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CONTROLLING AS A COMPANY MANAGEMENT CONCEPT

Introduction

In Europe, the system of control-related manage-
ment of companies appeared in 1950s in American busi-
nesses. The system was implemented mainly in Ger-
many and France. In Poland controlling was introduced
late in 1980s, since the companies of that time, run un-
der the planned economy system (the latter being a com-
mand and allocation economy in character), simply did
not need the said tool. All that changed with the outset
of the market economy. In order to stay afloat in the
market and improve their competitive edge, the compa-
nies started to modify their management systems.

The challenge in question could have been met
thanks to the establishing of a base of data and methods
necessary to make proper strategic decisions [Jedralska
2003, p. 48].

Numerous decisions are made within the company;
they may refer to such subjects as: marketing, sales, or-
ganisational resources, human resources, financial re-
sources, production, information resources, material re-
sources. Controlling may encompass the above-men-
tioned business activities, allowing the executives to
make proper decisions of operational and strategic char-
acter.

Controlling is a management concept that reflects
all management functions: planning, organising, moti-
vating, and reviewing [Lew 2004, p. 15].

The idea of controlling is to establish a logical sys-
tem which will help to make proper decisions. It is pos-
sible thanks to its well-structured links between particu-
lar elements of the companies, being involved in the
economic activity expressed in financial, economic, or-
ganisational and technical contexts.

One can therefore assume that controlling is a line
of thought and action, being reflected in the form of de-
cision-making procedures carried out by particular
executive units of the company [Marciniak 2004, p. 13;
Miskiewicz 2017, p. 28 et. seq.].

Controlling may involve various areas of business,
helping the executives take proper decisions of opera-
tional and strategic character. It is a management con-
cept that reflects all management functions: planning,
organising, motivating, and reviewing. Being a system
of co-ordinated management of a networked organisa-
tion, controlling provides for establishing and fulfilling

of common or individual aims of its participants. The
system, being satisfactorily rational, reflects the added
value over a long-term period.

Controlling uses certain procedures and data de-
rived from the accounting system. As an information
system operating in the company with regard to its plan-
ning and directing, controlling significantly resembles
accounting, and the management accounting in particu-
lar. The controlling and accounting share the same the-
oretical background. They need to co-operate, since
each of them has its own tasks to be performed in the
company.

In the organisation- and management-related sys-
tem of the company, which implements the controlling
principles, the management functions must be properly
integrated and co-ordinated; otherwise the system will
not be able to properly operate and support the decision-
making process, with a consideration given to signs
coming from the inside of the company, as well as its
surrounding environment.

The implementation of controlling into the com-
pany requires an adjustment of the company’s organisa-
tional structure to its new tasks. One should not forget
about a proper location of the Controlling Department
or of a controller in the organisational structure. The
higher the location in the organisational structure, the
greater the effectiveness of controlling.

Information is a basic precondition for the design
of controlling. It should be comprehensible, credible and
accessible at due time. Basic indicators, focussed on re-
sults, should be currently calculated and analysed, in or-
der to provide for an effective management of the com-
pany. Financial indicators should be supplemented with
non-financial ones, so that one may achieve a compre-
hensive view on weaknesses and strengths of the com-
pany.

The purpose of the present article is to underline
the importance of controlling, viewed as a concept of
management in contemporary companies. The author
has elaborated and implemented the controlling and
budgeting systems in numerous companies and public
financial entities. He held a post of a Vice-President in
the Polish Society of Controlling. He has written several
dozen papers on the subject, published in Poland and
abroad.

142

Exonomiunuii Bicauk Jlonbacy Ne 4(50), 2017



H. Dzwigot

1. Functions of controlling in the management
process

The performance of tasks and accomplishment of
anticipated objectives within the scope of controlling are
to provide the companies with opportunities to survive
and improve their competitive edge in the long-term
perspective. The identification of controlling functions
should be preceded by the determination of scopes and
activities performed under comprehensive functions of
management. Controlling being, as an information sys-
tem, a tool for planning, organising and reviewing,
should fulfil numerous functions; it integrates, among
others, the following aspects: planning, organising, mo-
tivating, reviewing.

Controlling supports the decision- making process
in the company through: activity planning, managing
and reviewing of achieved results, informing, motivat-
ing.

In the organisation- and management-related sys-
tem of the company, which implements the controlling
principles, the management functions must be properly
integrated and co-ordinated; otherwise the system will
not be able to properly operate and support the decision-
making process, with a consideration given to signs
coming from the inside of the company, as well as its
surrounding environment. A comprehensive use of con-
trolling in the company reorganisation process should
also take into account the “human capital” present in the
company, who, as long as being active and well-in-
formed, is able to ensure that all above-described func-
tions of controlling may be fulfilled. Proper motiva-
tional system allows for the employees to remain in-
volved in the performance of common goals. Thus, the
staff participate in the determination and accomplish-
ment of tasks of companies.

Controlling makes use of certain procedures and
data from the accounting system. As an information sys-
tem, operating in the company within the scope of plan-
ning and reviewing, controlling and accounting have nu-
merous common points. Controlling employs the analy-
sis of the most sensitive areas of the company
[Marciniak 2004, p. 13]. However, controlling puts an
emphasis on managing the company, which is explicitly
non-existent in the management accounting. The sys-
tems of management accounting and controlling have a
lot in common.

Theoretical backgrounds of these areas of science
are the same. The areas need to co-operate with each
other, as each of them has its own role to play.

2. Types of controlling

With regard to the timeline for setting targets and
making decisions, one may distinguish strategic and
operational controlling. The strategic controlling in-
volves activities aimed at providing the company with a
long-term operation, thanks to prior adjustment of the
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company to requirements of the business environment.
Decisions taken within the scope of strategic controlling
result from general intentions and aims defined by the
company’s board of directors.

The following elements are the most frequently
quoted tasks of strategic controlling, to be found in the
source literature [Lichtarski 2005, ps.35-38]:

e reviewing and analysing information derived
from internal and external environments,

e establishing aims and long-term tasks, carrying
out a study of their feasibility,

¢ dividing long-term tasks into operational aims;
checking their correctness,

e creating a system of information flow, support-
ing the decision-making process of the lower-level ma-
nagers,

e monitoring and carrying out a prior assessment
of strategic tasks, along with an analysis of potential op-
portunities and threats,

¢ identifying deviations,

e putting forward remedies and corrective ac-
tions.

Another, frequently cited division criterion is the
function-related systematics of controlling, often re-
ferred to as processual controlling. The said controlling
relies on various functions performed by particular cells
in the company. [Jedralska 2003, p. 48] Such a division
criterion is connected with the scope in which control-
ling is used in various areas of organisational structures.
One can distinguish here: production controlling, logis-
tics, marketing and sales controlling, HR controlling, fi-
nancial and project-related controlling, R&D control-
ling.

3. Stages of controlling in the company

S. Nowosielski and R. Marczak [Nowosielski, Mar-
czak 1996, p.109] claimed that controlling, viewed from
the methodological point of view, should require to im-
plement a series of analysis- and project-related works
that may be defined, in details, in three stages:

Stage I: preliminary findings related to:

e the acquisition of top executives’ approval for
the very basic idea of a new management system, which
system significantly undermines deeply-rooted and
proven methods of taking decisions,

e the determination of main targets set on control-
ling, which targets are to be fulfilled in economic cen-
tres,

e the creation of an implementation team,

e the preparation of the company’s staff to face
new organisational challenges, through a series of train-
ing courses aimed at informing the employees of the or-
ganisational matters, and the operation of controlling as
a system based on a decentralised organisational struc-
ture of the company,
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¢ the critical analysis of ongoing solutions, which
analysis provides two types of information on the com-
pany: ,hard area” (structures, methods, procedures,
techniques) and ,,soft area” (attitudes of the executives
and the employees, their systems of values, opinions of
trade unions).

Stage II: designing organisational changes re-
lated to:

e the determination, in a detailed way, of aims,
both strategic (elaboration and implementation of a sys-
tem oriented towards decision-making processes) and
operational ones (e.g. elaborating cost budgeting sys-
tems, activity monitoring, etc.),

¢ the general concept of the controlling system, in
compliance with the following sequence:

e aims => tasks => methods => procedures => in-
struments => documents,

e apreliminary assessment and verification of so-
lutions during a training session. The training session
should involve unit managers and their deputies, playing
active roles in the process of implementation and subse-
quent exploitation of a new system,

e acceptance of the concept by the company’s
board of directors,

Stage II1: implementation aimed at:

e preparing for the implementation, that involves
preparing detailed principles, documents on planning
and settlement operations, and implementation sche-
dules, based on priorly accepted and approved solutions,

e correcting solutions during the system opera-
tion, provided that at the first stage the operation of con-
trolling has no payroll-related consequences to mana-
gers and employees. Combining assessment factors with
the payroll system is performed in compliance with the
old rules. That will certainly be changed in future, when
new “game rules” are accepted.

The main purpose of the actions should involve the
opportunity to make use of the company’s present infor-
mation resources (located in the IT sources) for the sake
of the employment of the controlling method. Equally
important is to modify and extend the information re-
sources so that one is able to gradually extend the appli-
cation of controlling-related techniques and tools.

4. Budgeting in the company

It is becoming necessary to separate responsibility
centres from the company, which centres feature de-
fined competencies and tasks, while using budgeting
mechanisms.

Maintaining a responsibility account results from
the division of work as to managerial functions per-
formed in the company. The implementation of respon-
sibility centres allows to effectively use one’s economic,
staff and organisational potential, which, in turn, con-
tributes to a more effective operation of the company.

Budgeting makes use of a database acquired during
the exploitation of the accounts of costs, particularly
with regard to volumes and structures of costs in parti-
cular organisational units and of factors that influence
their levels. This is a method of a current management
of the company, determining the rules for planning and
using of financial means in order to effectively perform
production-related tasks.

The budget may be described as an action plan ex-
pressed in natural and value-related units, with a special
emphasis on means for its performance and on a person
responsible for its execution [Sierpinska, Niedbala,
2003, p.17].

Moreover, budgeting allows to delegate decision-
related powers and responsibilities to the lower levels of
the management. It also allows to maintain a common
course of action for particular organisational cells.

An essential element of the budgeting process is
the controlling of tasks being performed. Controlling in
question is a process of constant review whether predic-
tions turn out to be compliant with the economic reality,
whether these two are coherent. Controlling allows to
distinguish any deviations in the economic process and
to remove them promptly.

5. Implementation of controlling
in the company

In the company, of equal importance are manage-
rial posts responsible for actions aimed at conquering
new markets or actions covering the design of a new
product or those that are involved in the performance of
repeated functions.

Fundamental factors of basic budgeting are sepa-
rated areas of the company, being known as responsibi-
lity centres (cost centres, profit centres). In modern com-
panies, the responsibility centres should be managed by
managers who have at their disposal a defined scope of
power and responsibility. The key issue is to provide for
an objective evaluation of the task performance.

The responsibility centre may be: a plant, depart-
ment, division, unit, or a separated part of the company’s
activity, provided that its manager was equipped with
decision-related powers, necessary to perform tasks.
The responsibility centre needs to have just one manager
and one scope of tasks to be performed. Should the
scopes be undefined and imprecise, and should they
overlap the scopes of other responsibility centres, then
there shall appear a dilution of responsibility, dualism in
the decision-making process, and eventually particular
areas of the company’s activity shall suffer.

The budgeting system in the company requires to
identify responsibility centres as to: costs, revenues,
profits and investments. The cost centre in the company
is characterised by the following features:

e it is the lowest in the hierarchy,

e it manages the incurrence of costs,

e it has no direct influence on the sales volume,
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¢ it may involve centres of administrative costs
and other centres that are not directly connected with the
operational activity.

The decision-making scope of managers in cost
centres is limited to the powers to decide on production
volumes, quality of products or services, and to manage,
in a proper way, resources contained in the budget. The
assessment criterion related to the tasks performance in-
fluences the costs incurred in the said centres, i.e. the
ones that might be influenced by a manager of a given
centre. The basic feature of the cost centre is the oppor-
tunity to plan and inspect costs upon the performance of
tasks. Thus, our role cannot be limited to maintaining
the cost records, without the possibility to achieve ana-
lytical information from particular responsibility cen-
tres.

The profit centre in the company may be charac-
terised by the following features:

e itis located at the middle level of the budgeting
system structure; it manages the occurrence of costs and
earning of revenues,

o it does not affect the use of investment means,

e may encompass units responsible for sales and
production.

The profit centre may consist of a few cost centres.
The proper operation of the centre involves managing
its revenues. The centre manager should be entitled to
influence price policies, sales trends and volumes. The
effectiveness of the centre should be measured by the
difference between a value of net revenues and manu-
facturing costs of a product, service, i.e. operational
profit or gross profit and a net profit.

6. Advantages related to the implementation
of controlling

The advantages of the implementation of responsi-
bility centres in companies consist of the following ele-
ments:

e introduction and development of a planning,
controlling and managing system, dependent on results
achieved by a given entity,

e creation of a better information system in the
company,

e a stronger drive for employees and particular
teams to achieve positive results,

e a managerial awareness evolving around activ-
ities which bring about positive results on the one hand,
and which ensure cost-optimisation on the other hand,

e a better awareness as to cost-inducing reasons,
their necessity, and also opportunities to carry out opti-
misation activities,

e areliable calculation of costs and results,

¢ afaster reaction to diagnosed weaknesses of the
company through the implementation of corrective ac-
tions or their elimination,

145

e a better motivation to achieve favourable re-
sults by joining the effects of the responsibility centre
with, e.g. remuneration systems,

e afaster decision-making process, a better co-or-
dination of actions in the decision-making process,

e ashorter circulation of information, through the
creation of a reporting system, adjusted to internal re-
cipients of a given centre,

e a better innovativeness and responsibility of
employees for the company’s actions,

e a greater involvement of the executives in the
direct decision-making process,

e a fast and effective provision of up-to-date in-
formation for the managers, and the acceleration of the
decision-making process,

e a greater transparency of process creating val-
ues in particular responsibility centres, and bonds be-
tween them,

Organisational units as responsibility centres shall
contribute to the shift of some competencies and entitle-
ments onto line managers. Therefore, the management
processes in the company are being decentralised. It is
thus possible to react more swiftly to the changes in the
company’s environment. Furthermore, the company
may be able to operate in a more flexible way, which
adds to its competitive advantage in the market.

Conclusion

The introduction of controlling into the companies
is becoming a dire necessity. Managing the company in
the conditions of a fierce competition is getting more
and more difficult, as it requires the co-ordination and
integration of particular economic links carrying out
their processes and projects within the scope of their ac-
tivities.

The implementation of controlling into the com-
pany brings about the decentralisation of decisions and
responsibilities; it thus fuels a demand for defined infor-
mation, the latter being a pillar of the proper manage-
ment.

In the controlling-related management process it is
extremely important to properly define the responsibil-
ity centre. Depending on the character of an activity, tar-
gets, tasks allocated to a given responsibility centre, one
should define assessment factors that take into consider-
ation various levels of decision-related independence
and complexity of its management process.

Separating from the company’s structure of centres
of responsibility for action results is a complex process
that requires a replacement of functional structures by
matrix and divisionalized ones.

Budgeting forces the executives to present aims
and enterprises in digits, e.g. revenues, costs, profits.

Information is a basic precondition for the design
of controlling. It should be comprehensible, credible and
accessible at due time.
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Controlling is a tool that assists the management or
reorganisation processes; however, one should mention
here sources of uncertainties, such as: a proper selection
of gauges, volumes of acceptable deviations, volumes of
planning gauges.

The implementation of controlling into the com-
pany requires an adjustment of the company’s organisa-
tional structure to its new tasks. One should not forget
about a proper location of the Controlling Department
or of a controller in the organisational structure. The
higher the location in the organisational structure, the
greater the effectiveness of controlling.
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JskBiron X. KoHTpoiHT SIK KOHUeNnUis ynpas-
JIIHHSI KOMIIAHI€10

ABTOp BHM3HAYa€ CydacHi KOHIICTIT YIpaBIIiHHS
0i3HecOM. YIpaBJIiHHS PO3MJIIHYTO K CUCTEMa IIaHy-
BaHHs1, KOHTPOJIIO, 300py i 06poOKku indopmarii. Ipyn-
TYIOYHCh Ha BIIACHOMY JIOCBiJli B JIIJIOBiM MpaKTHII, &
TaK0X Ha TEOPETUYHOMY JIOCBiJ/II B Taly3i yIpaBIiHHS
HAYKOI0, aBTOp TIPOMOHYE BIPOBAJUTH CYYaCHHU
VIPaBIIHCHKUHA MPOIEC 3 YypaxyBaHHSIM IPHHITHITIB
KoHTpomo. IIpencTaBieHo mepeBard peasi3oBaHOTO
KOHTPOJTIO (3 METOIOJIOTIYHOT TOUKH 30pY) 3 YpaxyBaH-
HSM DSy QHATITUYHUX Ta MPOSKTHHUX POOIT, SKi Oymu
BH3HAYEHI B TPH CTaIlH.

Kniouosi crnosa: KOHTPOIIHT, OIWOJKETyBaHHS B
KOMIaHii, cy4acHi KOHIENIi YHpaBiiHHsI, KOHTPOIb
Tporecy.

JoxBuron X. KoHTpo/UIMHI Kak KOHLENIUsI
ynpaBJieHUsl KOMIIaHUeH

ABTOp OIpeAesieT COBPEMEHHBIC KOHIICIITUH
yIpaBiicHUs OM3HECOM. YTIPaBIICHHE PACCMOTPEHO Kak
CHUCTEeMa TNIAHUPOBAHHS, KOHTPOJISL, cOopa 1 00paboTKH
nHpopmaru. OCHOBBIBAsSCh Ha COOCTBEHHOM OIIBITE B
JICTIOBOM TIPAKTHKE, 8 TAK)KE Ha TEOPETUICCKOM OITBITE
B 00JacTH yNpaBICHUS HAYKOW, aBTOp INpeaiaraet
BHEIPUTH COBPEMEHHBIN YIIPABJICHUYECKUN TPOIECC C
Y4eTOM NpUHINTOB KOoHTpoIs. [IpeacraBneHs! npenmy-
IIECTBA PEATN30BAHHOTO KOHTPOJIS (C METOMOJIOTHYEC-
CKOM TOYKH 3PEHUS) C YUETOM psijia aHATUTHYECKUX U
MPOEKTHBIX PabOT, KOTOPHIC OBLTH ONpPENEICHbI B TPH
JTarma.

Kiouesvie cnosa: KOHTPOIUIMHT, OIOIKETUPOBA-
HUE B KOMIIAHUH, COBPEMEHHbIC KOHIICIIIINK YIIpaBJc-
HUSL, KOHTPOJIb TIpoliecca.

Dzwigol H. Controlling as a company manage-
ment concept

The author defines contemporary concepts of busi-
ness management. It perceives it as a system for plan-
ning, controlling, collecting and processing information.
Based on his own experience in business practice, and
with the theoretical background in management science,
he suggests the implementation of a modern manage-
ment process taking into account the principles of con-
trol. The author presented advantages of the imple-
mented controlling (viewed from the methodological
point of view), with a consideration given to a series of
analysis- and project-related works that were defined in
three stages.

Keywords: controlling, budgeting in the company,
modern management concepts, process control.
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