Methods and Manpower: Control over methods and manpower

is exercised to ensure that each individual is working properly and timely. For

this purpose, periodic analysis of activities of each department is conducted.

The functions performed, methods adopted, and time consumed by every

individual are studied to eliminate non-essential functions, methods, and time.

Many organisations create separate department or section known as 'organisation

and methods' to keep control over methods and manpower.

7. Contol over Capital Expenditure: Control over capital expenditure is exercised

through the system of evaluation of projects, ranking of projects on the basis of

their importance, generally on the basis of their earning capacity. A capital budget

is prepared for the business as a whole.  The budget is reviewed by the budget

committee or appropriation committee. For effective control over capital

expenditure, there should be a plan to identify the realisation of benefits from

capital expenditure and to make comparison with anticipated results. Such

comparison is      important in the sense that it serves as an important guide for

future capital budgeting activities.

8. Control over Service Departments: Control over service departments is

effected either (i) through budgetary control within operating departments, or (ii)

through putting the limits upon the amount of service an individual department

can ask, or (iii) through authorising the head of service department to evaluate

the request for service made by other departments and to use his discretion

about the quantum of service to be rendered to a particular department.

Sometimes, a combination of these methods may be used.

9. Control over Line of Products: Control over line of products is exercised by a

committee whose members are drawn from production, sales and research

departments. The committee controls through studies about market needs. Efforts

are made to simplify and rationalise the line of products.

10.  Control over Research and Development: Control over research and

development is exercised in two ways: by providing a budget for research and

development and evaluating each project keeping in view savings, sales, or profit

potentialities. Research and development being a highly technical activity is also

controlled indirectly. This is done by improving the ability and judgement of the

research staff through training programmes and other devices.

11. Control over Foreign Operations: Foreign operations are controlled in the

same way as domestic ones. The tools and techniques applied are the same.

The only difference is that the chief executive of foreign operations has relatively

greater amount of authority.
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12. Control over External Relations: External relations are regulated by the public

relations deparment. This department may prescribe certain measures to be

followed by other departments while dealing with external parties.

13. Overall Control: Control over each segment of the organisation contributes to

overall organisational control. However, some special measures are devised to

exercise overall control. This is done through budgetary control, projected profit

and loss account and balance sheet. A master budget is prepared by integrating

and coordinating budgets prepared by each segment. The budget committee

reviews such budget. This budget acts as an instrument for overall control. Profit

and loss account and balance sheet are also used to measure the overall results.

10.8 Design of Effective Control System

A control system is a multi-step procedure applied to various types of control activities.

Managers face a number of challenges in designing a control system that provides accurate

feedback in a timely and economical fashion that is acceptable to organisation members.

Most of these challenges can be traced back to decisions about what needs to be controlled

and how often progress needs to be measured. In order to overcome these challenges,

managers should design their control systems based on the following principles:

1. Integrating Strategic Planning and Control System: Strategic planning and

management control are two of the most important processes and systems contributing

to the effectiveness of business organisations. Therefore,  there should be proper

integration of these two systems. This integration can be achieved by developing

consistency of strategic objectives and performance measures. Prescribing

performance measures which are strategically important is quite significant because

often it is said ' what you measure is what you get'. In developing performance measures,

two considerations must be taken into account, First, the performance measures should

focus on whether short-term profitability, or growth and technological ascendancy, or

logistic efficiency, or some other objectives should be of primary concern. Second,

the measures should relate to the managerial domain of each of the managers as

each of them is responsible to exercise control in his own domain.

2. Identifying Strategic Control Points: Control system should be based on

management by exception. It implies that if a manager wants to control every thing, he

can control nothing. Therefore, managers should identify strategic control points in the

system at w hich monitoring or collecting information should occur. The method for

selecting strategic control points is to focus on the most significant elements in a

given operation. Usually, only a small percentage of the activities, events, or objects in

a given operation account for a high proportion of expenses or problems that managers

have to face. Control system should focus more on this.
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3. Organisational Communication: The organisation has to design a communication

network for carrying the control information both downward and upward. Through the

downward communication; a superior sends the information about what a subordinate
is expected to do: the upward communicaiton is used to get control information from

the subordinates, that is, what they have done. Besides, these channels also serve

other purposes. Thus, the organisation depends to a large extent for exercising control

through communication. If the communication system is not quite effective, it will affect

the control system also to that extent, in communicating what is expected from a

subordinate and also how he is performing. Often communication blockade is a major
soruce of confusion and frustration in the minds of t he people and they resist control.

4. Motivational Dynamics: The control is affected by the motivational dynamics of

people and how the organisation is going to satisfy the various needs of the people.

The motivational dynamics have two-fold role in control. First, how the various attempts

at control are in tune with the needs of the people. Ideally speaking, a control system
should focus adequately on the needs of the participants and must suit them. It means

the control system should be tailor-made and not universal because people differ.

Thus, all people cannot be satisfied by the same system. Second, the organisation

itself provides motivation or demotivation to the people to work. Human beings, being

gregarious, seek to remain in the organisation. Thus, many of his needs can be satisfied

by this phenomenon. However, since organisation, as a collection of people, has certain

norm of behaviour, it becomes demotivation for the people if it is not in accordance
with the people. Thus, organisational phenonmenon of how people are motivated is a

crucial factor in control of behaviour of people in the organisation.

10.8.1 Essentials of Effective Control System

Control is necessary in every organisation to ensure that everything is going properly.
Every manager, therefore, should have an effective and adequate control system to assist

him in  making sure that events conform to plans. However, control does not work automatically,

but it requires certain design. While the basic principles involved in designing a control system

in organisations may be universal, the actual system in an organisation requires some specific

design. In this tailoring of control system, there are certain requirements which should be kept

in mind :

1. Reflecting Organisational Needs: All control systems and techniques should

reflect the functions they are to perform. There may be several control techniques

which have general applicability, such as, budgeting, costing, etc. However, it

should not be assumed that these may be utilised in all situations. The manager

should choose an appropriate tool for control which helps him in controlling actions
according to plans.

2. Forward Looking: Control should be forward looking. Though many of the

controls are instantaneous, they must focus attention as to how future actions

can be conformed with plans. In fact, the control system should be such that it
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provides aid in planning process. This is done in two ways: it draws situations

where new planning is needed, and it provides some of the data upon which

plans can be based.

3. Promptness in Reporting Deviations: The success of a thermostat lies in the

fact that it points the deviation promptly and takes corrective actions immediately.

Similarly, an ideal control system detects deviations promptly and informs the

manager concerned to take timely actions. This is done through designing good

appraisal and information systems.

4. Pointing out Exceptions at Critical Points: Control should point out exception

at critical points and suggest whether action is to be taken for deviations or not.

Some deviations in the organisations have no impact while others, though very

little in quantity, may have great significance. Thus, control ssytem should provide

information for critical point control and control on exception. The critical point

control stresses that effective control requires attention to those factors critical to

appraising performance against an individual plan. The control on exception

requires that a manager should take corrective action when there is exceptional

deviation. The more a manager concentrates his control efforts on exceptions,

the more efficient will be the results of his control.

5. Objective: Control should be objective, definite and determinable in a clear and

positive way. The standards of measurement should be quantified as far as

possible. If they are not quantifiable, such as, training effectiveness, etc. they

must be determinable and verifiable. If the performance standard and

measurement is not easily determinable, many subjective elements enter into

the process which catch the controller and controlled on wrong footing.

6. Flexible: Control system should be flexible so that it remains workable in the

case of changed plans, unforeseen circumstances, or outright failures. "A control

system should report such failures and should contain sufficient elements of

flexibility to maintain managerial control of operations despite such failures." Much

flexibility in control can be provided by having alternative plans for various probable

situations. In fact, flexible control is normally achieved through flexible plans.

7. Economical: Control should be economical and must be worth its costs.

Economy is relative, since the benefits vary with the importance of the activity,

the size of the operation, the expense that might be incurred in the absence of

control, and the contribution that the control system can make. The economy of a

control system will depend a great deal on the manager selecting to control only

critical factors in areas important to him. If tailored to the job and the size of the

enterprise, control will be economical. A large-sized organisation can afford highly

complicated techniques, sophisticated tools of control and more elaborate system

of control, but a small-sized organisation can not afford these because of the

cost factor.
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8. Simple: Control system must be simple and understandable so that all managers

can use it effectively. Control techniques which are complicated such as complex

mathematical formulae, charts, graphs, advanced statistical methods and other

techniques fail to communicate the meaning of their control data to the managers

who use them. Effective control requires consistency with the position, operational

responsibility, ability to understand, and needs of the individuals concerned.

9. Motivating: Control system should motivate both controller and controlled. While

the planning and control are necessary for economical operations, researches

in human relations show that planning and control are, more often than not,

antagonistic to good human relations. Sometimes, they may even tend to deprive

the people in the organisation one of man's basic needs — a sense of

powerfulness and worthwhile accomplishment. The design of control system

should be such that aims at motivating people by fulfilling their needs.

10. Reflecting Organisational Pattern: Control should reflect organisational

parttern by focusing attention on positions in organisation structure through which

deviations are corrected. Organisation structure, a principal vehicle for

coordinating the work of people, is also a major means of maintaining control.

Thus, in every area of control, it is not enough to know that things are going wrong

but it should be known where, in the organisation structure, the deviations are

occurring. This enables managers to fix up the responsibility and to take corrective

actions.

10.8.2 Behavioural Implications of Control

Though control should aim to satisfying the needs of the members of the organisation,

it is often taken otherwise by them. This may be either because of the adverse real impact of

control on them or because of misperception of the impact of control. Thus, while designing

the control system, it must be kept in mind that almost everybody in the organisation not only

resents the idea of being controlled but also objects to being evaluated. It means the results

of the control may not be the same as anticipated by those who are exercising control The

major behavioural problems of control can be analysed by taking the nature of control,

perception of those who are being controlled, and action taken by them.

1. Nature of Control : Control often puts pressure for engaging in desirable behaviour

by those who are subject to control. The basic question is: will they not behave in

desirable way if there is no control? Though opinions may differ on this question, often

it is recognised that people engage in that behaviour which provides them satisfaction

whehter control or no control. It means, if the organisational processes are in tune with

the needs of the organisational participants, they can perform well in the absence of

control and not in the presence of control. Behavioural scientists have concluded that

people try to be self-actualised but the basic problem which comes in the way is

provided by the organisation itself. They are inherently self-motivated. The results may
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be against the organisational interests. Thus, the basic nature of control itself is against

the very basic nature of the people. However, this is not true in all the cases. Many

people may still behave according to their sweetwill and they need rigid control. In fact,

the best control system may be one which focuses attention on the individual needs

also, otherwise it will provide more behavioural problems and may be detrimental to

the organisation itself.

2. Perception of People: Another behavioural implication of control is the perception

of people who are being controlled. Though perception may be that control is agianst

the nature of people, it is further aggravated by the fact that people perceive it to be for

benefit of the organisation but against them. Thus, perception may be right otherwise,

that control if brings result, is shared by organisation alone whereas it may be brought

by the organisational members. The control in most of the cases is used as a pressure

tactic for increasing performance. This is true also because people may produce more

if they are aware that their performance is being evaluated. However, increased

performance is also determined by several other factors, most important of them being

how it is shared between the organisation and its members. Thus, if they have positive

perception about this aspect also, they will engage in higher performance. In an

alternative case, they will take certain actions to thwart the control action.

There is another implication of the people's perception about control. The manager

may develop some plan for control, but there are many unplanned controls also

necessitated by the organisational requirements. Thus, unplanned control is also the

part of the organisational control. It is this unplanned control that has more serious

repercussion and is more counter-productive. The participants may feel that it is due

to improper planning on the part of management. Thus, they are controlled not because

of their own shortcomings but for the shortcomings of others. Naturally, this may be

more serious for those who are being controlled.

3. Response to Control: Organisation members respond differently to control depending

on the nature of control and its perception and the nature of those who are controlled.

Such responses may be of the following types:

1. Willing compliance to control, if employees feel that control serves their needs in

the organisation.

2. Forced compliance, if employees feel that control is not in accordance with their

need satisfaction but superior has power to get its compliance. However, this is

not an ideal situation and managers should look at the control system.

3. Resistance, if employees feel that control is not in accordance with their need

satisfaction and they have a perception that they can get it changed by their

efforts. This has serious implications for organisational operation and, therefore,

managers should find out the causes for such resistance and take suitable

measures to overcome these.
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10.8.3 Causes of Resistance to Conrol

Control implies and involves a continuous check on the performance and behaviour of

people in the organisation. Some individuals adjust with control; others resist it. The major

causes of resistance to control are as follows:

1. Curb on Freedom: The basic notion of the term control is to curb freedom as it

tries to regulate behaviour and performance in a specified way. This specified
way may not match with individuals' own way of behaving and doing. To the extent,

there is a difference between specified way and natural way of behaving, control

is resisted to make it more meaningful. However, this gap may be interpreted

differently by different individuals because they differ in their orientations. Thus,

some individuals resist control more than others.

2. Curb on Creativity and Innovation: Human beings have been endowed with

great amount of creativity and innovation. However, they can use their creativity

and innovation in conducive environment which must be free from control and

regulations as these put unnecessary curbs on the motivation to be creative and

innovative. Individuals want to move from immaturity to maturity; from passivity to

activity and creativity but organisations tend to crub this movement by imposing
several types of control. Therefore, resistance to be controlled is a naturual

phenomenon.

3. Rigid Control Standards: Individual's resistance to control emerges from the

feeling that control standards are set too high and are observed reigidly. There

may be a variety of factors which influence their work performance, and many of

these factors are not controllable by them. Since control results are used as basis
for the progession of individuals' career in the organisation, they resist it to

safeguard their career.

4. Faulty Evaluation System: Individuals object to control because of the

perception that evaluation system through which the performance is measured

may not be objective and many shortcomings may emerge in the evaluation
process. This is likely to happen more in the case of work performance which

can not be measured quantitatively. Expressing work performance in qualitative

way may have different interpretations as the concept of quality is influenced by

personal factors. Thus, what may be a good quality for one person may not be

good for another person. Becasue of these individual factors, often, there is a

clash between those who exercise control and who are controlled.

5. Fear of Discrimination: Individuals may perceive that they are likely to be

discriminated by those whoe exercise control. This perception is likely to enhance

when evaluation system is faulty; there is lack of trust between controller and

controlled; and control information is used to devise reward and punishment

system. In these situations, individuals tend to resist control terming it as unfair,

unjust, and discriminatory.
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6. Against Self-control: Organisations apply control because they feel that

individuals lack self-control and, therefore, some amount of control should be

exercised for orderly behaviour and work performance. In fact, control mechanism

is the basic in-built feature of modern organisations. For example, Charles Handy

has viewed that "most of our organisations tend to be arranged on the assumption

that people cannot be trusted or relied on, even in tiny matters". Thus, this natural

tendency of the organisations works against self-control. This is the reason that

control is resisted by those individuals more who have inernal locus of control as

against those with external locus of control. Those who have internal locus of

control believe that they control and shape the course of events. These people

believe more on self-control rather than externally-imposed control and resist it.

10.9 Summary

Though there are many approaches for overcoming behavioural implications of control

because of the various factors involved in this basic issue, here a few important ones are

mentioned in brief. These are as follows:

1. As far as possible, direct hierarchical pressure should be avoided. This problem

can be overcome by structural arrangement.

2. Management should build cooperation through participation. This is the problem

related with setting right organisational climate.

3. Management should build communication network based on open and two-way

communication. This is the problem of communication in the organisation.

4. For obtaining coordination and cooperation in control, group processes must be

strengthened. This is the problem of group dynamics.

5. Management should reinforce both economic and non-economic needs of the

people. This is the problem of motivation.

6. Management should have long-term perspective in designing control system so

that frequent and abrupt changes do not take place. This is the problem related

with the organisational planning and control.

10.10 Questions for Exercise

1. "Control is a fundamental function that ensures work accomplishment according

to plans." Analyse this statement and outline the various steps involved in control

process.

2. What do you mean by controlling? Identify its importance in business organisation.
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3. "Planning is the basis, delegation is the key, information is the guide, and action

is the essence of control". Discuss and bring out the relationship between control

and other functions.

4. What do you mean by strategic and operational control? How do they differ?

5. Discuss the stages of an operation at which control is exercised. How does

feedforward control differ form feedback control?

6. What are the areas of an organisation where control is required?

7. Why do employees resist control? How can this problem be overcome?

8. What are the essentials of effective control system? How will you design an

effective control system ?
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