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Making relational
public services ordinary
Follow one situation into decisions, then change the conditions around the work.

JOB 1

Improve what happens in the person's life.

JOB 2

Change the conditions that let useful practice
endure.

1 Keep the person's purpose visible

The person's account

'I want to keep my job and stay near my
sister. The damp is making my son's
breathing worse. Repairs appointments
clash with my shifts. I've told three
teams.'

The service record

Repair logged. Appointment offered.
Tenant unavailable. Appointment
rearranged. Advice referral made.
Advised to contact the GP.

The management report

Request responded to within target.
Referral completed. No unresolved action
assigned to this team. Case closed.

Fictional case: completion of a task does not establish resolution. Who now carries the joining-up work?

2 Follow the work beyond the protected team

Four layers to examine
1 Service around the person

2 Coordinating capability

3 Governance ceiling

4 Organisational defences

Changes at the first two layers may
leave the last two untouched.

A recurring pattern to test

Useful work

A response fits
the situation.

Protected pilot

Special
permission or
funding.

Target and scale

Pressure to prove
and replicate.

Different logics

Judgement meets
demands for
legibility.

Pressure returns

Budget, risk, or
sponsorship
changes.

Reversion

Collapse,
hardening, or
heroic work.

What changed in the ordinary rules?

People under pressure
Frontline workers
Carry complexity and hidden work.

Managers
Need workable accounts of risk.

Advocates
Can become caught in opposition.

Leaders
Must hold competing obligations.

Possible patterns, not diagnoses.

3 Choose a response that fits the demand

Form of response

Standardised / tailored / coordinated / open
relational

How far can the situation change the response or the task?

Where capability and risk are held

Encounter / service / system conditions / place /
citizen space

Citizen association is not just a larger service partnership.

No maturity score. Test health and fit; preserve rights, fair treatment, and proportionate authority.

4 Find one governing condition that needs to change

Boundary
Whose situation counts?

Demand
What are people asking for?

Authority
Who can decide?

Capability
What support can be used?

Measurement
What drives the response?

Sustainment
What survives a change of sponsor?

5 Build a loop that can change the next encounter

Person's evidence

Purpose and experience

Authorised review

People, roles, and resources

Decision and action

Response or rule can change

Return and learn

Check the next encounter

The centre needs assurance. The edge needs authority. Both need learning that changes decisions.

6 Test the work and the arrangement that sustains it

Operational test

If we change the work, what do we expect for the person,
and what evidence would show it?

Institutional test

Who can authorise and retain the change? Agree scope,
resources, a review, and stop or revise conditions.

Test what survives the worker, sponsor, or funding leaving. Reopen what your own map leaves out.

Different arrangements may help: stable bubble, alliance, pooled model, modular change, or incremental reform.
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