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A system/flow perspective

Repeatable patterns in apparently different services…debt, homelessness, reablement, ASB)



Specialism

Referral Presentation

Eligibility 
criteria

Specific unmet need 
not covered by 
specialism

Navigation: assess-do-refer

This creates a 
‘pixelated view of 
someone as a sum of a 
set of problems

An experiential perspective

Non-specialist 
bespoke support

Caseworker/ Peer 
Support Worker 
(generalist)

Specialism

Context: What 
matters to me?

Liberated Method: Requires a relationship

Specialism ‘pulled’ with 
context
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Legal
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Where we started Justin

- 2,000+ interactions over 6 years
- Most prolific offender in 
Gateshead, 300+ offences
- “Known to everyone”
- Addiction
- Care system
- More ‘stable’ trend, i.e. always 

high…

- £1.8M minimum consumption
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0-12 months post CFN includes 
‘service lag’ (e.g., court costs from 
incidents in previous year) and 6 
months of still being alcohol 
dependent with reduced but still 
present crisis presentation

12 - 24 months - 100% value 
demand (compared to 16.2% pre 
CFN)

This pattern is broadly replicated 
across the CFN cohort

Resource consumption in 2024 = 
0.3% of that in 2022, with hugely 
contrasting outcomes

PRE CFN POST CFN

24-12 12-0 12-240-12

Unplanned Crisis Presentations resulting in 
failure demand







• Structured & 
diarised

• Problem solving

• Innovation

• Agendad & 
diarised

• Business focus 

• Team 
Development 

• Ad hoc

• Problem solving

• Sharing 
/innovation  

• Structured & 
diarised

• Staff 
development

• Staff well-being 1:1 

(tripartite 
for 

seconded 
staff)

Peer 
Support

Group 
Supervision 
& Case Mgt

Team 
Meeting

Planning & Iteration

Revising R&P

Developing new functions

Reviewing new functions

Learning 
(Leadership) 

Caseload Review

Patterns and themes 

Exploring practice

Test validity of R&P following 
new experiences 

3R5P

Method

System conditions

Roles, Structures

Permissions

(New) 
Organisational 

Practice

(Based on learning)



• What are the patterns of 
need?

• What is our practice?
• What staff capabilities?
• How should we organise 

ourselves?

Connected 
Learning 
Cycles Te
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m
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Challenge to ‘Business 
as Usual’ Change to ‘BaU’



An Embedded Learning Programme: functions 
and coordination of critical learning 

Practice Iteration Systems and Drivers Evidence and Theory

Who Caseworkers Ops Leads
Data Lead

Data Lead
Core Group

Core Group
CoP

How/What 
source

Journals
Reflective practice
Learning events

Journals
Pattern spotting/#
Learning events

Journals 
Patterns and models 

Burning platform
Research 
Engagement/outreach

When Case Reviews
1:1 supervision 
Peer support

Journal Review
Case Review 
Group supervision

Team meetings Conferences, workshops and 
events

Why • Support work 
with clients

• Embed a 
learning culture

• Develop 
practice 

• Developing roles
• Iterating methodology

• Influencing leaders’
• Decision-making
• Unblocking
• Policies and Procedures
• Recruitment
• Resources

• Proliferating relational 
public services

• Making this normal

Product Reflective notes 
input into journals 
– providing context

Patterns and explanatory 
models – providing 
conversationally 
generated outcomes 

Burning platform 
Measures frameworks –
providing conceptual criticality 
at scale

Publications 
Groundswell –
providing persistence 



Radical place 
leadership 


