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Phase 1
Community Values

What does “fairness” mean to you? 1

2

3

4

How could we produce less garbage? 

What’s most important to you?

What else is important to you? 

How could the Region support you?



Phase 2
Ways it could work

KEEP THE 

SYSTEM AS-IS

Rely on the

tax-base

1

IMPLEMENT 

SOMETHING 

NEW

Rely solely on a user 

fee system

2

A COMBINATION 

OF BOTH

Rely partially on the tax 

base and partially on a 

user pay system

3

What do you like about this scenario?

What do you dislike about this scenario?

How might this scenario impact you?



Values-Based 
engagement



“Stop f!*@ing wanting more of my money 

@&%holes!!”

“I would LOVE this system and it’s ability 

to give freedom for the user to decide.”

“I won’t be able to afford groceries!”

“Enough is enough. This is just greed. ”

“I might have to start robbing banks to 

afford this.”

So, how do 

residents 

feel about the 

funding options?



The challenge
7,000+ responses

30,000+ unique comments

Status quo wasn’t good enough

• Limited data capacity

• Lack of real-time collaboration

• Data cleaning and formatting issues

• Limited data visualization options

• Statistical limitations

• Lack of automation and customization

• Data security and integrity

• Scalability issues

What’s the best possible way we can 

go about analyzing this data?

What do people want?

What is motivating their opinion?



Let’s look at 
the data

7

What do you 

like about this 

scenario?

What do you 

dislike about this 

scenario?

How might this 

scenario impact you?
Web-based online 

open house questions

Table of 

response text

7k+ respondents

31k+ text blocks

750 printed pages

Data Snapshot – one resident’s response

Scenario Likes Dislikes Impact

User Fee Nothing

I already pay a lot 

of taxes. I don’t 

want to pay extra.

I will have less money to pay 

for living expenses.

Tax Based
It works fine the 

way it is.
Nothing No impact = good for me.

Hybrid Nothing

Makes life 

unnecessarily more 

difficult

Makes life unnecessarily more 

difficult. Have to keep track of how 

much I'm being charged and if the 

Region made 

any wrongful charges (believe me, 

the Region will).
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Embeddings

“I don’t like 

taxes.”

“je n'aime pas les impôts”

Transformer architecture

encoder

decoder

BERT

x

x

x

Converting Text to Numbers
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Classify as like/dislike (Supervised Learning)

• Train: Manually classified 10% of responses 

• Optimize: Competition between Train 25 

classifiers (ML + DL) (300 models total), and 

choose the best algorithm/parameters

• Classify: Score remaining data with trained model

0.2 0.4 0.5 0.7 …
0.2 0.4 0.5 0.7 …

0.2 0.4 0.5 0.7 …

Scenario Likes Dislikes Impact Like/Dislike Topics

User Fee Nothing

I already pay a 

lot of taxes. I 

don’t want to 

pay extra.

I will have less 

money to pay 

for living 

expenses.

Dislike
Taxes, General cost 

concerns

Embeddings??

We’ve learned this user 

does not like the user fee 

because of cost concerns 

and high taxes.

What do people want? Why do they want it?

Topic Modeling (Unsupervised Learning)

• Clustering: Group similar responses by 

calculating similarities in their embeddings

• Decide major themes: Sample responses from 

each topic to title it

• Assign themes to each response

1 2 3 4 5 6



Summary of resident 

sentiment and preference

Sampling of learnings

Breakdown of Likes/Dislikes by Scenario

The current (Tax Based) system was 

most preferred, by a large margin

45%

26%

19%

15%

0% 10% 20% 30% 40% 50%

Financial Impact

Ease & Convenience

Environmental

Fairness

% of responses mentioning

We identified and quantified three 

other important drivers that people 

were discussing

It is largely a financial decision

(this was a surprise for Peel)

Comparison of Dislike rate to mentions of cost

% Dislikes

% Comments mentioning increased cost

Rates of Major Theme mentions

What do people want? Why do they want it?



0% 20% 40% 60% 80% 100%

illegal dumping

incentivizes waste reduction

current and future recycling,
composting behavior

waste from manufacturers

whether environmental
impact is positive

promotion of pests

% of Responses Mentioning
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But what are people REALLY saying?

Many residents recognize that the current tax-
based model doesn’t incentivize waste 
reduction. 

And they don’t like it.

82%

Disliked Liked Level of impact

Incentivizes waste reduction

73%

31% 33%

9%

12%

15%

56% 58%

13%

Tax-based User-fee Hybrid



Understanding Childcare needs for Mining Client

[Footer text]12 l   GHD

Challenge

• Client wanted to understand the state of child 

care in Labrador West.

• Wanted to identify potential solutions for 

concerns from employees. 

Outcome

• Client can make data-driven decisions using the 

insights gained.

• State of child care in Labrador West is better 

understood.

• Potential solutions for employee concerns can be 

identified.

Response

• Conducted a public survey on child care needs in 

Labrador West.

• Summarized responses using LLMs.

• Identified important themes using topic modeling.

• Identified common pain points and issues faced.

Word cloud responding to “What is difficult about childcare?” Topics in responses to “What would help improve your childcare situation?”



Imagine a future where you can…

• Access both historical and real-time community insights

• Collect feedback across the whole municipality in one 

centralized place

• Open the door wide for community feedback, eliminating the 

need for project-by-project engagement

• Rely on a pool of well-organized and trustworthy decision-

making data

• Share this data with their community

• Begin to see community perspectives as an asset, not a risk.
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UNPACKGHD
AI-assisted community engagement insights and reporting

TM
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