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• Like rt  s ca le s  : 1–5 , S t rong ly Dis ag re e  → St rong ly Ag re e

• Mult ip le  choice  : s e le c t  a ll t ha t  apply, ranking

• The s e  a re  t he  de fault . Eas y t o  t abula t e , e as y t o  cha rt

• This  is  wha t  m os t  of us  would  re ach for firs t
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TYPICAL APPROACH : GUIDED SURVEYS
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• You a lre ady know t he  que s t ions . You’re  confirm ing  hypot he s e s , not  d is cove ring  [1]

• Acquie s ce nce  b ia s  —pe ople  le an t oward  “ag re e ” out  of polit e ne s s  or fa t ig ue [2 ]

• Ce nt ra l t e nde ncy b ias  —pe ople  avoid  e xt re m e s , c lus t e r  in  t he  m iddle  [3 ][4 ]

• Socia l de s irab ilit y b ia s  —ans we rs  s hape d  by wha t  fe e ls  “acce pt able ” [5 ]

• Narrow s cope  —if t he  re a l is s ue  is n’t  in  your pre de fine d opt ions , you’ll ne ve r find  it  [1]
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PROBLEMS: RESPONSE BIAS
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PROBLEMS: SURVEY FATIGUE

9%
t ake  t he ir  t im e

67%
have  abandone d a
s urve y m idway

8 min
m ax be fore  s ig nificant
drop-off be g ins

A survey is only as good as the data it  collects. If your 
participants are checked out; the information is useless!
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PROBLEMS: ANALYSIS & INSIGHTS

3.2
Com m unica t ion 

Sa t is fac t ion

Likert can tell you what is happening but never tells you why. 
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• Ne w int e rim  provos t  a ft e r  a  s udde n le ade rs hip  t rans it ion

• W ant s  t o  he a r from  a ll facult y and  s t a ff: 
• what ’s  working ?
• what ’s  not ?
• what  ne e ds  a t t e nt ion?

• Ground rule s : ke e p  it  b ig -p ic t ure . Focus  on is s ue s  and  ide as , not  s pe cific  pe ople , 
pos it ions , de pa rt m e nt s , or  office s

• So, we  ne e d  t o  do a  s urve y. W ha t  k ind?

OUR SCENARIO
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OUR APPROACH: OPEN-ENDED QUESTIONS

4  s im ple  que s t ions :

Q1
W hat ’s  working  we ll?

 

Q2
W hat  is  not  working  

we ll?

Q3
W hat  a re  you hope s  for 

our fut ure ?

Q4
Anyt hing  e ls e  you want  

m e  t o know?
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FROM SENTIMENT NEURON TO STRUCTURED ANALYSIS

Sentiment Analysis 2017 A s ing le  ne uron le a rns  pos it ive /ne g a t ive  from  8 2 M re vie ws  
9 1.8 % accuracy, com ple t e ly uns upe rvis e d  [8 ]

Text Generation 2020 Adds : cohe re nt  writ ing , s um m ariza t ion, t rans la t ion
>2 2 % F₁ ove r t rad it iona l m e t hods  [9 ]

LLM Models              2023 Adds : ins t ruct ion following , s t ruct ure d  out put , t ool us e  
Ana lys is  be com e s  prog ram m able

Reasoning Models 2025 Adds : m ult i-s t e p  re as oning , s e lf-corre ct ion, ”unde rs t anding ”
Can writ e  & runs  it s  own code
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Surve y
(Qua lt r ics ) → Dat a

Ext ract ion → LLM Ba t ch
Ana lys is → Exe cut ive

Re port → Das hboard  + Cha t

Processing
P yt hon and  Ope nAI AP I wit h 
s t ruct ure d  out put s  (GP T-5 )

Visualizations
Das h + P lot ly provide  8  
int e ract ive  cha rt  t ype s

Chat Interface
St re am lit for  prot ot yping  

na t ura l lang uag e  Q&A ove r 
s urve y da t a
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ARCHITECTURE OVERVIEW
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WHAT THE LLM EXTRACTS PER RESPONSE

Eve ry individua l re s pons e  is  ana lyze d in is ola t ion, producing  s t ruc t ure d  da t a  acros s  
m ult ip le  d im e ns ions .

Topics
Multiple topic labels per 

response: "faculty morale," 
"workload," "compensation"

Sentiment
Numeric score (-1 to +1) plus 

descriptive emotion labels 
per topic

Entities
Programs, committees, 
initiatives, and offices 
mentioned in context

Actionable Signals
Risks, opportunities, and 
urgency levels flagged for 

leadership

Key Quotes
Representative excerpts pulled 

verbatim for grounding and 
evidence

Structured JSON
All output validated against strict 
schemas for consistency across 

responses
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REDACTION ENGINE

Our P rovos t ’s  re quire m e nt : he a r t he  conce rns , p rot e c t  t he  pe ople .

“[NAME] in [DEP ARTMENT] told m e  the  [COMMITTEE] hasn’t  m e t  in a  while .”

• Cus t om izable re dact ion ca te gorie s , tune d pe r s urve y to  ba lance  anonym ity and 
ins ight
• Allowlis t for ins t itut ional t e rm s  tha t  s hould not  be  re dacte d
• Re dact ion a t  ana lys is  t im e —das hboard and chat  only s e e  re dacte d te xt
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• The  LLM runs  P yt hon t o d ire c t ly que ry da t a .

• Tool ca lling  e nable s  re a l code  e xe cut ion on ac t ua l da t a .

• P yt hon ca lcula t e s  a ll count s , pe rce nt ag e s , and  s t a ff/facult y de t a ils .

• The  LLM cra ft s  na rra t ive s  wit h ve rifie d  s t a t s  and  e xact  quot e s .

• Out com e : a  re liab le  e xe cut ive  s um m ary wit h accura t e  num be rs  and  aut he nt ic  quot e s .

EXECUTIVE REPORT GENERATOR
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FROM THE P ROVOST

“I wanted a free response survey so I could hear what 
faculty really think is important. This tool let me dig into 
their responses much deeper than I ever could before and 
find subtle patterns I would never otherwise see. It  let me 
engage directly with their concerns and immediately 
establish open and honest lines of communication.”
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QUESTIONS?

THANK YOU!

Scan the QR code to 
complete the session 

survey.

2026
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