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Unlocking innovative financing strategies for San Francisco Bay Area 
climate adaptation
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Kin g  Tid e s , Ma rin  C o u n t y J a n u a ry 20 26  (Vid e o ) 
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Th is  is  a $ 110 B Pro b le m
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SF Living Sea WallHamilton Restoration ProjectLiving Seawall Habitat

Eve n  if a ll 7.5 million Ba y Are a  re s id e n t s  c o n t rib u t e d  $100/month , it  g e n e ra t e s  o n ly $750 million per month , it  w o u ld  
t a ke  a b o u t  146 months (~ 12 years) t o  re a c h  $ 110  b illio n . 
At  $500/month p e r p e rs o n , it  w o u ld  s t ill t a ke  n e a rly 29 months ( ~2.5 years )



Ho w  m ig h t  w e  p io n e e r a  b re a k t h ro u g h  
regional funding and governance 
framework t h a t  a g g re g a t e s  fin a n c ia l 
re s o u rc e s  o n  a  massive scale t h ro u g h  a n  
equitable, shared - investment model t o  
p ro t e c t  e ve ry s h o re lin e  c o m m u n it y in  
t h e  Ba y Are a ?
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W h a t  w e  d id

St a ke h o ld e r Ma p p in g Pe rs o n a s Ge t t in g  t o  Ye s  Gu id e

6

2 0
St a ke h o ld e r
In t e rvie w s

Se c o n d a ry
Re s e a rc h

Stakeholder Types

In s u ra n c e N GO s Priva t e  Pro p e rt y 
O w n e rs

Lo c a l 
Go ve rn m e n tBig  Te c h Pu b lic  Pro p e rt y 

O w n e rs Ac a d e m iaPriva t e
In ve s t o rs

Fin a n c ia l 
Mo d e ls  

Re s e a rc h
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Ho w  d o  w e  m o ve  t h o se  w it h  t h e  m o st  fin a n c ia l 
re so u rce s  u p  t h e  e n g a g e m e n t  a xis?



St a ke h o ld e r Pe rso n a s  Sn a p sh o t

In s u ra n c e

"Th e  w a y w e  a re  h a n d lin g  flo o d  
ris k  is  w ro n g  w e  p u t  it  in  t h e  
wrong bucket, w it h  fe n d e r 
b e n d e rs  a n d  g re a s e  fire s "

Challenge: Flo o d  ris k  is  
systemically mispriced b u t  is  
b o xe d  in  b y c a t a s t ro p h e  m o d e l 
g a p s  a n d  a n  u n b rid g e a b le  
a ffo rd a b ilit y c e ilin g .

Big  Te c h

“Th e y a s s e s s  c lim a t e  ris ks  m a in ly t o  
protect their own facilities , a n d  
o p e ra t io n s ,  t o  s a fe g u a rd  a s s e t s , 
m a in t a in  c o n t in u it y, a n d  re d u c e  
fin a n c ia l e xp o s u re .”

Challenge: Be c a u s e  t h e y h a ve  
s t ro n g  fin a n c ia l re s o u rc e s , t h e y c a n  
delay action u n le s s  re g u la t io n s  o r 
in s u ra n c e  p re s s u re s  fo rc e  c h a n g e .

“Fin d  first - loss capital t o  m e e t  
e n t e rp ris e  c o ve ra g e  a n d  
fle xib ilit y fo r a m e n d m e n t s . Pu t  
s a fe t y va lve s  in  p la c e  t h a t  p ro t e c t  
t h e  in ve s t o rs ”

Challenge :  N e e d  t o  s e e  c le a r 
p a t h  fo r financial returns a n d  
s t ro n g  g o ve rn a n c e  m o d e ls  w it h  
State backing t o  lo w e r t h e  ris k  o f 
s u c h  a  lo n g - t e rm  in ve s t m e n t .

Risk Pragmatist The Insulated Holdout Capital Stack Crafter
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In s t it u t io n a l In ve s t o rs
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Ge t t in g  t o  Ye s

In s u ra n c e Big  Te c h In s t it u t io n a l In ve s t o rs

Ris in g  flood insurance costs
in c e n t ivize  c o m p a n ie s  t o  
in ve s t  in  re s ilie n c e .

Link flood protection funding
t o  d e ve lo p m e n t  p ro je c t  
a p p ro va ls .

S t ru c t u re  re s ilie n c e  fu n d in g  
a s  a  fee ra t h e r t h a n  a  t a x fo r 
e a s e  o f a p p ro va l.

Leverage proven city models
t o  a c c e le ra t e  a d o p t io n .

C re a t e  incentives fo r in s u re rs  
t o  re w a rd  c o m m u n it ie s  
in ve s t in g  in  s e a - le ve l- ris e  
re s ilie n c e .

En g a g e  in s u re rs  e a rly t o  
in t e g ra t e  risk a p p ro p ria t e ly 
in t o  p la n n in g  
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Challenge

Unlock

Flo o d  ris k  is  systemically 
mispriced

N e e d  t o  s e e  c le a r p a t h  fo r 
financial returns

Th e y c a n  delay action u n le s s  
re g u la t io n s  o r in s u ra n c e  
p re s s u re s  fo rc e  c h a n g e
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Willin g n e s s  a n d  
re s o u rc e s  a re  in ve rs e ly 
c o rre la t e d , h ig h e s t  ris k  
s t a ke h o ld e rs  (frontline 
communities ) h a ve  t h e  

le a s t  p o w e r

Re a l a n d  p e rc e ive d  
t im e  h o rizo n s  a n d  

value propositions are 
structurally 
misaligned

Eve ryo n e  is  waiting for 
someone else t o  t a ke  

firs t  lo s s

Th e  c u rre n t  fu n d in g  
s ys t e m  is  t o o  

fragmented fo r t h e  
s c a le  o f t h e  p ro b le m  

a n d  t h e  total price tag 
is daunting

Th e re  is  a  t e n s io n  
b e t w e e n speed vs 

feasibility a n d  equity 
vs power

Ad a p t a t io n  m u s t  b e  
m a d e  financially 
legible b e fo re  it  

b e c o m e s  politically 
possible

Ke y In s ig h t s
C h a lle n g e C h a lle n g e
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2 0

We  h a ve  a  ra re  o p p o rt u n it y t o  re m a ke  in c e n t ive s , e xp a n d  
c o a lit io n s , a n d  d e s ig n  c o m m u n it ie s  t h a t  a re  m o re  safe , 

resilient , a n d  just . 



Lo o k in g  Fo rw a rd

2 1

Rip p le  (current)
C u rre n t

Su rg e

Wa ve

● Ma p p e d  s t a ke h o ld e rs , t h e ir in c e n t ive s , 
a n d  u n m e t  n e e d s

● Bra in s t o rm e d  c re a t ive  fin a n c in g  
s o lu t io n s /  le ve rs

● Id e n t ifie d  ke y b a rrie rs  t o  b a y a re a  
a d a p t a t io n  fin a n c e

● Dra ft e d stakeholder strategy playbook
t o  g u id e  n e xt  s t e p s

● De ve lo p  a  s h o rt lis t  o f pilot 
projects w it h  s u c c e s s  KPIs , 
re s ilie n c e  g o a ls  a n d  a  ris k  re g is t e r

● En g a g e  fin a n c e  a n d  in s u ra n c e  
e xp e rt s  t o  s h a p e  in ve s t m e n t  
ra t io n a le  a n d  re q u ire m e n t s

● Re c ru it  in d ivid u a ls  fro m  e a c h  
s t a ke h o ld e r a rc h e t yp e  in t o  a n  
in c lu s ive  regional coalition

● Launch 2 - 3 pilots w it h  a c t ive  
c o a lit io n  in vo lve m e n t

● De p lo y in it ia l c a p it a l/  c lo s e  firs t  
b le n d e d  fin a n c e  o r in s u ra n c e  
d e a ls

● C o lle c t  d a t a  a g a in s t  s e t  KPIs
● Re fin e  investment thesis a n d  

regional guiding principles 
playbook

● Fo rm a lize  governance fo r re g io n a l 
c o a lit io n  (ro le s , c a d e n c e , b yla w s )

● Be g in  c o n ve rs a t io n s  w it h  a n c h o r 
in ve s t o rs  fo r s c a le

● Scale p ro ve n  p ilo t s
● Exp a n d  c o a lit io n  t o  

a d d it io n a l s t a ke h o ld e r 
a rc h e t yp e s

● Es t a b lis h  s e lf- s u s t a in in g  
re ve n u e

● En g a g e  in  p o lic y a d vo c a c y
● Open - source playbook s o  

o t h e r re g io n s  c a n  re p lic a t e
● Tra c k  o u t c o m e s



W h a t ’s  Ne xt ?
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An o t h e r g ro u p  o f N o rt h w e s t e rn  s t u d e n t s  w ill p ic k  a  pilot project a n d  b u ilt  it  u p  o ve r 
9  m o n t h s  ~(Se p t e m b e r 20 26  - J u n e  20 27) 



“Sea level rise is inevitable. Whether disaster is inevitable 
depends on the decisions we make today .”
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