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Case 8.4
Balance: A Strategic Management Tool for Social Enterprises  
Balance is an on-line strategic management diagnostic tool for social enterprises and other third sector organisations (Bull and Crompton 2006, Bull 2007) (www.socialenterprisebalance.org). The tool aids strategic analysis, priority setting and critical reflection in assessing organisational competencies. 
It was developed in 2005 by Mike Bull during a research project that involved Dilani Jayawarna, Helen Crompton, Alison Wilson and Robin Holt at the Centre for Enterprise, Manchester Metropolitan University. The tool was the outcome of three years of research (between 2004 – 2007) on the management practices of social enterprises and was funded by a regional European Social Fund (ESF) grant. Bull and Crompton (2005) ISBN 0 905304 40 3; Bull (2006) ISBN 0-905304-43-8. The original version had 5 sections and subsequent research by Mike Bull has extended the tool to 7 sections.
The tool identified language and concepts appropriate for use in social enterprises. The tool is divided into 7 sections, covering; (1) stakeholder perspectives, (2) multi-bottom line, (3) internal activities, (4) learning, (5) income diversification, (6) governance and (7) visioning. Across the seven sections there are 38 questions. The tool presents questions, such as; “Our board understands their responsibilities in terms of the legal issues, policies and governing rules of the organisation and conducts themselves accordingly”. The assessor then reviews a scale of possible answers from five levels, as to where they feel their organisation best fits. Level 1 being weak, level 5 being expert. The assessment is undertaken in a subjective spirit, evidence and objectivism are replaced with gut feel, instinct and honesty within the assessment. 
After completion of the diagnostic the website generates a snapshot histogram bar chart that outlines the opinions of the assessor in terms of the maturity of the organisation (immature being an organisation that has no knowledge, intentions or strategies to engage with the topic – to mature being an organisation that has experience, knowledge and a strategy to engage with the topic). The benefit of Balance is not only in using the findings of the analysis to reflect on the individual findings – but to get others involved, a board and management team. If people individually assess in isolation from one another and bring their snapshots to a meeting, then the conversations and opinions about the results add another rich level of evaluation to the exercise.
The final part of the diagnostic is once a user has evaluated their current position, they may seek to focus their attention on some organisationally weak areas of their business and management competencies. The ‘Action Plan’ is a PDF document that provides a breakdown of suggestions and tips for developing the skills required to develop the business should the assessor consider it important to do so.
The basis of Balance is shown in Figure 8.2.  Essentially the tool is premised on developing under-developed areas of an organisation’s business and management structures in order to balance out and support organisational maturity. 
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Figure 8.2 Balance
As can be seen above, many of these topics cover aspects of strategic planning.  A Balance diagnostic can help pin-point areas that may need attention and development.
There are approximately 800 social and solidarity economy organisation users from across the UK and beyond.
Discussion Questions
1. Critically assess whether Balance reinforces or challenges ‘prescriptive’ theories of strategic management.  
2. Critically assess how you might adapt the use of Balance for use in a cooperative and mutual enterprise (CME).
3. [bookmark: _GoBack]Considering “What Balance Covers” (see previous page), is there anything missing from Balance that you would routinely want to include in your strategic planning?
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Step o Self-assess

Clicking each heading in the menu below takes you to each section of the assessment. You can answer the first 6 section(s) in any
order, but please complete VISIONING last. (This section brings together elements of the first 6 section(s) as a concluding section.

STAKEHOLDER PERSPECTIVE @ completed

From focusing on stakeholder needs, sector knowledge, image and branding, promotion, budgeting, through to evaluation, this
section of 6 questions assesses your competencies across these issues.

"MULTI BOTTOM LINE' @ completed

From budgeting, social value, measurement, social accounting through to sustainabilty this section of 6 questions assesses your
competencies across these issues.

INTERNAL ACTIVITIES @ completed

From communication, structure, quality, systems, flexibility through to performance measures this section of 6 questions assesses
your competencies across these issues.

LEARNING @ completed

From training and development, team working and participation, knowledge, culture, leadership through to continuous improvement
this section of 6 questions measures your competencies across these issues.

INCOME DIVERSIFICATION @ completed

From income streams, entrepreneurship and market innovation, strategic positioning and opportunity recognition to structure,
capabilty and skills. This section of 4 questions assesses your competencies across these issues

'GOVERNANCE @ completed

From legal responsibility; board recruitment and diversity; board skills analysis and development; board meetings; policies, systems
and structure through to strategic management and decision making this section of 6 questions measures your competencies
across these issues.

VISIONING (this section

Visioning is concemed with planning, strategy building and communicating the vision. This section of 4 questions concludes the
analysis and must be completed last in order for you to conceptualise your Balance scorecard.
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