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Unearthing Weak Signals for safer and
more efficient socio-technical systems
The Structured Exploration of Complex Adaptations (SECA) method



HOW SHOULD A
FRAM MODEL BE
1O FAVOUR
LEARNING?






What can we (ought to) learn about?... Karl Weick’s Organising

* Socially constructed
WAD is as much imagined as WAI

e Organisational Sensemaking

Work-as-Imagined * Collective Mindfulness

Work we imagine is undertaken
by either us or others

Work-as-Judged O ‘ O

Evaluation and appreciation of work
Work-as-Done

* Enactment

Work-as-Prescribed
Formalised work according to policies and regulations

Work that people say they do

Work-as-Analysed

Examination and representation of work
Work-as-Observed
Work observed and interpreted by others

Work-as-Measured
Quantification of aspects of work

Work-as-Instructed
Demonstration of how work is to be undertaken

Work-as-Simulated
Emulation of work as it is imagined

Steven Shorrock

humanisticsystems.com



What is “real” work?

Work-as-Imagined
Work we imagine is undertaken
by either us or others

Work-as-Prescribed
Formalised work according to policies and regulations

Work-as-Judged
Evaluation and appreciation of work

Work-as-Measured
Quantification of aspects of work

upr
(socially)

constructed

reality

Work that people say they do

Work-as-Instructed
Demonstration of how work is to be undertaken

Work-as-Analysed
Examination and representation of work

Work-as-Simulated Work-as-Observed
Emulation of work as it is imagined Work observed and interpreted by others
Steven Shorrock

humanisticsystems.com



Enactment

People act and speak their way into new thinking, not think
action or speaking

O Work-as-Instructed
What language is used?
S Work-as-Prescribed ‘
Ho

A
>
Qo * What is highlighted and what is omitted? o®
S * What is discussed? 2
2 FRAMing %
go “A” 2.
= constructed &
o Work-as-Observed reality =
@)
= * Who observes (how many)? S
- * Looking for what?

Work-as-Simulated
* Who participates?
* Who leads and who follows?

Organisational Sensemaking

organizing involves ongoing mental action infused with rising «
and declining, emerging and disappearin




FRAMing learning

A constructed reality
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Feedback loops as dialectics of Enactment

... . Dialectics as ...
and Organisational Sensemaking

* Enacting versus tackling ambiguity

* |ndividual reflection versus Collective

Mindfulness
@ ©

Exploring * Listening versus speaking and asking
(1)~ perspectives <0}
questions
® ®
@ © @ ©
Hosting Sharing
(1)~ conversations)~0) (1)< understanding)<0)
® A ® ® Functions as ...
* Challenges to be overcome
@ © , _
* Tasksto be negotiated against other
Integrating
(D~ contributions }H0) tasks
® ® * Anaction, need ordemand in relation to

others



Learning via FRAMing

What are we modelling?

* The oversimplified view of WAD-WAI has hampered learning — Isn’t FRAMing realy about the
messy grey areas?

 Performance variability emerges from unobservable conflicts and ambiguity — How are these
captured in modelling exercises?

* Modelling focuses too much on tangible aspects of organisation, leaving aside the key aspects
of organising, which are the foundations for understanding diversity and variability

Learning requires...

* Socially enacting new understandings
* Constructing Organisational Sensemaking

* Tackling ambiguity emerging from conflicts
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