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“I feel there is an ever increasing 
disconnect again between what 

nationally is sometimes said to be going 
on and what people on the ground feel 

or see is going on.” 

Sir Robert Francis QC, 2017, HSJ

Work-as-imagined and work-as-done: Mind the gap| @stevenshorrock
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Image: Steven Shorrock CC BY-NC-SA 2.0 https://flic.kr/p/2bkA8HS



Work-as-ImaginedWork-as-Done
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humanisticsystems.com
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Work-as-Imagined

Work-as-Done

humanisticsystems.com

Work-as-Prescribed

The Messy Reality

Describe about a situation where 
work-as-done is not as-prescribed

Image: Steven Shorrock CC BY-NC 4.0 http://bit.ly/TAOHW1



USE OF MODE S 
DURING LOSS OF FLIGHT DATA

Image: © EUROCONTROL
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Work-as-Imagined

Work-as-Done

humanisticsystems.com

Work-as-Prescribed

Ignorance & 
Fantasy

Describe a situation where current 
work-as-imagined is not as-done

Image: Steven Shorrock CC BY-NC 4.0 http://bit.ly/TAOHW4
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Work-as-Imagined

Work-as-Done

humanisticsystems.com

Work-as-Prescribed

Defunct

Describe a situation where work-as-
prescribed is not as-done
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enter your presentation title17

Photo: Marco Verch CC BY 2.0 https://flic.kr/p/QPTp5h

DEFUNCT PROCEDURES



Work-as-Imagined

Work-as-Done

humanisticsystems.com

Work-as-Prescribed

Congruence

Describe a situation where work-as-
done is as-prescribed. It may or may 

not be as-imagined by others.
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Work-as-Done

humanisticsystems.com

Work-as-Disclosed

Taboo

Describe a situation where work-as-
done is not as-disclosed, nor usually 

as-prescribed, nor usually as-imagined 
by others?
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DOUBLE 
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Work-as-Imagined Work-as-Prescribed

Work-as-Disclosed Work-as-Done
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SOME FALLACIES OF 
WORK-AS-IMAGINED
§ The mind projection fallacy (the ultimate WAI fallacy)
§ The fallacy of the system-as-designed  
§ The fallacy of technical rationality 
§ The fallacy of the magic bullet

Work-as-imagined and work-as-done: Mind the gap| @stevenshorrock
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1.Understand work-as-done (WAD) in context
2.Collaborate on work-as-imagined (WAI)

3.Co-design prototype work-as-prescribed (WAP)
4.Implement incrementally in work-as-done

5.Test WAI and WAP against WAD
6.Repeat above until WAI-WAP-WAD gap acceptable

7.Monitor WAI-WAP-WAD gap 

Image: Steven Shorrock CC BY-NC-SA 2.0 https://flic.kr/p/2ajEAFt

DESIGNING FOR WORK-AS-DONE



Seven Friends 
of Intervention

Acceptance of uncertainty
Expertise & involvement 

Research   
Listening & observing

Human-centred, activity-focused design 
Multiple perspectives & thick descriptions

Systems methods
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