
Coastal adaptation - the 
role of economics, 
communication and 
stakeholder engagement
Webinar

31 March 2021



2www.aither.com.au

Introductions

Martijn Gough
Associate Director
Aither

Sarah Leck
Senior Consultant
Aither

Grant Hinner
Program Coordinator 
Climate Change Adaptation
Noosa Shire Council

Presenter
Presentation Notes
Martijn Gough – Associate Director at Aither – lead Resilience and adaptation sectorAither was started 9 years ago with the intent of helping to solve some critical natural resource management issuesAs an economist and public policy professional I joined Aither because I wanted to be part of an organisation that shared my interests in influencing decision-making and actually driving better outcomes for the environment and the community. I actually started career in the Victorian Treasury, working on natural resource management and climate change adaptation policy – Assessing, influencing and developing policy – with a core aim of manage a key scarce resources (in the form of state budgets) to get best value for money outcomesI then moved to United Nations Development Programme in Bangkok – where I predominantly developed and managed large coastal adaptation projects. I also worked at the local government level – advocating for Victorian councils at the MAVThough all these roles I used economic frameworks, from basic principles to complex quantitative analysis, to guide my analysis and advice. I remain a strong believer in the ability of economics to have a positive influence on public policy and investment outcomes – I’ve seen it work, I’ve been involved in numerous projects where economics has helped bring clarity to decision makingHowever in all these roles I’ve also been part of or witnessed a lot of challenges and frustrations that have led to economic analysis / and indeed the entire concept of economics being / dismissed in decision-making – this is for a range of different reasons, poor communication and stakeholder engagement being a key one we’ll discuss today – But all of them involve a lack of trust and confidenceI’m always keen to learn from setbacks and share lessons - because when good economics is successfully incorporated into decision-making I believe it leads to better decisionsMost recently I’ve joined the NSW coastal council – where I’m fortunate to be in a position to influence decision-making, in a different forum, and help overcome some of the economics related challenges SarahGrant
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Make better decisions

Economics Policy Strategy Performance

Water Policy & 
Management

Water Utilities & 
Infrastructure

Water Markets Resilience & 
Adaptation

Presenter
Presentation Notes
For those not familiar with AitherWe are a policy, strategy and economics consulting company – we focus on water, natural resource management, emergency management and climate change adaptation. �We are purpose driven, we are a B-Corp, and we believe in the value of making better decisions. We have a range of skillsets (policy specialists, economists, lapsed engineers) and we apply a range of services across policy analysis, business case development, strategy and economic modelling – we work with clients in the private sector as well as governments of all levels, in Australia and internationally.�Regardless of who we are working with and what service we are delivering – it all has the same focus. To help our clients Make better decisions�With in the context of climate change, across changes that are both predicted and uncertain - Making better decisions, even making small changes, can generate enormous benefits and avoid costly mistakes.�Noosa – everyone is probably familiar with what local government do, at a high level. We’ve got people from across the country today and from a range of organisationa and institutions>Get Grant to provide a quick overview of Noosa Shire Council’s role in coastal adaptation specifically 
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Agenda

1. Introductions

2. The value of robust economics and communication

3. Insights from coastal adaptation projects

4. Engaging with stakeholders

5. Q&A

Presenter
Presentation Notes
This webinar is all about sharing our insights from our work on coastal adaptation – hopefully you’ll find them useful and interestingToday the webinar is cantered around economics and it’s role in coastal adaptation. Therefore we won’t be covering the detailed of the biophysical aspect of adaptation decision making – but it’s vital. Undertaking economic analysis is very difficult without some understanding of how a system may change. In this context that could be how a open coast may change with sea level rise and associate erosion. We work with coastal engineers and scientists, like BMT, whom we worked with on Noosa Shire Council’s Adaptation Plan, to integrate the biophysical with the economics – that integration will be touched on in our topics.We have three speakers today – covering three specific areasMG – Firstly I’ll discuss the value of robust economics and communication – I’ll discuss some principles for building trust and confidence in economic analysisSL – GH – Leave enough time for Q&A at the end



Poll

Presenter
Presentation Notes
To start us off it’d be good to get to know a bit about our participants and your interests – so we’ll just run a quick pollQuestion – where do you work? Multiple choice answers – Local Government, State Government, Federal Government, Private Sector, NGO, otherWhat area do you work in? Planning, Economics, Community engagement, project management, policy development, other
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The coastal adaptation challenge
Making better decisions

Climate change is affecting coasts now and in the future

Decision made today have significant future implications

Decision can be challenging and often involve trade-offs

Presenter
Presentation Notes
This may be stating the obvious butClimate change is affecting coasts now and will continue to do so in the future – in the last year alone there have been a number of very significant coastal erosions events. Too many to name hereDecision made today, about what we decide to do And indeed what we decide not to do, can have significant future implications. Decision can be challenging, from a technically perspective but also because they often involve trade-offs, across values and beneficiariesIt would be great if all adaptation decisions could be no regrets – where everyone is better off – but unfortunately that’s not the case. There are many potential trade-offs – against values (for example building a seawall can  protect assets but reduce beach amenity – and across beneficiaries – some groups will benefit more than others – this also has implications for who pays for who pays
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The value of robust economic analysis
How economics supports coastal adaptation decision-making

Clearly identify and communicate all the costs and benefits 

Cost-benefit analysis quantifies costs and benefits and allows comparison with a common metric

Makes beneficiaries and trade-offs transparent

Can support specific investment decision-making as well as strategic planning

Can clearly identify uncertainties and limitations of analysis

Presenter
Presentation Notes
Robust economic analysis can help address these challenges – can be a very valuable input into decision makingThe framework requires that all the costs and benefits are clearly identified and communicated – It asks for the definition of the base case (what would happen without additional intervention) and how costs and benefits may change under different optionsCost-benefit analysis attempts to quantify as many of these costs and benefits as possible. This allows for values and options to be compared with a common metricIt helps to makes beneficiaries and trade-offs transparent – which is important for communicationImportantly economic analysis can support specific investment decision-making (for example coastal protection works in a specific location). It is also useful in assisting broader strategic planning – for example assessing the type and magnitude of benefits across a wider geographic area from broader options such as protection, or retreat, and identify next steps for further investigation, without identifying a specific investment decisionIt can clearly identify uncertainties and limitations of analysis – where more data and information is requiredWithout the framework that economics provides there can be risks. For exampleDecision-makers may only focus on the obvious tangible assets (predominantly property) – and not consider other values such as the value placed on beach, national parks, amenity. There are risks that decision-makers don’t get a full understanding of future values that may occur or be lost – for example strict planning provisions may prevent development that may become at risk from coastal inundation but it may not consider the loss of future tourismDefining the base case – what will actually happen
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Challenges of incorporating economics in decision-making
Complexity, confidence and trust

Only one input into decision-making

Can be complex:
detailed or complex data

valuation of ‘intangible’ social and environmental benefits and costs

Often requires assumptions

Not yet embedded in coastal management

Presenter
Presentation Notes
While economics has a number of benefits there are a number of challenges when incorporating it into decision-makingFirstly it is only one input into decision-makingOther factors that influence decision-making include:Access to funding, equity considerations and community support. There are all pretty reasonably influences on decision-making that mean a solution proposed through economic analysis isn’t implemented exactly as proposed. Politics and loud influential voices can also have a significant influence – this will always be the case – but it can reduce some of the benefits of economics and increase the risksIf don’t have economics might go back to – loud voices or simple options (sea walls)More specifically to coastal adaptationCoastal assessments can be very complex.Firstly, we’re dealing with complex systems. Understanding these systems can require complex data (in terms of coastal engineering)Where complete data is not available - assumptions need to be madeAssessment also often involve the valuation of intangible things – many of the values we associate with coasts don’t have a market value. Methods need to be used to quantify beach amenity etcThe combination of complexity and assumptions can affect trust and confidence in an analysis. Compounding this is thatEconomics is not yet embedded in coastal management – there may be processes that prescribe it, however from an institutional knowledge perspective it is relatively new for many practitioners. For many of the location we are investigating it is the first-time having hazard assessments and economic analysis undertaken. Therefore, the process is not embedded in the system, and because of this the acceptance and trust needs to be earned. This is compared with other areas such as transport, energy and water infrastructure where economic analysis is accepted as part of the process



10www.aither.com.au

Principles for building trust in economic analysis
Embedding communication and engagement as a component of analysis

Clarity and agreement on the purpose of the assessment

Clearly outline all the benefits

Identify and include all the costs of action and inaction

Transparently outline all assumptions

Acknowledge risk, uncertainty, and limitations

Presenter
Presentation Notes
We’ve faced all these challenges. We’ve know that robust analysis is really important – there is no substitute for substandard analysis. This doesn’t mean a detailed analysis at all time – it need to be proportional and fi for purpose. But it needs to be robust and stand up to scrutiny. What we know and have learned is that there are some other factors that are just as important – if you want to build trust and confidence in you analysis – and therefore influence decision making, robust analysis is the foundation but communication and engagement are equally important.We’ve summarised these lessons in 5 principles. When I say communication. Yes communication of the final report is important. Some people will not be able to engage until then – all these principles still apply. BUT they wil be more effective if you can embedded them in the process. Clarity and agreement on the purpose of the assessmentDifferent stakeholders often have very different expectations of what will (and can be) achieved from an analysis. Defining the purpose and scope is vital for aligning these expectations. Are we trying to make a specific and definitive investment decision (a seawall, in a location) or a strategic assessment. It’s also important for many coastal assessments where data may be limited – when undertaking our assessments in QLD we work with BMT – vital to have the conversation with them early – what is possible to model or make assumptions with any confidence – then we can be clear with clients early on regarding possible limitations and scopeClearly outline all the benefitsThis seems pretty obvious. However, it’s important to acknowledge all the benefits – even if some of them don’t appear to be that material or that are going to be very difficult to value because they are intangible. If stakeholders don’t see the benefits they care about included in the analysis (even if they are demonstrated to be small) there is a risk they ignore the entire results. This is particularly important for coastal adaptation analysis, as many of the benefits such as recreation, amenity, and environmental protection are highly valued by the community but can sometimes be difficult to quantify. Identify and include all the costs of action and inactionWhile some of the costs of action (and inaction) can appear obvious – classic example of a seawall leading to the loss of a beach and the associated amenity and tourism value. However other actions, especially land use planning actions, can have costs that are less obvious. For example if an options intends restriction development to reduce the assets at risk Transparently outline all assumptionsMaroochydore – beach width assumptionsAcknowledge risk, uncertainty, and limitationsBrought along on journey – often coastal planners – just go with finding can be difficultThreshold analysis



Insights from coastal 
adaptation

Sarah Leck
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Physical component

Economic component

Coastal adaptation can deliver a range of benefits
These can be economic, social and environmental benefits 

Management 
actions

Management 
costs

Protection of 
built assets 

Avoided damage 
and disruption 

costs

Environmental 
benefits

Change in local 
use

Tourism benefitsUse benefits

Change in 
tourism activity

Protection of 
natural assets 

Social and 
Cultural benefits
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Different actions lead to different costs, benefits and trade-offs
Most adaptation options face trade-offs, risks and uncertainties

Hard protection measures often lead to a trade-off between protecting natural assets such as beaches and 
dune systems, and protecting public and private property

Soft protection measures can protect both natural and built assets, but are at greater risk and have a 
higher uncertainty than hard protection

Planning provisions such as preventing new development can avoid future damage or protection costs 
for the community, however they may also be costly as future tourism and population growth are lost

Transition measures which seek to relocate people and infrastructure away from at-risk areas can avoid 
direct damage from coastal hazards but also lead to loss of value. 

Presenter
Presentation Notes
Trade-offs between options means decision-making is not straightforward. Often options may need to be combined into adaptive pathways to reduce costs and increase benefits. 
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Common data and information limitations
Making good decisions requires good data

Sand supply 
availability 
and cost

Tourist 
visitation 

Local beach or 
parkland use 

and value 

Property 
information
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Adaptive management pathways help manage trade-offs
They require more detailed analysis and much greater information

Revegetation

Planning policy changes

Coastal mapping

Beach nourishment

Sea wall

Relocation/transition

Now 2100

Presenter
Presentation Notes
Decision-making for managing coastal adaptation is an ongoing process, often over 50 or 100 year periods, and often in the face of significant uncertainty. Adaptive pathways allow for decisions to be taken at the right point in time, and for decisions to change if uncertainty or risks change.For example: Undertaking low-cost, low-regret options in the short-term such as revegetation can help delay the need for more significant investments Delaying building a seawall until a trigger point is reached can protect natural assets for a longer period, and reduce the costs to the communityDelaying transition can prevent losses to the local community for as long as possible 



Engaging with the 
community

Grant Hinner
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Council’s adaptation journey so far

• Decision to pursue QCoast2100 funding in 2016, commenced 
2017

• Climate Change Response Policy 2017
• Queensland Climate Resilient Councils initiative, including 

governance assessment (2017 – present)
• Climate Risk Management & Resilience Advisory Group

• Declaring a Climate Emergency (2019)
• Coastal Hazards Adaptation Plan

• $500,000
• Four years and still going

• Climate Change Adaptation Plan turned Climate Change 
Response Plan

• Engagement: inwards, sideways, outwards, and upwards.
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Engaging within Council

• Councillors
• 2017-2020; good
• 2020 – present; variable

• Executive Team (CEO and Dept. Directors); good
• Audit & Risk Committee and the corporate risk 

register
• Branch managers; variable
• Staff; good
• Updates to some policies, strategies and 

management plans already made
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Engaging with the community and other stakeholders

• Mean/Median Age in Noosa (XX years)
• Sunshine Coast (XX years)
• Gold Coast (XX years)
• QLD (XX years)

• Economy dependent on construction, aged 
care/retirement living, and tourism

• Population turnover
• Engagement on LGA-wide climate risk and 

adaptation (ex. coastal hazards)
• Engagement on coastal hazards (CHAP project)

• What we did
• Where things are at now
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Lessons learned

• These may not apply everywhere
• Develop a program of engagement focussed inward, outward, 

sideways, and upward
• Intra-generational and Inter-generational equity are equally 

important
• Start early, lukewarm response likely
• Keep pestering as you get more information, this may bring more 

to the table
• Thematic design of engagement program may be beneficial
• Some may never show interest until they’re presented with 

something they fear is to their detriment
• This can be very confronting, for everyone (internally and 

externally), so 7 stages of denial may occur
• It’s a can of worms, and each worm that comes out is carrying 

another can of worms for you to open…



Q&A
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Audience poll

What are you most interested in learning more about?
• How to better engage with stakeholders
• How to undertake robust economic analysis
• Approach to cost benefit analysis
• Communicating economic concepts 
• Adaptive management pathways
• Dealing with data limitations
• Other

What are the challenges you face?
• Communicating with stakeholders/community
• Understanding the economics
• Undertaking good economics
• Data / information limitations
• Other
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Phone

Email

Phone

Email

Phone

Email

Citation
Do not cite, distribute or reproduce content from this document without the express permission of Aither Pty Ltd. Unless otherwise stated, this document remains strictly confidential and not for circulation or 
publication. © 2020 Aither Pty Ltd. All rights reserved.
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Aither
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