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The following provides a summary “What We Heard” report from the CRD’s Carbon and Climate 
Budgeting Workshop held on Monday, June 26, 2023, and follow-up sessions with the CRD’s 
inter-municipal climate committees in September 2023.  
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Introduction 
The Capital Regional District’s (CRD) Climate/Carbon Budgeting Workshop held on June 26, 2023, 
brought together municipal staff and council members to explore the opportunity to implement a 
Climate or Carbon Budget among local governments in the capital region.  

Whereas a Carbon Budget sets limits for how much total carbon dioxide (CO2) emissions may be 
permitted by human activities within a geographical or political boundary, a Climate Budget is a 
governance system that integrates climate considerations into local government decision-making, 
creating transparency and accountability for climate action.  

CARBON Budgeting CLIMATE Budgeting 

A carbon budget is the cumulative amount of 
carbon dioxide (CO2) emissions that is permitted 
to limit global warming to within a specified 
temperature threshold (i.e., 1.5⁰C or 2⁰C above 
pre-industrial levels). Most often, this refers to the 
total net amount of CO2 that can be emitted by 
human activities within a geographical or political 
boundary. 

A climate budget is a governance system that 
integrates climate considerations into the financial 
budget and creates transparency and 
accountability for climate action. To the extent 
possible, actions are linked to an estimated 
emissions reduction and funding approach to 
illustrate the costs required to achieve the 
targeted emissions reductions. 

(Adapted from C40 Cities, 2022) 

In practice, the terms Carbon Budget and Climate Budget have been used to describe overlapping 
bodies of work. We use the term “Climate/Carbon Budget” throughout this document to refer to a 
process or governance system used to reduce regional CO2 emissions. 

The Carbon/Climate Budgeting Workshop aimed to meet the following goals:  

Goal 1 Share information: Hear from practitioners developing and implementing Carbon and 
Climate budgets. 

Goal 2 Build staff and elected official capacity on regional climate action communication and 
implementation. 

Goal 3 Gather participant input to better understand the potential costs and benefits of 
Carbon and Climate budgets for the region. 
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To establish a Climate/Carbon Budget, local governments must consider a variety of budget 
parameters, including its scope (i.e., corporate versus community emissions), what can be sufficiently 
quantified to support decision-making, staff capacity and the target audience. 

After hearing from 11 climate action practitioners from nine different communities on the development 
and implementation of Carbon and Climate Budgets (Appendix A), almost 30 local government staff 
and council members gathered to discuss the parameters around a Climate/Carbon Budget, as well as 
the potential costs and benefits of implementing this practice in the capital region.  

This report highlights seven themes that emerged from the workshop on June 26, 2023, and follow-up 
discussions with the CRD Climate Action Inter-Municipal Working Group and CRD Climate Action Inter-
Municipal Task Force in fall 2023. Opportunities and challenges associated with implementing a 
Climate/Carbon Budget in the region are articulated to inform staff recommendations for next steps. 

Overarching Themes 
Theme 1: Mainstreaming 
The first theme from the workshop discussion highlights the need to mainstream climate action across 
organizations. While Climate/Carbon Budgeting was seen as an opportunity to mainstream climate 
action, feedback suggested that creating this consistency across organizations is necessary regardless 
of a specified emissions target or budget. Ideas to mainstream climate action included embedding 
sustainability staff in other departments, providing training for staff on climate topics, 
developing/adjusting decision-making frameworks, and building governance processes for more 
effective climate action. 

“How does sustainability best get integrated into our local government 
processes? How do we all (staff across departments) get aligned?” 

“Need to be able to build upon existing tools to be relevant to municipalities.” 

“Climate budgeting seems like a good way to integrate climate action into 
Budget/Strategic Planning.” 

Theme 2: More & Faster! 
Much of the feedback highlighted an urgency to act now and do more. This feedback suggested 
adopting a paradigm shift where we increase budgets and spend what it takes to reduce emissions 
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effectively. Others urged for earlier investment in climate action, and that granting bodies should act 
faster and provide more money to support these efforts.  

“Our budgets are decided based on what we are used to spending on a normal 
day, we need to change that paradigm and increase budgets.”  

“More action means less reaction.” 

Theme 3: Cross/Extra Jurisdictional Work 
The third theme suggests a need for increased collaboration across jurisdictions, both regionally and 
beyond. Some feedback highlighted the critical role of the provincial and federal governments in 
phasing out oil and gas production by developing a more progressive tax system and providing more 
funding. Others emphasized the role of the CRD in supporting a regional Climate/Carbon budget by 
providing capacity building and tools to integrate climate-focused decision-making.  

“The benefit of doing this together [is] to be able to compare regionally. We 
need time during roundtables at committee [to discuss this].” 

“CRD a source of capacity building.” 

“We may see increased GHG emissions in Victoria if all the densification happens 
at the core. How does per capita fit in?” 

Theme 4: Transparency 
The fourth theme centered on a need to be open and honest with the public (and with ourselves). In 
general, many attendees noted the importance of being transparent on emissions reductions progress 
or being transparent on the implications of local government decisions on climate goals, either through 
climate/carbon budgeting or other decision-making processes. They also noted that through simple 
and direct messaging, this transparency could empower the public and increase political will for climate 
action. To do so, we must also increase our awareness of the conflicting messages that are visible to 
the public (i.e., those that are provided by fossil fuel providers).  

“We need to regularly show the public where we are failing to hit targets.” 

“Budgeting is a way of telling the truth to ourselves and to the public.” 



P a g e  | 5 
 

Theme 5: Public Communication 
Reflecting on Cara Pike from Re.Climate’s presentation on ‘Climate Change Public Opinion and 
Engagement’, many comments noted the importance of using plain language for communications and 
highlighting positive and hopeful messaging through real-world success stories. Climate/Carbon 
budgeting was seen as a tool to engage with the public and highlight the urgency of climate change; 
however, some noted that the language around carbon budgets is often too technical for the public 
and there is risk of getting caught up in the details.  

“Carbon budgets are often too technical for the public. [There is] risk of getting 
lost in the weeds.” 

“[It is] leadership’s responsibility to push transformation using easy to 
understand language.” 

Theme 6: Unintended Consequences 
The discussion highlighted various unintended consequences of implementing Climate/Carbon 
Budgeting. For instance, some showed concern for the financial barriers to reducing carbon emissions, 
which could cause individuals with lower financial means to bear the brunt of the impacts. Others saw 
risk in the big picture benefits getting lost in the budgeting process, and that this would be highly 
resource intensive.  

“The speakers noted that current work has not influenced decision-making 
(GHG-lagging indicator).” 

“There are real immediate financial barriers and there is a danger of leaving 
those people behind. The poor bear the brunt of the impacts.” 

Theme 7: Staff Capacity / Opportunity Costs 
The final theme that emerged during the workshop discussion was a concern that there would not be 
enough staff capacity available to complete this work or that it would take away from implementation 
of actions. Feedback noted that there is varying staff capacity across the region (i.e., based on rural 
versus urban regionality and budget size) and that this may impact the effectiveness of a regional 
Climate/Carbon Budget. We heard from other practitioners already engaging in this work that the 
process was resource intensive, especially because it was a new area of work.  
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“Carbon budgeting consumes staff resources through lost action and reporting 
opportunities. Is there a net benefit?” 

“There is different capacity of staff across the region. It’s important to have staff 
understand these concepts to present policy options.” 

“Concerned that the cost of the plan and the time to make it may ‘eat into’ time 
we have left.” 

Additional Engagement – September 2023 
At the September meetings, the CRD Climate Action Inter-Municipal Working Group (IMWG) (i.e., staff) 
and CRD Climate Action Inter-Municipal Task Force (Task Force) (i.e., elected officials) were presented 
with the summary themes from this report and implications were further discussed.  

At the IMWG meeting on September 20, 2023, staff reiterated concerns around capacity and the 
potential for this work to detract from other workplan priorities. The City of Victoria has been directed 
by Council to consider Climate/Carbon budgeting and intends to report back shortly. Some members 
noted that Climate/Carbon budgeting is much more appropriate for corporate-focused decision making 
versus community-wide. Some staff indicated that they may be interested in utilizing certain elements 
of the climate budgeting framework in the near term, and others noted that they are not prepared to 
embed this in municipal processes at this time but may consider it in the future. Regarding greenhouse 
gas accounting, some members noted that it is important to focus on the big moves rather than become 
stuck in the minutia. Further, some members noted if additional resources are available, they should 
be directed at adaptation programming, as this remains a gap in many local/regional programs. 

At the Task Force Meeting on September 29, 2023, members of the Task Force who attended the 
workshop shared their perspectives and expressed concern about the utility of Climate/Carbon 
Budgeting, especially when considering the current state of global emissions. The use of 
Climate/Carbon Budgeting frameworks as a public engagement tool was contrasted with existing tools, 
such as the forthcoming Extreme Heat Vulnerability dashboard, Saanich Carbon Calculator, the Oak Bay 
Coolkit program, the Climate Action to-go Kits and outreach specific to the Home Energy Navigator and 
its home decarbonization focus.  
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Opportunities and Challenges 
There is a clear desire among workshop attendees for local governments to continue to take accelerated 
action to reduce carbon pollution. We heard from workshop participants that Climate/Carbon Budgeting 
offers a unique opportunity to support a low carbon future by focusing attention on a calculated 
pathway to reduce regional CO2 emissions. It also focuses attention on important areas, such as spheres 
of influence and inter-jurisdictional governance. However, the pathway to implementing a 
Carbon/Climate Budget is difficult and the resulting governance system is somewhat unclear. Below 
we outline the opportunities and challenges associated with engaging in this work. 

Projects that are difficult to quantify 

One of the challenges relates to projects that are difficult to quantify, including those pertaining to 
resilience in the face of changing climate. The CRD has successfully created several tools  
(e.g., regional/local government greenhouse gas inventories, 2017 Climate Projections for the Capital 
Region report, 2020 Coastal Flood Inundation Report, etc.) that have been utilized by local governments 
in the region as a launching point to leverage further work. In some cases, the scale or scope of this 
type of work is difficult to quantify and is challenging to fit into a Climate Budgeting framework. In 
other cases, results do not always directly correlate to emission reductions per se. Consequently, the 
methodology would need to build in difficult-to-quantify projects. 

Qualification versus quantification 

While mainstreaming climate action is a major outcome of Climate/Carbon Budgeting, qualitative 
evaluation was observed by some Canadian practitioners as the primary means for achieving 
mainstream impacts on project decisions. At the same time, the C40 Cities expert in Climate Budgeting 
reminded the audience that quantitative evaluations of projects are crucial to the Climate/Carbon 
Budgeting process as they inform further decisions about the number and scale of projects needed to 
meet emissions targets, yet many quantitative evaluations are time-consuming and may not be timely 
enough to impact annual budget decisions.  

Transparency that people understand  

There is a need to balance transparency and plain language communications. The climate 
communications research described by Cara Pike from Re.Climate, and participants’ reflections, indicate 
that local governments need to communicate their efforts in plain language. The more technical and 
jargon-filled our work becomes, the more challenging the issue of communicating the relevance of 
climate action is. Local governments would need to more thoroughly consider how we communicate 
this work.  



P a g e  | 8 
 

Inter-jurisdictional buy-in and harmonization 

Inter-jurisdictionally, local governments need to agree to implement a Climate Budget, or an analogous 
project. The CRD has no jurisdictional authority to mandate the internal processes of individual 
municipalities. Individual local governments would need to commit internal resources and potentially 
create a mandate to implement this work. 

Local Climate Budgets would need to be balanced against the granting requirements of higher levels 
of government. Because so much of municipal infrastructure funding is obtained through grants, or 
other cooperative funding processes, effort would need to be made to align the project with the 
direction of senior levels of government. Process development would need to balance individual 
municipal needs and inter-jurisdictional harmonization. 
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Appendix A – Agenda and Speakers 
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Appendix B – June 26, 2023 Meeting Notes 

Graphic Meeting Notes (Fishbowl and Local Government Context) 
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Unanswered questions: To be noted as part of the ongoing conversation about carbon/climate 
budgeting (at least two online questions were lost in the ether).
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Presentation Slides: Setting the Local Context 
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Presentation Slides: Cara Pike, Re.Climate Communicating for Change 
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Graphic Meeting Notes (Cara Pike Presentation & Q&A) 
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Table Workshop Notes and Transcriptions 
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“What” section transcription: 

So much misinformation driven by fossil fuel companies. 

Climate action is already embedded in local CRD municipal processes (OCP, Strategic Plans, Etc.). 

In other provinces big municipalities did climate budgeting but it didn’t impact decisions made by 
council. 

We need to normalize solutions. 

Get to near zero ASAP. 

People are worried about climate change but confused about solutions. 

Make it easy for people to adopt climate solutions. 

We need more money!!! 

Carbon budgeting account needs more staff to help lead this work. 

Plain language is important to use when communicating to the public. 

Quantification of GHGs might not be the first thing to do or focus on.  

Ensure a climate lens is applied to projects to bring climate into day-to-day work—spend time ensuring 
this rather than doing a climate budget + GHG accounting. 

Limited capacity – Financial, Staff capacity/time. 

Cara suggested we use stories to communicate. 

Efficiency of spend $. 

Remember the children. 

Leave no one behind. 

Edmonton points out that people blanched when the cost was communicated. 

First time heating “pollutions” used in the room since being elected – good to hear similar language. 

Gap during the day: The public was not in attendance, public drive political will, radically transparency 
is needed. 

General information shared today but step by step for each municipality how can we implement? 
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It’s OK to have transparency to fail. 

Change is fast and evolving. 

Different communication environment – It’s OK to share the TRUTH – promotes capacity building. 

1-4% of GHGs are corporate versus community. 

Tracking indicators is hard to connect to what you need to do (Saanich example, high level to explain 
where we are at) 

Quantification focus initially versus qualification. Both are important but starting seems to be that 
qualitative aspects are more useful to get systems in a place to build capacity. 

What works versus didn’t work to influence decisions: qualitative, project level work vs. broader not 
attached to action? 

Need to understand focus to know what’s needed to change municipality policy.  

Education  Empower residents, help educate on how to do attainable actions – what is the best 
alternative. 

Language used around this topic and public can only take in so many facts. Need to absorb through 
stories. 

Climate budget has been useful in getting the organization on the same page. 

Can be resource intensive. 

Public is often fatalistic and numbed to climate change. 

Climate budget = cost of climate action projects. 

Carbon budget = GHGs of climate + other projects + operations  Hard. 

Cost of climate change  cost of inaction. 

Public is divided on renewables and oil/gas; polarization is manufactured and poses huge barriers. 

Communicate the scale of the issue  qualitatively is often enough. 

Carbon budgets and climate budgets are not the same! 

Quantifying GHGs doesn’t support decision-making. It shows where you were. 

GHG inventories are following similar pathway to evolution of asset management. 
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Does not have to be as big as other regions. 

Think local act local | help residents instead of lecturing/shaming.  

Pushing the seriousness of the commitment. 

Too much time on quantification; qualification helpful. 

Stay in boundaries. 

Expense/resource not valuable. 

Highly complex and costly exercise.  

Dependent on scale of community. 

30% not a problem (national figure from surveys). 

 

“So What” section transcription 

Focus on building governance processes/systems and effective actions. 

Granting bodies need to be faster and give more money to more people to help with climate action. 

How does sustainability best get integrated into our local government processes? How do we all (staff 
across all departments) get aligned? 

We have less carbon budget left than I originally thought. Have to get to net zero faster! 

Embed sustainability staff in other departments. 

Need a BC MURB heat pump rebate program. 

Provide training for staff on climate topics (solar PV for electricians, etc.) 

Need more jurisdictional powers or aligned BC +Fed action to phase out gas+oil productions. 

Need more progressive tax system. 

Get $$ from provincial + federal governments—they can raise taxes in a less flat way. 

Radical transparency is key- tell truth! How are we doing this to ensure public is push us to improve? 

Can we keep every municipality to the same budget given capacity v financial limitsCRD can help 
equalize regionally while still asking hard questions specific to each municipality? 
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Parallel process similar to community plans feeding into regional plans. 

Be honest of improvements as well as failure. 

Our budgets are decided based on what we are used to spending on a normal day, we need to change 
that paradigm and increase budgets  yes but… 

Stories help us to not underestimate kids, the public. 

Let’s adopt a simplified carbon budget showing our failure in context with carbon in atmosphere. 
Bottom line. 

Simplified language=stronger language. 

It is not enough to have us list actions we are taking … we need to show results with a 
budgetCompetition to race to the top not the bottom. 

Benefit to doing this together to be able to compare regionally is important.--> need time during 
roundtables at committee. 

Spending what it takes to win and letting the public decide (Seth Klein)  is a budget what it takes?-
-> is it a question of either/or both? Can we do it all? 

There are real immediate financial barriers and there’s a danger of leaving those people behind. The 
poor bear the brunt of the impacts. 

Looking behind is not as useful as looking toward a goal. Stull a reduction of GHG but also all other 
goals.  

WE need to regularly show the public where we are failing to hit targets so they push us.  

CRD should embrace a carbon budget for all municipalities. 

Concern that $ of plan and time to make plan may “eat into” time we have left. At the same time, 
benefits may allow deeper understanding of results of actions taken.  

Getting into the weeds and creating more complexity is not as important as honest and open 
communication with the public and political officials. 

Political will needs public energy & push. 

Leadership responsibility to push transformation-easy to understand language. 

It’s the right thing to do in absence of target does work in principle but making it more consistent is 
necessary. 
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Competition helps create reflection and action. 

Does the CRD have a role in a doing it together sense or does competition serve use better? 

Regional vs. municipal. For example, may see increased GHG emissions in Victoria if all the densification 
happens at the core. How does per capita fit in? 

Scenario building for carbon budgeting? What does the region have to look like to meet our goals? 
(density, transit, drive, asset, etc.). 

Big picture “carbon budget” information good to have to re-focus and help municipalities focus on 
Climate Action Plans. 

RGS opposition? Staff level opposition versus political? 

There is different capacity of staff across the region. Important to have staff understand concepts to 
present policy options. 

Different capacities across municipalities based on rural/urban, budget size, types of policies that would 
increase/decrease emissions. 

Need to be able to build upon existing tools to be relevant to municipalities. 

CRD a source of capacity building? 

Support multi-criteria decision-making template? Qual/quant? Tool? That can be enhanced. 

Buy-in with community. Best approach for residents – how to empower? 

Process of learning, going to change. 

Carbon/climate budgeting is important if they drive the policy we need to see. 

Benefits need to be short term to be tangible to the public. 

Risk of big picture benefits getting lost in the budgets 

Need to be plain language for the public to follow. 

Speakers noted current work has not influenced decision-making (GHG-lagging indicator) 

Seasonal/variability means annual measures have uncertainty – rolling measures. 

Encourages early investment in climate action – more action = less reaction. 

Helps identify gaps in climate plan – scale of investment matches target ambitions. 
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Tough for smaller communities to engage – not a lot of experience and resource intensive. 

Can skew project benefits: municipal hall retrofit is high $$$, low carbon VS. municipal building 
regulations is low $ to municipality and high carbon benefit. 

Carbon budgeting consumes staff resources through lost action and reporting opportunities. Is there a 
net benefit? 

Not sure how you factor in actions from other levels of government. 

Carbon budgets are often too technical for public risk of getting lost in the weeds. 

Risk of getting caught up in the details (weeds). 

Track actions in Climate plan 

More input at making a budget. 

Fairness- we don’t have a budget “we need to keep it in the ground’ it’s almost over. 

Lead the 70% who are on board. 

Data can lag adaptation strategyvalue natural assets  cash in on value. 

Annual report includes climate action plan achievements fairerfailures. 

Who is it for? 

Quality of life lenshealth and livenessequity health impacts minimizedavoid minimizing 
languageefficient actions positive and hopeful. 

Climate budgeting seems like a good way to integrate climate action into Budget/Strategic Planning. 

Climate Budgeting is a way of telling the truth to (ourselves and the public). 

Tools from the CRD to help integrate climate decision making. 

Acknowledge what is visible. 

Information vs action. 

Need to act now. 

No budget available more of a story to tell  to abstract better decision making. 

Acknowledge what is visible to the public (e.g., Fortis) conflicting messages. 
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Highlighting success stories (real). 

Make it easy for the public and empower. 

Need a yes/no (not calculation). 

 
Feedback Stickies:  

Every CRD meeting I have attended is behind schedule. Pls allow adequate time. It was a good agenda. 

Kara’s presentation was excellent and spoke to me as a climate lay person. 

Thought provoking! Lots to learn, lots of thoughts and great presentations. 

This was great! Lessons learned was great. 
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