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80 OBJECTIVES

After studyingthisUnit you should be ableto:

understand the need for using controlsin operations,
definecontrol,

explainthevarioustypesd control,

list and explain the various stepsin the control process,
identify the mechanismfor effectivecontrol techniques, and

understand negetive implicationsdf control.

8.1 INTRODUCTION

Controlling and monitoring are common words you hear everyday in relation to various
operations or activities. Generally the use d the term Control creates an impression o
imposition to many people. But thisimpression comeswhen we approach it in anegativeway.
If welook at control in apodtiveway it givesadifferent meaning. Control isoned themajor
management functions. It isthe process df monitoring activitiesin such away so that the
organisational objectivescan be accomplished. Whether a manager or an owner-manager,
effective control and monitoring are necessary componentsfor achieving success. Many a
times the problems faced in achieving the organisational goa's emerge because d some
deviations from the set standards,or in other words because of the failure to control the
process from moving in the stated direction. This Unit, attempts to make you understand
therelevanced control, its meaning, differenttypesand processesal ongwiththe procedures
to be adopted for effectivecontral.

82 CONTROL : DEFINITION AND NEED

If we use the term control only in relation to controlling the employees and putting them
under regulations, weare applyingthetermin avery limited sense and thisisbound to create
negativeimpressions. Let usaddress ourselvesto the question as to why control is needed.

Wi, objectives, plansand programmesare essential componentsd effectivemanagement.
After atask has been assigned to a manager, the next step isto decide the abjectivesd the
task. Then,through planning, astrategy is evolved to accomplish the desired objectives. In
the processaf accomplishingthe pre-determined obj ectivescomestheroledf monitoringand
controlling. Hence, management contr ol can be definedasa pr ocesswhich ensur esthat the
progr essof theassignedwork isaccor dingte the plan. If thereisany deviationtheconcerned
manager has to take corrective actions. So control mechanism adjusts operations to
pre-deter mined standar ds on the basis of the information or feedback it gets. Control is
associatedwith planning and hasbeen accepted asabasicmanagerial functionto ensurethe
pace of an activityand itsquality. Itsbasic concernistomonitor the outcomeof activities,



review feedback infor mationabout thisoutcomeand if necessary, to take correctiveaction.
Besides, control helpsthe managersin certain other aspects. For exampleit helpsmanagers

in:

monitoringenvironmental changesand their impact on the organisation,
developingmechanismsfor speedy ddivery d productsand services to customers,
anticipating or managing threats, problemsor opportunities,

adding valueto their products,

maintainingquality,

facilitating team work and delegation, and

checkingwastageor leakage. etc.

Hereit must be kept in mind that controlling is existent at all managerial levelsand agood
plan is one which incorporates the needed controls. Further controls and monitoring are
appliedinevery aread operationslike production,sales, finances, quaity, humanresources,
etc. In tourism management their roleis very crucial in every segment and in the activities
related to that segment.

8.3 TYPESOF CONTROL

Control isgenerdly classifiedinto thefollowing types:

2)

3)

4)

Pre - action controls,
Feedfomard,
Concurrent,and
Feedback control.

Pre-action controls. These are preventivemeasuresaimed to check problems before
their emergence. They are dso known as pre-controls. Financia budgetsand schedules
areformsd pre- actioncontrol. Thisis becausewhenyou knowyour financial resources,
workingwithin themwill be acontrol. The same appliesfor schedules.

Feedforward control (also called Preliminary control): In this system problems or
deviations are anticipated before the operation of the task starts. Hence it hasa close
relationship with planning. In thiscontrol mechanism, managersidentify theissuesand
the prospectiveaction plansto meet the anticipated problems. For example, you area
tour operator. You ought to know ina year which particular seasonwould have more
tourist inflow and during which season the inflow would be less for the particular
destination that you are packagingand selling. In anticipating the problemsyou may
come acrossduring the peak period, you would develop a proper mechanism to meet
any anticipated problems. Feedfomard control isessentially to alert manager sabout
the probablehurdlesthat may affect the accomplishment of predeter mined tar gets.

Concurrent control (also known as Steering control): Thisisan approach to control
the work while it is being performed. Concurrent control system ensures the
accomplishment of work according to a laid down plan and takes necessary corrective
stepsbefore any major damageisdoneor in casethereare deviations. For example, each
eveningafloor supervisor in arestaurant, movesfrom the customer area, to the kitchen,
to the cashier area. He monitorsall activitiesin order to ensure customer satisfaction
and takes necessary steps asand when required. For the effectivenessd steeringcontrol
amanager must obtain the information on time and it should be accurate. Generally,
steering control methods are most widdy used becausethey providetool sfor corrective
actionwhile thewark isin progress.

Feedbackcontr ol (alsocalled Post action control): After thecompletionof atask, review
is made to see whether the desired result has been achieved or not. Feedback control

providesinfor mationabout whether thegoals of theor ganisation aremet or not. This
informationcan be used for decidingthefuture action plan of an organisation. Itisoften
used as a basis for evaluating and rewarding employees also.

Controlling



Understanding I't should be noted here that all these control types are not aternatives to one or the other

Organisational Theory but areinteractiveand complimentary to each other.
Check Your Progress - 1
1)  What doyou understand by controlling?Answer in 100 words.
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............................................

..................................................

2)  What isConcurrent Control ?

3) Discusstheimportanced Feedback Control.

-------------------------------------------------
.................................................

84 STEPSIN THE CONTROL PROCESS

Robert J Mockler's definition of Control hel ps us in determining the necessary stepsd the

control process. According to him, "Management control is a systemic effort to set
performancestandardswith planning objectives, to":

a designinformation feedback systems,
a compareactual performancewith these pre-determined standards,

a determinewhether thereareany deviationsandto measuretheir significance,and .take
any correctiveaction required toassurethat all corporate resourcesare being usedin
the most effectiveand efficient way possiblefor achieving corporate objectives.

Thisdefinition, thus mentionsfour stepsto befollowed in the controlling process.

establishing performancestandards,
measuring performance,

comparing performancewith standards, i.e. interpreting results, and
taking correctiveaction.
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1) Thefirgt stepinany control processis establishing standards. Standard isadesired or
expected event which should grow out o organisational objectives. Standard may be
defined asa unit of measur ementwhich can beusedto evaluate performance. Actualy
with the setting o standards the process o control begins. Standards may be both
quantitativeand qualitative. Three common typesof standardsare:

e physcal standardswhichincludequantity of product, number o customers,
clients, quality o the product, etc.

e mongary standardswhichincludesdlingcogsts, material costs, gross profit, net
profit, etc.

e timestandardsrefer to the speed and deadlinewithin which  the job isto be
performed or completed.

Depending on the nature o the task and considering other related issues the management
setsthestandardfor atask. Insettingstandardsyou should keepinmind that they are valid,
acceptableand clearly under standableto al concerned. The standar dsshould be stated
clearlyin measur abletermswithatimebound appreach. For example, upgradingtheskills
of aguidewould be avague objectiveunlessit isspecified what upgradation meansand by
what timeit hasto be achieved. In aserviceindustry like tourism, measurementsmay include
the time of theserviceacustomer hastowait for.

2) After setting the standard the second step is the measuring or monitoring of
performance. It isa continuous ongoing process done with the help o an appropriate
mechaniam. Systematic flow of informationis necessary to keep effective control over
performance and this necessitates timely availability of accuratereports. For thisyou
must design smplereporting systemsas per the requirement of theactivity. Thiswill
hel p you in detecting problems and accordingly make amendstowork as per the plan.

3) Next stepin thecontrol processis tocompar ethe performancethat the manager shave
been monitoring with the standar dsestablishedat thefirst sage. R.C.Davis identifies
four phasesin thecomparison;

recelvingtheraw data,

accumulation, classification and recor dingof thisinformation,

periodic evaluation of completedaction, and

reportingthe status of accomplishment tohigher lineof autherity.

If it isfound that the performancematches the standards you can concludethat every
thingis in control but if the resultsare otherwise, it istime to act.

4) After making a comparativeassessmentd established standards and performancethe

important stepistotakeappropriateaction. Correctiveactionisessential toensurethat

- in future the desired objective is achieved. This may involve alterations, changes,
rethinking or devisingand employing better methods.

The important point is that as a manager you must consider various alternativesand
depending on the requirement take proper action. Only identifyingfailuresisof no use.

Information seeking, information sharing and infermation analysisare vital in the
control process. For seekinginformationyou can:

o Depend on personal observations,i.e., goingtothearead activitiesand having
afirst hand experience about thequdity o services, servicetimingsand attitudes
d thoseproviding services.

e Askfororal reportsfromemployeesor interview customers regarding the quality
d services, improvements, suggestions, complaintsetc.

e Askfor writtenreportsfrom employeesor feedback formsfrom cugomers. For
thisappropriate formats haveto bedevised as per requirements.

You can adopt any one d these methodsor al of them. Informationcollected should
be shared among other managers/partners if any in order to collectively analyse it,
facilitatethe decision making process and implementation.

Controlling
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85 EFFECTIVE CONTROL TECHNIQUES

While performing the managerial tasks, knowing the proper techniques of using effective
control is very essential. This knowledge or technique is required to avoid resistance and
other problems. The techniquesmay vary as per the requirements or nature o the venture,
yet, you can try thefollowing:

1) It should be made clear that control isamechanism to monitor progressrather than a
pressure tactic. There should not be an impression that control meansimposition of
restrictionson employeesfreedom. It isimportant for both theexecutives aswell asthe
other staff to know that the primary objective of control istoensurethat ajob iswell
done and done within the expected schedule to achieve the objectives. Flexibility in
control is required because it makes control workable in the face of changes or
unforeseen circumstances.

2) Control should betimely. Timeismost important in the sense that if you fail totake a
timely corrective action you may incur losses. There should be a mechanism for the
availabilityof timely information and appropriate action should be taken without delay.

3) Cost effectiveness of control should belooked into carefully. Control costsinclude such
factors asmonitoring and processing systems, hiring personnel to operate the system,
etc. You must seetoit that costsinvolvedin controlling should be economical and the
systemshould be beneficia for the organisation.

4) Controlsshould beaccurate and objective. Careshouldbe taken tominimise subjectivity
in control, otherwise it may affect the judgement and performance of the employees.
Importance should be given to establishing specific performance goalsfor each position
and emphasis should begivento achievespecificgoals. Thusthroughindividual control
overall control can be ensured.

5) Control should be acceptable to all. To make controls acceptable it isimportant to
ensure that people understand the purpose of thesystem clearly andfeel that they have
an important stake init. Participative management approach can bethe best way to
make people involved in taking major decisions for the organization. Indirectly this
makeseverybody accountablefor his/her owndecision. | nstead of applyingcontr ol from
above, the emphasis should beon control from within. At the same time the person
doing controlling or monitoring must have the necessary authority for performing these
tasks.

86 IMPLICATIONSOF CONTROL

If the controlling mechanismis not properly designed and effectively pursued, control can
lead to unanticipated and undesirable effects. It is important for the management to
understand why peopleresist control and to know how to overcome that resistance. Let us
takealook at some of the probable factorsthat may lead to resistanceto control.

e Too many controls by the management may create adverse reaction among the
employees.

e The narrow approach o the management in performance appraisal may discourage
good, potential workersfor taking any extrainitiative.

e Short term approach taken by the management in running the organisation affectsthe
long terminterest of the organisation.

e Too much pressure on the employees for achieving the pre-determined standard
sometimesleads tofasificationd reporting or information. This may discouragegood
workersgand undermine the very purpose of control.

Over centralisation in decision making createsan alien attitude among the workers.
Management should try to avoid negative control such as punishment, memos, etc.
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Check Your Progress 2

1) Explaintheneed for monitoring performancein the processdf Control.

.................................................
.................................................

2)  Doyouthink that control must be acceptableto all?

...............................
.................................................

.................................................

3) Ligt three possibilitiesthat may create problemsif control is not properly designed.

.................................................
.................................................

.................................................

87 LET USSUM UP

In view o the above discusson we hope that you have understood the meaning and
implicationsd controlling. Itisclear that control can bedefined asthe processof monitoring
and adjusting organisational activitiesin order to accomplish organisational objectives. In
thisUnityou havelearnt about different typesd control, variousstepsin the control process,
techniques d effective control and implicationsd control. Now as a functionary in the
tourismindustry your task isto make use d the control mechanism accordingto the need of
thesituation. Reit small or big, every businesshasitsown target which oneshould accomplish
through scientific management. Control asa part o scientificmanagement would help you
to achieveyour target.

8.8 ANSWERSTO CHECK YOUR PROGRESSEXERCISES

Check Your Progress - 1

1) Seedefinition of Control in Sec. 8.2
2) SeeSec.83

3)  Feedback control helpsin providingguidelinesfor futurework. SeeSec.83. B 3:5
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1) SeeSec.84

2) As issaid that control isa part of management functionsto seethe accomplishmentof
determinedgod. Inview d thisstated objective control haspostiveroleto play. Read
Sec. 85 and giveyour ownviews.

3) SeeSec.86
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ACTIVITIESFOR THISBLOCK

Activity-1

Viss any organisation o your choiceand try to understand its Organi sational Structure.

Activity-2

Supposeyou are starting a new business, make a plan for the same.

Activity-3

You intend to open a amall restaurant with a capacity of servicing 30 customersat a time.
Design jobsfor the venture and determinewheat authority you will delegateto whom.

ctivity<d

Vidt any organisation cateringto touristsand try to find out what kind o controlsthey use
for quality assurance.





