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Introducing… 

Dr Tom Reader

Dr Tom Reader is a psychologist, and expert on organisational 
culture. He directs the MSc in Organisational and Social Psychology 
and leads the Culture and Risk Research Unit.

Tom’s research investigates how organisations and teams build 
resilient cultures in which people are good at managing risk, 
learning from feedback, and innovating when the unexpected 
happens. Focussing on domains such as healthcare, finance, 
energy, and aviation, the aim of his research is to generate insights 
and practical tools that can help organisations prevent harmful 
failures and adapt to disruption and change. Increasingly, Tom’s 
work explores how psychological science and AI can be harnessed 
to better understand, assess, and improve the culture of 
organisations

Tom’s academic background is in Human Factors psychology, and 
how the design of social and cognitive systems in organisations 
cause or prevent errors and catastrophic accidents in safety-critical 
industries.

https://www.crru.co.uk/
https://www.crru.co.uk/research-stories.html
https://www.crru.co.uk/research-stories.html
https://www.crru.co.uk/uccat.html
https://www.crru.co.uk/uccat.html


Website and 
members area

GAABS annual 
conference

Use cases and studies – 
in progress

Adapting tools and 
services

Since we last met…

https://lse-forgood.webflow.io/   

https://lse-forgood.webflow.io/
https://lse-forgood.webflow.io/
https://lse-forgood.webflow.io/


A ‘Mindspace’ for navigating 
ethical dilemmas

The FORGOOD 
Framework



An evaluation framework for the private sector

Fairness

Openness

Respect

Goals

Opinions

Options

Delegation

Does the intervention treat its target fairly? 
Are cohorts of the target community treated differently?
Does it attempt to fairly manage conflicts of interest between targets, beneficiaries and 
other relevant stakeholders?

Is the behavioural intervention disclosed or evident to the target?
Are disclosures clear and proportionate? 

Does the behavioural intervention respect the target’s autonomy, dignity, freedom of 
choice and privacy within the context of their relationship with the corporation?

Does the behavioural intervention seek to improve outcomes for targets, beneficiaries 
and/or other relevant stakeholders of the company?
Are there different goals?

Does the behavioural intervention pass the ‘ front page test’ of public opinion?
Has the intervention been assessed by an independent perspective? 

How do financial and non-financial cost/benefit assessments compare to other options?
Is an intervention the best way, on balance, of achieving the objective? 

Does the company have the regulatory right and ability to implement the intervention?

Lades, L. K., & Delaney, L. (2019). Nudge FORGOOD. Behavioural Public Policy, 1–20. https://doi.org/10.1017/bpp.2019.53

Yes/ No -

Mitigation

Quantify & 

Compare
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Using NLP and AI to study culture



Discussion: 
How is culture measured in your organisation?



• Traditionally we study safety culture through self-report

– Psychometrically validated staff surveys 

– Interviews

– Focus groups

Culture measurement



Survey staff Examine trends

Interpret findingsRecommendations

Safety culture improvement plan:

• Improving feedback: Ensure feedback on safety 

investigations is provided promptly

• Implementation: Recommendations from safety 

investigations should be implemented in 90 

days

• Leadership: decision-makers encourage incident 

reporting

• Reporting fatigue: staff must see the outcomes 

from their incident reports



• Traditionally we study safety culture through self-report

– Psychometrically validated staff surveys

– Interviews

– Focus groups

• But this approach has limitations:

– Partial view on safety 

– Top-down

– Less reliable as safety culture worsens

– Fixed questions

– Averages, not specifics

Safety culture measurement
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Quality 
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culture Medium

Likelihood of people reporting safety problems
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Low

Medium HighLow

Responses to surveys can be mixed indicators





Growth of new data creates opportunities for culture



Examples (1)

Employee feedback Organisational reports



Examples (2)

Natural speech Written communication

Flight 230 (1969)

PIC: Well, looks like our altimeters were within reason
COP: Yeah
PIC: Yeah, I like that altimeter
COP: Boy, you know  it - reads right about the middle 
marker there
PIC: Yeah
COP: I always watch that radio altimeter 
[Sound of PIC whistling]
PIC: I go by this one on a field like this close one
COP: Yeah
PIC: There's too many valleys here
PIC: Ask him - John, ask him if he's got his lights turned all 
the way up
COP: Have you got the lights turned all the way up?
TWR: Sure do, uh, a little fog, right off the end there [...]
COP: Everything's good [...]
COP: Watch it! [Sound of impact]



Examples (3)

Complaints Responses to complaints

"We are writing to you to complain about the care 

given to our mother....she twice visited A&E in 

pain from an severe and ongoing sickness. The 

doctors examined her, and diagnosed a gastric 

bug. They ignored our concerns that she was 

getting progressively weaker. We visited a third 

time, five days later, where mum was diagnosed as 

having a hernia blocking her bowel. We feel the 

first doctors should have detected the hernia and 

acted on her deterioration. The hernia could have 

been detected through a more thorough 

examination, before her health had deteriorated 

to the point where she was too weak to undergo 

the operation (which result in kidney failure and 

death)"



Enter AI…

• Enables analysis of large text data:

– Beyond human comprehension

– ‘Scores’ text for concepts

• Three main approaches:

– ‘Bag of words’

– ‘Word embeddings’ 

– ‘Large language models

• How can we use these approaches to study culture?



• Focus is on communication rather than shared norms

– Culture is conceptualised in terms of what people say and do

– Measured through text that reveal values and norms

• Very different to surveys

– Bottom-up and top-down analysis

– Less artificial

– Not about averages

What does taking a language-based approach to culture mean?



• Employees often report workplace 
experiences

– Social media

– Employee surveys

– Exit interviews

– Professional website forums

– Incident reports

• Vast data: millions of words

– Sharp-end descriptions of culture

– Cultural actions: e.g., speaking-up

Employee textual feedback



Demonstration



Validity of this approach?



Discussion: 
What forms of data do you have in your organisation that could be 

used to study culture?
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Using NLP and AI to study complaints



• The value of complaints
– From the sharp-end

– Outside the organisation

– Less pressure to distort

– Unsolicited, reveals events not averages

• Report on problems in organisational 
functioning
– For example: medical errors, poor attitudes, bad 

communication, unsafe practice (Reader & Gillespie, 
2021)

• Provide an external view on culture

Complaints

https://psycnet.apa.org/fulltext/2020-29246-001.html
https://psycnet.apa.org/fulltext/2020-29246-001.html


Discussion: 
How do you analyse complaints in your organisation?



AI-algorithm

• Scores textual data from 
patients and families in 
complaints

• Measures every sentence 
in terms of relation to 
safety incidents

• Every story sent to a 
hospital is scored

• Hospitals are scored in 
terms of how much 
patient complaints focus 
on issues about safety 
culture

https://tinyurl.com/safetyIncidentsDemo


Empirical Study

• Care Opinion (established 2007)

• Online feedback platform for patients and their relatives

• Aim to improve healthcare in UK

• ‘Stories’ posted are unsolicited and qualitative 

• ‘Responses’ are posted by staff

• 700k stories and 15k staff listening
_________________________________________________________________________
Marsh, C., Peacock, R., Sheard, L., Hughes, L., & Lawton, R. (2019). Patient experience feedback in UK hospitals: What types are available 
and what are their potential roles in quality improvement (QI)? Health Expectations, 22(3), 317–326.

https://www.careopinion.org.uk/
https://www.careopinion.org.uk/
https://onlinelibrary.wiley.com/doi/full/10.1111/hex.12885
https://onlinelibrary.wiley.com/doi/full/10.1111/hex.12885


Descriptives
Hospitals = 134

Stories = 146,000

Years = 2013 - 2019

Total words = 22,191,427

Story mean words: 158

Range: 1 to 3,894 words



Descriptives

Stories have bimodal sentiment, with negative & positive peaks
Responses have a positive sentiment skew



• “I raised concerns that the beta blockers were causing me to feel faint and confused 
[reporting possible adverse reaction to medication]”;

• “I said...I thought my wife had a blood clot [voicing concerns over a misdiagnosed 
chest infection]”;

• “she showed the video of her knee popping out, he [the doctor] immediately said 
that her knee had been fitted with the wrong sized spacer” [helping a doctor identify 
a medical error].

• “I asked ‘why the hell had these stones been missed on both the ultra sound and 
MRI scans’ [addressing poor safety standards]”;

• “Our frustration with Mum’s lack of care continued...my stepfather and I challenged 
the ward manager about how the ward was being run [on monitoring patients)”;

• “to our horror we discovered she had been taking tablets prescribed for [someone 
else] and demanded the right ones [after a series of medication problems]”.

High-scoring hospitals had more safety incidents 



Staff-reported incidents

Obtrusive, internally reported

No association with hospital 
mortality rates

(for any year 2013-2019)

Findings (1)

Gillespie, A., & Reader, T. W. (2023). Online patient feedback as a safety valve: An automated language analysis of unnoticed and unresolved safety incidents. Risk analysis, 43(7), 1463-1477.

https://onlinelibrary.wiley.com/doi/pdf/10.1111/risa.14002


Patient-reported incidents

Unobtrusive, externally 
reported

Strong association with 
hospital mortality rates

(for every year 2013-2018)

Findings (2)

Gillespie, A., & Reader, T. W. (2023). Online patient feedback as a safety valve: An automated language analysis of unnoticed and unresolved safety incidents. Risk analysis, 43(7), 1463-1477.

https://onlinelibrary.wiley.com/doi/pdf/10.1111/risa.14002






• Complaints provide an alternative lens on culture:

– They report on incidents and problems hidden or missed by organisations

– Validated against outcomes

– Can be used as an early warning system

– Become especially important when there is a poor culture

– Are usually the first ‘canary in the coalmine’

Conclusions



Discussion: 
Potential to use NLP on complaints in your organistion?



Tackle a live challenge in groups

Come back ready to share

Breakout Groups – 15 mins



Debrief



FORMAT

• Specialist topic

• Practical workshop 

• Research & use cases

• Q&A 

Network of academics and professionals, with access to a curated content hub* 

Four experiential workshops in ethical behavioural science

Oct '24

• FORGOOD 
framework

Feb '24

• AI, ethics & 
behavioural science

June '25

• NLP tools for 
complaints analysis

Sept '25

• De-sludging

Quarterly FORGOOD for deep dive community workshops 

*supported by subject matter experts on behavioural  science in AI and organizat ional psychology



One Action Feedback What’s next?

What has resonated today? What 
one action will you take into your 

work tomorrow? 

What application does this 

Prctical application 

Increasing profile 

Building community of practice

Conclusion and next steps 

I liked... 

I wish…

Future topics of interest



For a limited time, we are offering a 12-month rolling 
membership at £7.5k per institution, with terms

reviewed annually.

Contact us at info@forgoodframework.com 
to find out more.

FORGOOD is supported by LSE Consulting and LSE Innovation & Impact

mailto:info@forgoodframework.com


The team

The FORGOOD team at LSE are 
supported by a wider group of 
subject matter experts who 
share professional knowledge 
and provide advisory support. 
LSE's research and teaching 
span the full breadth of the social 
sciences, from economics, 
politics, and law to sociology, 
anthropology, behavioural 
science, accounting, finance, and 
communication.

Professor Liam Delaney | Co-Founder of FORGOOD

Professor Liam Delaney leads on the scientific insights curated for 
the FORGOOD community. He co-developed the FORGOOD 
Framework with Professor Leonhard Lades, heads the Department 
of Psychological and Behavioural Science at LSE and is a leading 
expert in the ethical foundations of behavioural public policy. 

Annabel Gillard | Co-Founder of FORGOOD

Annabel Gillard leads relationship development with the FORGOOD 
community. She has two decades of experience in asset management 
and is a key figure in shaping ethical business practices. She serves on 
the advisory council of the Institute of Business Ethics and Blueprint 
for better business, and co-founded CFA UK’s ethics committee.

Bishin Ho | Co-Founder of FORGOOD 

Bishin Ho leads on the structure and delivery of the FORGOOD 
proposition. She is a finance strategist with over 15 years of 
experience. She specialises in applying behavioural science to 
corporate challenges, particularly in the age of new technology.
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