FOCUSSING
ON
SUCCESS...
The Journey to Unlimited Potential

Introduction...

This booklet tells the story of Unlimited Potential, originally known
as the Community Health Action Partnership (CHAP) from 2000
to 2010. From a small group of local people who wanted to have
a say about health services in Charlestown and Lower Kersal in
Salford to a business that, as Unlimited Potential, is rated in the
top 50 social enterprises in the United Kingdom, by any account
this has been a remarkable journey. The booklet, produced with
the help and input of a wide range of individuals, aims to

How it all began...

highlight key aspects of this journey and draw out lessons and
examples of good and interesting practice. We hope that it will
be of interest to those involved in starting up or running social
enterprises, regeneration and development agencies, public
bodies, policy makers, politicians and anyone who may be
inspired by the story to become more involved in their local
community.

“Unlimited Potential is an outstanding example of how social enterprise can work
with people and communities to support them to transform their lives and the lives
of those around them. There are few organisations that better embody the
principles of social enterprise.” (Director of Policy, Social Enterprise Coalition)

You can find out more information at www.unlimitedpotential.org.uk

Health improvement was identified early in the New Deal for
Communities (NDC) planning process as one of six strategic
priorities for the Charlestown and Lower Kersal area.
The baseline research, used to inform the development of
the NDC’s ten-year Delivery Plan, found that:

• more than a third (36%) of local households had members
with a limiting long term illness, compared to 31.9% for Salford
overall;
• a tenth of households contained at least one member being
treated for depression, anxiety or stress;
• the standard mortality rate for the area stood at more than
twice the national average (216 to 100);
• there was a noticeable lack of health provision in the area, with
only three doctors, one pharmacy and one dentist with many
local residents having to travel out of the area to access basic
health services and 41% of the population not registered with
a dentist;
• the quality and accessibility of health care was rated as good
by less than a third (29%) of local residents.

Working with the local community, encouraging participation and
building community empowerment were key features of the NDC
for Charlestown and Lower Kersal. The NDC’s planning for health
improvement built on and linked with the work being carried out
through the Manchester, Salford and Trafford Health Action Zone
(HAZ), which had prioritised the area for targeted action.
The NDC’s Health Programme Manager worked with the HAZ
Development Manager (who was also part funded through the
NDC programme) to involve local people in identifying needs and
developing health improvement ideas and proposals. The Health
Development Agency also funded a co-ordinator as part of the
SARP project to work with the HAZ Development Manager.
Wide-ranging consultation and planning events and activities
involving local people, partner organisations and stakeholders
were undertaken and through this work a small group of local
residents with an interest in health issues started to meet
regularly. This group formed the basis for the Community Health
Action Partnership (CHAP). The group worked with Salford
University and other local partners, using an innovative Action
Learning approach to support the development of a range of
projects to tackle health inequalities.

The early days ...

The early focus for CHAP was on improving health facilities in
Charlestown and Lower Kersal and developing community
influence on health provision in the area. This reflected the key
priorities of the NDC’s Health Strategy, which were to increase
community involvement in local health provision, develop the
local health infrastructure and support service re-design.
Local residents involved in CHAP put in lots of time and
commitment to develop proposals for two new healthy living
centres. The group made fact-finding visits to other areas,
researching community-focused health centres and, now
chaired by a local resident, CHAP held meetings, weekend
workshops and formal and informal discussions on local health
issues and the proposed new centres. Local people recall that
it was hard work with lots of time and energy invested,
friendships made and new people met – a challenging but also
an energising time.

“... we had lots to say at the beginning ... and we were starting
to be treated with respect by professionals ... it was a whole
new experience” (local resident)“
“...local people were working with local people ... we were
deciding on what was needed locally ...” (local resident)“
“Local people perhaps for the first time felt that they were
involved. Yes there were tensions, particularly between the
different areas, but the overall aspirations of the local
community were raised and there was a real energy to it all”
(NDC Programme Manager)

...testing times...

The NDC Partnership recognised the need to help develop the
capacity of CHAP. NDC funding was provided for ‘Can Do’
projects designed to provide local people with the opportunity
to do something about local health issues and, in so doing,
develop their individual and collective skills and knowledge. This
resulted in the delivery of projects ranging from the start up of
a local fresh fruit and vegetable enterprise and a podiatry
project to an air pollution and traffic monitoring project. Through
the NHS links of the HAZ Development Manager, CHAP also
became involved in local delivery of the national Expert Patients
Programme, aimed at providing confidence, skills and
knowledge to help with people with long-term conditions to
have greater control over their lives.
By 2002, CHAP had developed from an interest group into a
real local force with a growing profile in and influence on local
health issues. Its status was further consolidated when, in
September 2002, it became incorporated as a company limited
by guarantee. From 2002-2003, the NDC Partnership funded
CHAP to deliver a number of services including:

• support for local carers including information, signposting,
outreach to ‘hidden’ carers and counselling;
• advice and support for local families with young children
including baby clinics, breast feeding and health and play
support; and
• healthy living services providing nutrition, weight
management and exercise support for those with or at risk
of coronary heart disease.
As a fledgling organisation with a small staff team and Board
comprising non-professional local residents, delivering on this
range of commitments was challenging.

During 2003 and 2004, CHAP was presented with a range of
additional challenges.
i) The planning and funding context for the new healthy living
centres was transformed with the introduction into Salford of
the NHS Local Improvement Finance Trust (LIFT) initiative – a
public-private partnership. This in effect meant that the new
health facilities would be financed by the Salford Primary Care
Trust (PCT) through the NHS LIFT and an effective working
partnership between CHAP and the PCT became critical.
ii) Key personnel (such as the HAZ Development Manager)
moved to other roles out of the area and were not replaced.
This left a significant gap in support to CHAP and a shortfall in
the knowledge and expertise required by the organisation as
it took on both service delivery commitments with NDC funding
and the new agenda of Salford PCT relating to the healthy living
centres.
iii) External advisors became involved in providing support to
CHAP to develop its strategic and operational capacity and
help with business planning. The staff team were employed
by The Big Life Company, which also acted as an advisor,
alongside advisors from local enterprise and business support
organisations. Whilst these were helpful to the staff and Board
of CHAP, difficulties with these arrangements, particularly a
lack of clarity on expectations, decision-making and
accountabilities tended to foster an atmosphere of mistrust

and a crisis management approach to the organisation.
The capacity of the organisation to respond effectively to the
pressures it faced was severely tested over this period. Differences
amongst Board members on the organisation’s priorities,
frustrations with the pace at which progress was made with plans
for the healthy living centres and issues with the plans themselves,
developing relationships with Salford PCT (which itself was new to
the arena of working with community-based organisations),
securing quality service delivery and meeting NDC and service
delivery requirements, all led to many tensions both within the
organisation and with partner bodies. Those involved at this time
observe that this was a nerve-wracking period in CHAP’s
development.
“It was very tough. There was a lot of in-fighting and conflict both
in the organisation and with advisors and partner organisations.
Meantime, we were trying to get on and deliver services to local
people. It is testament to the staff that services carried on doing
good work through this time” (CHAP Director)“
“We were getting pulled in lots of different directions and did not
know which way to go. We had no framework to help guide us
and as a result personalities started to get in the way of what we
were all there to achieve” (CHAP Director)
“It really was 50:50 as to whether CHAP survived at this time.”
(NDC Manager)

...a
new chapter...
‘

...and a new strategy for the
future...

A programme of work with the Board was implemented to explore
options with regard to the healthy living centres and the future
business focus for CHAP. The outcome from this was that CHAP
repositioned itself strategically, moving away from the narrow
aspiration of running the local healthy living centres towards a much
broader goal of becoming an innovative social enterprise.

High-level discussions with Salford PCT, the NDC Partnership and
CHAP Board members helped move CHAP forward. The NDC
Partnership ‘kept faith’ with CHAP and agreed to continue to invest
in and support it. In addition to funding ongoing service delivery
and core operating costs, the NDC agreed funding to enhance
CHAP’s organisational capacity and development. In recognition
of the need to enhance the leadership and management capacity
of the organisation, part of this funding was used to appoint a
Chief Executive who took up post in January 2005.
Furthermore, Salford PCT signed up to working with CHAP to
clarify and support their role in relation to the local healthy living
centres and to work with them on local service development and
delivery (for example, discussions between the PCT and CHAP on
the approach to the local implementation of the Health Trainers
initiative were carried out).
Through intensive work with the Board, staff team and external
partners, within six months of taking up post, the Chief Executive
had started to make a real difference:

• in February 2005, the first Standing Orders, Standing Financial
Instructions and Delegated Powers were adopted;

• by April 2005, the first mission statement and set of core values
for CHAP were agreed;

• by May 2005, new legal advisors and external auditors were
appointed and new directors elected to the Board, thereby
broadening its base of skills and expertise; and
• by October 2005, CHAP became the direct employer of its staff
team (transferred under TUPE from The Big Life Company) and
the organisation became the first tenant in the new Energise
Healthy Living Centre in Charlestown.
A priority for CHAP and its partners at this time was to review the
overall strategy of the organisation. From its inception, CHAP had
been wholly reliant for its income on the NDC Partnership, which
had supported both the organisation and its service delivery.
CHAP’s early ambitions had focused on having a key role in the
management of the new healthy living centres in the area. As
NDC was a time-limited programme, due to end in 2011,
diversification of CHAP’s income base was critical to its
sustainability. Moreover, CHAP’s role vis-á-vis the healthy living
centres required review, given the changes in the financing and
ownership of these centres as against the original conception.

“We were struggling – we had put in lots of hours, days and weeks
into work on the health centres and then we were faced with the
possibility of them not being ‘ours’ as we had started to think of
them. But we were getting lost, dealing with the PCT was
demanding, plus we needed to think about the survival of the
organisation. We needed to raise our heads and look forward
and the work with the Chief Executive helped us to do that.”
(CHAP Director)
The first detailed business plan for the organisation, developed in
2006, committed the organisation to:

• shifting away from grant dependency towards trading income,
with main markets being in health and happiness, health and
social care and community development;
• activities and services that would be outcome-focused, strengthsbased, high-quality, responsive, participative and cost-effective;
• an approach as a social enterprise that delivers key benefits
through: (i) a primary focus on outcomes rather than outputs;
(ii) seeking to optimise the organisation’s wider impact on the
world through a ‘triple bottom line’ of social, economic and
environmental impact; and (iii) reinvestment of all surpluses
towards the social purposes of the organisation.
A new strategic direction for the organisation was therefore set.

“Board members and staff worked really hard to make the
transition into a business with social objectives. For community
members of the Board particularly, this was big ask both in terms
of the time and effort they were asked to put in but also making
the change in mindset to take on this new direction. It is to their
credit that they stuck with it and came through committed to
making it work” (CHAP employee)
“It was quite difficult because we had come from a small group of
local residents who wanted to do things in and for our local area
and we were being asked to change our horizons, think about
CHAP delivering services across Salford and even beyond, with
perhaps no involvement with the health centres that had been
what we were originally about. But it was a matter of survival and
we wanted what we had started – the community focus – to
continue to have a life.” (CHAP Director)

Focus on: mission and core values
CHAP’s mission
We will make the world a happier and healthier place to live
By this, we mean:
• happiness: enjoyment of a full and meaningful life
• health: a state of complete physical, mental
and social well-being

CHAP’s core values

• approachability – friendly and easy to talk to

• enterprise – innovation, creativity and bold resourcefulness
• respect – due regard for the feelings and rights of others

...with targeted and outcomes
based service delivery...

...achieving growth and
diversification...

Graph 1 Income growth and diversification

Focus on: excellent services delivered locally
CHAP identified a priority to develop and deliver a ‘broad range
of services with staff and local people working together to make
these convenient, responsive and personalised for everyone’.
Services delivered by CHAP included:

• Carers’ Support Service to engage, support and empower
carers, improve self-management of long-term conditions
and to influence provides to deliver more appropriate
services;

• Health Trainers to help people make changes they want in
their lifestyle to improve health and well-being by offering
practical advice and good connections to services and
support available locally;

• Healthy Communities Collaborative designed to promote

earlier presentation of symptoms of bowel, breast and lung
cancers in primary care to facilitate earlier diagnosis and
treatment;

• Re-Energise enabling people to lead more active, fulfilling
and happier lives through activity and nutrition

• Smoke-Free Homes to reduce exposure of people,

particularly those from vulnerable groups, to second-hand
smoke and raise awareness of the consequences of
exposure to second-hand smoke;

• Time Banking to strengthen communities by drawing people
together and by developing mutual friendships and support.

Across all services, the focus has been on making a real
difference, achieving outcomes and using local people to
support local people. All services have detailed service plans
and are subject to robust monitoring and evaluation. Key to
service delivery has been the organisation’s commitment to
local recruitment: at the end of 2009-2010, 88% of employees
were local residents. This localised approach is valued by both
customers and clients.

“It worked really well ... they recruited the right people to deliver
the service. Local people with local knowledge, with existing
networks and links to the people who we wanted targeted by
the service” (Associate Director, Salford PCT, commenting on
the Health Trainers service)
“Working at a local level to address local needs from a starting
point of ‘everyone has something positive to give’.” (customer
response to survey, asking what they felt was the most valued
aspect of Unlimited Potential, October 2009)

The graph above illustrates both the growth in overall income for
the organisation over recent years and the rapid growth in the
proportion of income derived from trading/commercial services.
Over this time, new contracts were secured with Salford City
Council (such as a Carers’ Development service for Community,
Health and Social Care and Smoke-Free Homes originally for
Housing and Planning) and with Salford PCT for the Health
Trainers service.
This rapid growth reflected CHAP’s growing capacity, profile and
influence as well as an increasing interest from commissioning
bodies in both diversifying their provider bases and learning more
about the benefits of working with social enterprises. For example,
Salford PCT was looking at growing the market of service
providers and was starting to consider contracting to third sector
organisations. The fact that CHAP could offer a localised,
community-focused approach with an outcomes-based
contracting framework and the scope to deliver social value was
fundamental to the PCT’s decision-making. This additionality in
service provision served to overcome any initial reservations that
the PCT held in relation to CHAP's lack of track record in delivering
contracts.

“Having supported its development in the past, Salford PCT were
pleased to start commissioning services from CHAP in 20072008. We get a cost-effective deal, not only from the service
delivered, but also from the added value that CHAP provides in
terms of wider social, economic and environmental impact and
by local reinvestment of surpluses made.” (Chief Executive,
Salford PCT)
“We recognised that a social enterprise can get to local people in
ways that other organisations cannot do. CHAP recruited the
right people, using much more flexible and appropriate
recruitment processes than we could have done, to deliver the
service. Plus, we worked together on operating a ‘No Excuses’
contract with very robust performance monitoring procedures.
From this experience, we gained confidence in contracting with
CHAP and social enterprises more generally.” (Associate Director,
Salford PCT)

...developing the enterprise...

Alongside income growth and diversification, a range of action
was being taken over this period to further develop CHAP as
robust organisation. For example: a Positive Impact Framework
designed to assess social, economic and environmental impact
was established; a suite of policies including Environmental Policy,
ethical Purchasing Policy, Equity and Diversity Policy and Service
Quality and Delivery Policy were developed; a Trade Union
Recognition Agreement with Unison was agreed; and a Social
Accounting Framework was approved. Ongoing work was
undertaken in assessing and developing the skills and
capabilities of the CHAP Board and staff team.

“The Chief Executive networked extensively and developed very
good links, which were used to anticipate and develop
opportunities for CHAP. He got the Board and external
stakeholders to see CHAP as a real business that was innovative
and capable of making a real difference but also needed to be
a successful business in its own right.” (NDC Programme
Manager)

Focus on: influencing strategy, policy
and commissioning

Salford PCT’s Health Trainers contract, was starting to bring people
from this target group into their skills and work provision.
The Council met with Salford PCT and then with CHAP to learn more
about what it was doing. They were impressed with the approach
being taken and the support being provided to local people
through the work of the Health Trainers. The Council commissioned
CHAP to expand its Health Trainers service to encompass
worklessness and, following two years of separate commissioning,
NHS Salford and Salford City Council co-commissioned this
provision with Unlimited Potential.
“It is working very well. CHAP not only delivers a good service but
is focused on outcomes and being able to demonstrate impact.
We have been able to take a much more integrated approach to
health and work, supported by our work with CHAP and the PCT.
Moreover, CHAP has got us thinking about and changing our
approach to the way that we work. For example, their strengths
and asset-based approach to local people has caused us to think
differently about the way we work with individuals in our other
services. We have also taken a look at the barriers that we
internally may have been operating, often not consciously, that
may prevent us from contracting and working with social
enterprises.” (Joint Commissioning Manager, Salford City Council)

Unlimited Potential – and previously CHAP – has taken a proactive
approach to influencing health strategy and policy at both national
and local levels and to developing an ongoing dialogue with
commissioning bodies. For example: CHAP took a key role in
developing and shaping the second NDC Health Investment
Strategy and worked with the NDC and Salford PCT on the
development of the Partnership Plan for the local healthy living
centres. During 2009-2010, the organisation engaged in: a national
NHS project on social value commissioning and a national project
by the Young Foundation on valuing service innovation in health;
the Greater Manchester PCTs Conversations with Commissioners
and NHS Salford Meet the Commissioner events; discussions with
practice-based commissioning leads in Salford, with NHS Salford
and Salford City Council on sustainable commissioning; and liaison
with Salford Health Matters on potential collaboration.
One example of its work with commissioning bodies comes from
the Health Trainers initiative. Salford City Council’s Economic
Development (Skills and Work) Unit was supporting many local
unemployed people into work, but was keen to try to engage those
who were distant from the labour market and had multiple barriers
to employment. The Unit noticed that CHAP, through the delivery of

...becoming a ‘true’ social enterprise...
Unlimited Potential

In April 2008, CHAP produced its first five-year business plan.
The plan highlighted investment in the development of the
organisation as a priority with six key areas identified:

• senior management capacity
• conversion to a community benefit society
• market research
• marketing strategy and plan
• marketing materials including a web site
• information and communication technology.
Integral to the business plan was the continuing focus on social
objectives and on outcomes from the organisation’s activities and
services – the difference being made to people’s lives. As a social
enterprise, the organisation sought to have an impact on the
world, working to the ‘triple bottom line’ of social, economic and
environmental impact. CHAP was keen to measure and evidence
this wider impact. A social accounting framework was thus
developed for 2007-2008 and, in August 2008, CHAP became
the first organisation in Salford to have audited social accounts.
The business plan also prioritised the need and desire to ‘lock in’
community benefit to the organisation. In April 2009, the
organisation thus converted into an industrial and provident

society for the benefit of the community (a ‘community benefit
society’), thus ensuring that no matter who was running it and
where it was operating, this continued to be a core principle and
driver for the enterprise. At this point, it also changed its name to
Unlimited Potential.
The year 2009-2010 saw Unlimited Potential gain increasing
recognition:

• in June 2009, it was the first organisation in northern England
to be awarded the national Social Enterprise Mark;

• in November 2009, it was Highly Commended in the National
Association of Neighbourhood Management Awards in the
category for most enterprising initiative to strengthen the local
economy; and
• in November 2009, it was shortlisted in the England section of
the national Social Enterprise Awards for Best Social Enterprise.
The positive reputation developed by the organisation helped it
to gain new contracts and secure the renewal of existing contracts
and, in April 2010, Unlimited Potential achieved complete financial
independence with 100% of its income coming from trading.
The customer base and services delivered during 2009-2010 are
shown in the table below.

Service

Customer

Carers’ Development

Salford City Council (Community, Health & Social Care)

Health Trainers

NHS Salford and Salford City Council (Chief Executive)

Healthy Communities Collaborative – cardiovascular disease

NHS Salford

Local Involvement Network Host

Salford City Council (Community, Health & Social Care)

Re-Energise

NDC Charlestown and Lower Kersal

Smoke-Free Homes

NHS Salford

Time Banking

NDC Charlestown and Lower Kersal

...growth, innovation and future
development...

In June 2010, Unlimited Potential was rated the fifth fastest
growing social enterprise in the North West, and 46th in the
United Kingdom. It was also in the national leader table for
impact reporting, scoring 4 out of 5 (SE 100 Index for social
enterprise, June 2010).
Unlimited Potential is developing towards being a mediumsized social enterprise with plans to develop its capacity to that
of an organisation with an annual turnover of £5-10 million.
Its strategy is designed to grow business through developing
existing services, diversifying its customer base, exploring
opportunities both beyond Salford and in fields other than
health, health care and social care, and exploring income
generating opportunities through investment in innovation,
intellectual property and commercial income. The Business
Plan for 2010-2015 highlights the organisation’s priority of
‘investing for the future’ to ensure a sustainable social
enterprise that continues to develop its reputation for quality
and outcomes in its delivery.

Challenges remain for the organisation, such as: establishing
robust succession arrangements for key staff; responding to
the threats and opportunities presented by tightening public
expenditure; and maintaining community influence as the
organisation grows and expands its operational scale and
scope.

“There is still lots to do but we now have the all the key
elements in place. Our services are working, we are having
a social impact and can demonstrate this, we have robust
governance arrangements and sound policies, we have
moved towards financial stability, our systems, including for
monitoring and evaluation, are well established and we have
positive relationships with other agencies not just customers
but think tanks, higher education and influencers and we are
gaining recognition for our work and approach. Finally, and
most importantly, we are making a difference with local
people.” (Chief Executive, Unlimited Potential)“
We are in excellent shape to continue to embrace the new
possibilities that are in front of us.” (Director, Unlimited
Potential)

What difference has been made?

Charlestown and Lower Kersal are now home to two new healthy
living centres, the Energise Centre and Willow Tree Centre, offering
a range of services to local residents. The work of Unlimited
Potential/CHAP, alongside that of the NDC and Salford PCT, greatly
contributed to the establishment and development of these
centres.

Whilst it is difficult to directly link these changes to the work of
Unlimited Potential and CHAP, given the range of services
delivered by the organisation, its increasing profile and positive
reputation both with customers and clients, it can be assumed
that it has played a significant role in driving these improvements
in the area.

“It is highly unlikely that an area the size of Charlestown and
Lower Kersal would have two new healthy living centres if the
NDC and local people, particularly those involved in CHAP, had
not been so active in relation to health issues. They may not have
turned out exactly as was planned – as community-run facilities
– but we still have them and they are providing services to local
people at a very local level” (community member, NDC
Partnership Board)

Unlimited Potential grew from the foundations laid by CHAP,
which in essence was a group of local people interested in and
committed to making a difference on the ‘health agenda’ in their
local community. The fact that CHAP survived, grew and evolved
into Unlimited Potential is both testament to this group and
evidence of the difference that can be made by local people.

The area has also seen a range of improvements in relation to
health as identified by the MORI Household Surveys of 2002 and
2008, including:

• an increase in the level of satisfaction amongst local people
with health facilities, from a baseline in 2000 of 29% of local
residents reporting that they were very or fairly satisfied to 80%
in 2008-2009;

• the proportion of local residents who have a great deal or fair
amount of trust in local health services increased from 71% in
2002-2003 to 88% in 2008-2009;

• reductions in the proportion of households having a member
with mild to moderate mental health problems. A recent Mental
Well-Being Needs Assessment (April 2010) identified that the
NDC area ‘does appear to have a population with much better
levels of mental wellbeing than might be expected’; and

• an increase in the proportion of local residents reporting that
their health was good or fairly good over the previous 12
months.

“We have shown that it can be done. Local people can, with the
right support, make a major difference.” (Director, Unlimited
Potential)
Unlimited Potential has a commitment to providing services that
are personal, high-quality and responsive and that make real
improvements to people’s lives and communities. In the customer
and client surveys conducted in 2009, both customers and clients
rated highly the impact and responsiveness of services provided
by Unlimited Potential.

“Keep doing what you are doing ... it’s working!” (customer
survey, October 2009)

What were the critical factors in
the journey?

Commitment and continuity in local resident involvement
A core group of local residents were the bedrock for the
development of CHAP and were critical in the process of evolution
into and operation as Unlimited Potential. All made considerable
personal investment in the process giving substantially and
generously of their time, skills and knowledge.
Drive and input of key stafft
From the early work of the HAZ Development Manager, the work of
NDC officers (particularly the Strategy and Planning Manager and
Health Programme Managers) and the CHAP Co-ordinator and
Chief Executive, there was a high level and quality of input from key
staff all of whom demonstrated a real will to ‘make it work’.
Dedicated staff with local links
The organisation grew its workforce in line with the expansion of its
business and has maintained its commitment to maximising the
proportion of employees who are local residents. At the end of 20092010, 88% of employees were local residents. This commitment both
supports and reflects the organisation’s values and desire to deliver
localised services and the benefits of this approach are recognised
by customers and clients alike.
NDC investment and support
The NDC Partnership invested over £1.4 million in CHAP. This
represents almost half the total NDC investment in health provision
in the area and as such demonstrated major commitment by the

Partnership. In addition to financial support in organisational costs
and service delivery, the NDC Partnership championed the concept
of CHAP, provided encouragement and support and stuck with the
organisation through difficult times.
Commissioning bodies willing to learn and take risks
Both Salford PCT and Salford City Council were prepared to take risks
in contracting with a new social enterprise with a developing track
record in service delivery. They were open to a dialogue with
Unlimited Potential/CHAP on the role and added value that the
organisation could play in delivering their objectives and targets and
were willing to learn from the experience of working with it.
Developing and sustaining positive relationships with
commissioning bodies and playing an active role in strategy and
policy formulation were vital components of the overall approach to
business development.
A focus on impact and strengths
CHAP was the first organisation delivering to the NDC to move to an
outcomes framework for service delivery. This approach provided a
model for contracting of services in the local area and built the
understanding and confidence of commissioning bodies such as
Salford City Council and Salford PCT to work with social enterprises.
The organisation has consistently championed a strengths-based
approach to working with local communities and this, together with
its values, approach to service delivery and performance, helped it
to secure contracts, gain recognition and grow its reputation.

Strong and appropriate leadership
The Chief Executive, appointed in 2005, provided much needed
leadership to the organisation and a leadership approach and style
that quickly built the confidence and trust of Board members, partner
organisations, employees and volunteers and other stakeholders.
This approach enabled a major and rapidly implemented
programme of development and capacity-building to be undertaken
with the organisation transforming it from CHAP to Unlimited
Potential.
Resilience
The staff and Board had to weather storms, overcome major barriers
and be open and honest about problems both within and faced by
the organisation. All showed an extraordinary level of commitment
and determination to ‘stick with it and make it work’. A real belief in
the core purpose and essence of the organisation, together with a
willingness to invest substantial time and effort to resolve issues,
characterised and underpinned its development.
Systems and procedures
Establishing robust systems, processes and procedures to underpin
both the service delivery and strategic development of the
organisation was key to its survival and growth. For example,
systematic approaches to the monitoring and evaluation of all
services, impact assessment and customer and client feedback were
created and these enabled Unlimited Potential to evidence its

success, build its reputation and secure new contracts.
Thinking and doing things differently
CHAP – and subsequently Unlimited Potential – introduced a new
language and way of thinking to local health improvement,
broadening the view of key partners to consider health, happiness
and well-being rather than just health. Moreover, the organisation
put happiness and health firmly on the local agenda and helped to
develop more integrated approaches to tackling health, care and
worklessness priorities. ‘Thinking the unthinkable’, bringing new and
different perspectives to bear on social, health and economic
problems and introducing new ways of working have all been key
features of the organisation and have become part of what
customers and clients expect and value from it.
Understanding the context and using who you know
The Chief Executive brought with him a wealth of knowledge and
networks in the areas of health and social enterprise. Combined with
the additional capacity secured through expansion of the Board,
these resources enabled the organisation to understand the wider
context within which it operates and to utilise contacts and networks
to position itself to take advantage of opportunities arising from
changes in policy and strategy and indeed to influence and promote
some of these changes.
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CHAP TO UNLIMITED POTENTIAL: KEY MILESTONES
Year

Key milestone

2000

• NDC for Charlestown and Lower Kersal launched
• Concept of Community Health Action Partnership (CHAP) born
• Feasibility study on local community health centre • Can Do projects implemented
• CHAP incorporated as company limited by guarantee • Expert Patients Programme starts
• First Annual General Meeting • NDC funding to CHAP for service delivery of Carers’ Support,Family Support and Healthy Living services
• Social Action Research Project'
• NDC funding for organisational costs and community empowerment secured
• First Chief Executive employed • Relocation to Energise Centre • TUPE transfer of staff from Big Life Company
• Renewal of NDC funding for Family Support and Healthy Living services • Internal policies, systems and processes established
• First detailed Business Plan (2006-2009) produced • Shift to outcome-focused monitoring of all services, and Positive Impact Framework
developed • Organisational development (such as staff engagement survey, Balance self-assessment, Board skills and performance audit)
• Health Investment Strategy for NDC areas developed with CHAP • First commercial contracts secured (Health Trainers and SmokeFree Homes services) with Salford PCT and Salford City Council • Contract for Carers’ Support Service secured with Salford City
Council • Contract for Healthy Communities Collaborative secured • Social Accounting framework agreed
• New contract secured with NDC for Time Banking • First five-year Business Plan (2008-2013) produced • CHAP becomes first
organisation in Salford with audited social accounts • New contract secured as host for Local Involvement Network in Salford
• Strategic approach to the application of surpluses agreed
• Conversion to an industrial and provident society, with change of name to Unlimited Potential • Financial independence (no subsidies)
achieved • New contract with Salford City Council for Carers’ Development service • First organisation in northern England to be awarded
the national Social Enterprise Mark • Shortlisted in the England section of the national Social Enterprise Awards for Best Social Enterprise
• 100% of income secured from contracts – no grant funding • New contract secured with NHS Salford for Re-Energise, Smoke-Free
Spaces and Time Banking • Shortlisted in the national Co-operative Awards • Appointment of first executive Director of Operations

2001
2002
2003
2004
2005
2006

2007

2008

2009

2010
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