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TYPICAL APPROACH : GUIDED SURVEYS

Likert scales :1-5,Strongly Disagree — Strongly Agree

Multiple choice :select allthat apply, ranking

These are the default. Easy to tabulate,easyto chart

This is what most of us would reach for first
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PROBLEMS: RESPONSE BIAS

You already know the questions. You’re confirming hypotheses,not discovering [1]

Acquiescence bias —people lean toward “agree” out of politeness or fatigue [2]

Centraltendency bias —people avoid extremes, cluster in the middle [3][4]

Socialdesirability bias —answers shaped by what feels “acceptable” [5]

Narrow scope —ifthe realissue isn’t in your predefined options, you’llnever find it [1]
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PROBLEMS: SURVEY FATIGUE

9% 67% 8 min

take their time have abandoned a max before significant
survey midway drop-off begins

Asurvey 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

Likert can tellyou what Is happening but never tells you why.

3.2

Ccommunication
Satisfaction
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OUR SCENARIO

New interim provost aftera sudden leadership transition

Wants to hear from all faculty and staff:
 what’s working?
 what’s not?
« what needs attention?

Ground rules:keep it big-picture.Focus onissues and ideas, not specific people,
positions,departments,or offices

So,we needtodoasurvey.What kind?
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OUR APPROACH: OPEN-ENDED QUESTIONS

4 simple questions:

Q1

What’s working well?

Q3

What are you hopes for
our future?

Q2

What is not working
well?

Q4

Anything else you want
me to know?
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FROM SENTIMENT NEURON TO STRUCTURED ANALYSIS

2017 ] Asingle neuron learns positive/negative from 82M reviews

[ Sentiment Analysis :
91.8% accuracy,completely unsupervised [8]

AN

Text Generation 2020 Adds:coherentwri_ti_ng,summarization,translation
\ >22% F,overtraditional methods [9]

[ LLM Models

[ Reasoning Models

Adds:instruction following, structured output,tooluse
2023 :
Analysis becomes programmable

Adds: multi-step reasoning, self-correction, "understanding”
2025 i .
Canwrite &runs its own code
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ARCHITECTURE OVERVIEW

Survey
(Qualtrics)

|-

Data

Extraction

LLM Batch
Analysis

Executive

Report

LLMs

N [ Dashboard + Chat ]

-

\_

Processing

Python and OpenAl AP I with
structured outputs (GPT-5)

~

J

4 )
Visualizations
Dash +Plotly provide 8
interactive chart types
. J

-

\_

Chat Interface

Streamlit for prototyping
naturallanguage Q&A over
survey data

J
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WHAT THE LLM EXTRACTS PER RESPONSE

Every individualresponse is analyzed in isolation, producing structured data across
multiple dimensions.

4 _ )
Topics
Multiple topic labels per
response: "faculty morale,"
"workload," "compensation"
g
4 _ _ )
Actionable Signals
Risks, opportunities, and
urgency levels flagged for
leadership
g Y,

4 _ )
Sentiment
Numeric score (-1 to +1) plus
descriptive emotion labels
per topic
g Y,
4 )
Key Quotes
Representative excerpts pulled
verbatim for grounding and
evidence
g Y,

\

Structured JSON

All output validated against strict
schemas for consistency across
responses

( - N
Entities
Programs, committees,
initiatives, and offices
mentioned in context
\
( N

J
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REDACTION ENGINE

Our Provost’s requirement:hearthe concerns,protect the people.

7

“INAME] in [DEPARTMENT] told me the [COMMITTEE] hasn’t met in a while.”

\.

Customizable redaction categories,tuned persurveyto balance anonymity and
iInsight

* Allowlist for institutionalterms that should not be redacted

Redaction at analysis time —dashboard and chat only see redacted text
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EXECUTIVE REPORT GENERATOR

The LLMruns Pythonto directly query data.

Toolcalling enables realcode execution on actualdata.

Python calculates allcounts, percentages,and staff/faculty details.

The LLM crafts narratives with verified stats and exact quotes.

Outcome:areliable executive summary with accurate numbers and authentic quotes.
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FROM THE PROVOST

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

Scan the QR code to
complete the session
survey.

2026
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