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Case 8.1
Seedley and Langworthy Trust - Strategic Management  

Seedley and Langworthy Trust (SALT) was established in 1997.  They were set up to develop effective links between people who live and work in Seedley and Langworthy, and partners from the public, private and voluntary sectors.  Seedley and Langworthy are areas within the City of Salford, near Manchester in the North of England. Both areas are labelled ‘deprived wards’ and have suffered from the decline of manufacturing in the UK, high unemployment throughout the 1980’s, and the knock on effects that this had on the social, economic and cultural fabric of the community.

Strategic Planning Context
SALT’s mission statement states:
"The Seedley and Langworthy Trust's mission is to support and represent local people in the long term regeneration of the Seedley and Langworthy area and to develop community enterprise in partnership with key agencies to meet local needs and create a sustainable organisation."
SALT is a not-for-private profit organisation and ‘Community Trust’ registered as a Company Limited by Guarantee (CLG).  In terms of this book, SALT are a Charitable Trading Activity (CTA) organisation.  It has 7 full-time and 3 part-time staff, supplemented by 10 regular volunteers, and 30-50 additional volunteers used on a casual basis.  The trust reported a turnover of £200k for the year ending 2007.  SALT works by supporting and representing people within their constituency, ensuring their voices are heard in local and City forums. 
SALT run a community resource centre that includes: a drop-in centre; offices and a community meeting room; advice and guidance to local residents on social issues, environmental complaints, local disputes;  employment and training opportunities; and regeneration queries. They also provide office space to organisations and agencies, with a neutral meeting place for community representatives (e.g. local councillors and the Police). 
The level and diversity of activities within SALT is both a valued and respected service, which has obvious cost implications (both human and financial) that needs to be resourced. Core income comes from a long-standing Single Regeneration Budget (SRB) grant that resources the majority of services. However, with a lack of clarity between what services are funded by the grant and what services are provided out of the surpluses they struggle to balance the resources they have at their disposal with the commitment they provide to the community. Lorna Leaston (Operations Manager) suggests they are “delivering well beyond their means, and have been for some time”, massively overstretched and under-resourced to cope with demand, providing free services that would otherwise be borne by the local authority, if at all.

Consider the following questions prior to continuing with the case:
1.	If you were tasked with helping SALT think about their future, what would you do?
2.	What approach would you adopt to help SALT?
3.	Where would you start? 


Strategic Planning Practices
A research funded project with Manchester Metropolitan University provided two researchers (second author, Mike being one) to facilitate a 3-day project. After some initial discussions, a strategic away day for staff, board and stakeholders was arranged to help with harvesting their achievements, bringing ideas together, prioritising and generating strategic focus.   After further interviews with all staff members, the chair of the board, and stakeholder representation a date was set and an outline prepared.


SALT Strategic Away Day – Strategy, Structure and Action Planning.
Exercise 1: Expectations for the day - issues, barriers and dilemmas (post-it note brainstorming session)
Exercise 2: Where would you ideally like to see SALT?
	(i) 	Organisational Development – “dreaming” the vision
	(ii) 	Strategies for mapping out our future
	(iii) 	Structures for findings ways of working to focus on the future
	(iv) 	Action Planning (post-it notes/ flipchart/ group working session)
Exercise 3: Following the same sequence of “dreaming”, discuss strategies, structure and actions for the following:	
	(i) 	Income 
	(ii) 	Priority Projects (what are your core activities?) 
	(iii) 	Organisational structures and people
Exercise 4: Immediate Action – What do we need to do right now?
	(i) 	Strategy
	(ii) 	Structure
	(iii) 	Action
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After SALT’s away-day, a document summarising findings was prepared by the researchers. It set the baseline for a strategic plan that followed a template set out below:

Title Page
Contents page
Executive Summary

Section 1	Description of the Organisation
		Background, products/services, target market, legal status, income sources
Section 2	Social Statements
	Vision, mission, values, future goals/objectives, targets and priorities, campaigns
Section 3	The Market 
	External environment, position of the organisation within its field, stakeholder analysis, policy analysis, market SWOT, PESTLE analysis, marketing approach, competitor analysis, growth strategy.
Section 4	Income and Capital  
	Current funding mix, current capital, future income and capital strategy, 12-month forecast, business sustainability strategy
Section 5	Organisational Management
	Our people, governance and structure, performance management, social accounting, evaluation, organisational SWOT
Section 6	Learning Outcomes and Critical Reflection
Section 7	References
Section 8	Appendices

Following the preparation of the strategic plan, the researchers recommended three main areas of focus: 
(1) To analyse and draw up a comprehensive list of services that they provided to the community, highlighting those activities beyond the core of their funding. 
(2) To shout more about themselves, highlighting their achievements and creating a buzz amongst their stakeholders. 
(3) To try to diversify their income streams in order to become more sustainable as an organisation.  



Discussion
Consultant-led strategic planning designed by board members/senior managers typically encourages a unitary culture: a single vision and management ‘pull’. Underpinned in theory by an assumption that management control is essential to successful implementation of the strategic plan.  Theorists writing in the fields of employee relations and social enterprise point out the potential threat to organisational stability if decisions are made before there are negotiations with strategic stakeholders (i.e. workforce representatives, beneficiaries, customers, funders, suppliers).  The process can contribute to a paternalistic culture, with a growing divide between senior managers, operations staff and service users.  When this occurs, further management time and processes are required to implement dissemination strategies that ‘sell’ the plan under the guise of a ‘consultation’, then deal with emergent conflicts of interest.  

This case illustrates a facilitated approach to strategic management. Researchers were aware of the pitfalls of a ‘done to’ approach and encouraged all round participation for a ‘done with’ action learning style of engagement. Open semi-structured interviews with all the staff, representation of the board and stakeholders provided an independent view of the organisation that was constructed from the stories and conversations had in the business, prior to the away day. The purpose of the away day was to provide some clarity and focus for SALT, whilst remaining sensitive to the participative culture of the organisation, retaining everyone’s engagement. 

Successful strategic management depends on a number of factors; one highlighted here is the need for a representative and engaged process involving and taking into account stakeholders opinions. Facilitators need to be able to identify, raise awareness of, and help resolve any latent conflicts.  In the case of SALT, all staff were consulted and the vast majority of them were involved in the process, as well as the Chair of the board of directors and representation of wider stakeholders. 

The recommendations for SALT were to highlight the services they provided; to raise their profile and communicate to internal and external stakeholders the social value provided by the organisation; and look for other and more types of sustainable sources of income. The strategic plan provided the stimulus to raise some complicated and challenging conversations in the organisation. These issues are never easy to start discussing, never easy to plan and never easy to resolve. Just how SALT can take the recommendations forward and convert strategy into action and further resources for their activities requires good luck, good judgement and time.


Based on project work with SALT involving Mike Bull, Centre for Enterprise, Manchester Metropolitan University.
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