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Executive Summary
The report provides an insight on the activities and detailed analysis conducted as a part of the project
“Restructuring and Capacity Building of EPA Punjab for Effective Enforcement of Environment Standards
in Punjab”. Since the establishment of EPA in 1987, the province has undergone various environmental
transformations and the present state of environment has raised questions on the agency’s mandate of
environment protection and promotion of sustainable development. In order to improve the existing
processes, systems and institutions for a better and prosperous future, a multitude of activities and robust
analyses were conducted by the Urban Unit that were eventually presented in the form of 7 major
deliverables, consisting of 11 reports. Underlying the motive behind the project is the recognition that
Punjab’s economic prosperity and well-being is intrinsically linked to its natural environment – from clean
air and water to fertile soils.
Throughout the project duration, the diagnosis of bottlenecks was as challenging as determining specific
measures that will lead to better environmental governance in the province of Punjab. Be it the
introduction of innovative tools for pollution control such as Best Available Techniques (BAT) and Market
Based Instruments (MBIs), improved business processes for Environmental Assessments & Monitoring or
simply the capacity building sessions, there were different, and sometimes similar issues faced, only to be
effectively tackled by the project team with due support from EPA staff. Besides common issues like data
constraints, lack of resources and limited capacity, a major problem was the absence or insufficient legal
provision that forms the basis of any mandate. Therefore, new and amended laws, rules, regulations,
guidelines, SOPs, checklists etc. have been developed to improve the prevailing environmental statute
and complement the key interventions simultaneously.
Conventional approaches towards environmental management have continuously deterred Punjab’s
environmental regime with respect to efficiency, transparency and informed decision making. With the
aim to reduce the existing shortcomings, ICT solutions have been developed, and trainings have been
conducted by the experts to provide a hands-on experience to EPD staff and importantly, to sustain the
working of such systems. The developed user manuals shall act as a guiding document for troubleshooting.
Some of the developed ICT solutions include Office file management system, environmental complaint
management system, system for management of environmental laboratories, environmental approvals
(EIA/IEE) and monitoring system.
From identifying gaps in the existing environmental statute and key interventions to envisioning the future
organizational structure of EPA, each project activity has been completed by respective subject matter
expert while carefully considering the best practices from similar economies and benchmarking the
developed countries wherever needed, eventually contextualizing them into Punjab’s scenario in a
practical and realistic manner. All the deliverables have been duly vetted by the pool of international
consultants as well. If implemented effectively, it is highly probable that the suggested actions would be
helpful for EPA in achieving the desired targets of efficient environmental governance, enhanced
compliance, efficient and effective environmental approval decisions and improved environmental

monitoring. To put the recommendations into a perspective, an implementation plan is developed to
further simplify specific actions needed by the client in the short term (12 months), medium term (12-24
months) and long term (longer than 24 months). It would be absurd to believe that the process of
reforming EPA would be smooth and linear. To take into account the science of ‘change’, a comprehensive
change management framework is suggested towards the end to facilitate EPA sail through the
challenging, yet crucial journey.
In addition to the agreed TORs, there were other tasks that the Urban Unit undertook voluntarily such as
development of File Tracking System and Asset Management System including tagging of assets and
training sessions with the EPD staff, office establishment at EPD for timely support, development of
concept papers for World Bank to form the basis of the upcoming “Punjab Green Development Program
(PGDP)”, furnishing comments on Clean Air Action Plan and Smog Policy. As we move towards a
sustainable Punjab, all these activities are meant to facilitate EPD in their functions.
The state of Punjab’s environment has degraded rapidly over the last few years and there is no doubt
that understanding the issues behind the degradationholistically, similar to what has been done in this
project, would be a huge leap towards improving them. The envisioned organizational structure of EPA
with associated roles & responsibilities shall inevitably embark Punjab onto the road to sustainable
development and eventually a better place to live for its inhabitants.
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1
PROJECT OVERVIEW
1.1. Project Brief
1.2. Approach and Methodology
1.3. Current State Assessment/Summary of Gap Analysis

1.1
Project Brief
The project “Restructuring and Capacity Building of EPA Punjab for Effective Enforcement of
Environment Standards in Punjab” is Phase I of the overall project “Capacity Building of EPA Punjab
including Combined Effluent Treatment Plants (CETPs) and Industrial Estates (IEs) under J&C Program”.
The overall objective of the project is to improve the processes and institutions that make important
environmental decisions in order to bring better results that include, but are not limited to, efficient
environmental governance, enhanced environmental compliance, efficient and effective environmental
approval decisions, improved environmental monitoring system and ultimately sustainable
development in the province.
The project was declared complex in 29th Meeting of Punjab Procurement Regulatory Authority Board
(PPRA) board, under Rule 45 of PPRA 2014, on December 22, 2016 and was approved by Chief Minister
Punjab on February 28, 2017. Environmental Protection Department (EPD) signed the consultancy
services contract with the Urban Sector Planning and Management Services Unit (Pvt.) Ltd. (the Urban
Unit) on April 21, 2017.

Project Scope
The scope of this project as per the Terms of Reference (Annex A), comprises of review of the existing
processes, functions and practices of EPD, assessment of current state and identifying future needs for
increased efficiency, transparency, improved environmental assessment, approval and monitoring and
effective enforcement of environmental standards in Punjab. Figure 1.1 summarizes the broader scope
of the project and highlights five core elements of the project; integrated with recommendations on
technology enabled solutions, where practical and efficient.
Strengthening regulatory
framework

Improving environmental
assessment, monitoring and
prosecution of polluters

Restructuring organizations
& operating models

Re-engineering of business
processes

Building capacities for present
and future needs

Fig. 1.1: Core Elements of the Project
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The scope of work is mainly comprised of the following:
 Carry out gap analyses of each aspect of environmental governance, comprising institutional
framework, legal and regulatory framework, human and other resources and provide structure
of environmental governance of Punjab in view of its existing social, economic, and political
situation and future needs.
 Provide a roadmap for bridging these gaps in view of comparative analyses of local, regional, as
well as international good practices.
 Prescribe a system for effective prosecution of polluters and provide recommendations and
revisions in the existing substantive environmental legislation, rules, regulations, guidelines and
sectoral guidelines to adapt them to the proposed structure of environmental governance in
the Province.
 Develop processes, implementation plans, coordination mechanisms and necessary supportive
measures for compliance with the responsibilities enjoined under Multilateral Environmental
Agreements.
 Enable EPD to have an efficient system of environmental monitoring and enforcement in the
Province which is cost-effective, brings value for money and does not stymie ease of doing
business.
 Improve environmental assessment and approval procedure with due regards for insuring ease
of business and at the same time meeting environmental protection requirements.
 Recommend an organizational structure of EPD, including the above areas indicated, in view of
the current state and future requirements.
 Conduct a training needs assessment of the existing competencies of EPD staff in order to
achieve organizational objectives.
 Provide a framework and roadmap for initiation, development, and sustenance of
environmental protection market in the province.
 Provide ICT-based decision support system and other technological solutions towards an
integrated and dynamic information space for environmental monitoring and management.
In addition to the agreed TORs, there were other tasks that the Urban Unit undertook voluntarily
such as development of File Tracking System and Asset Management System including tagging of
assets and training sessions with the EPD staff, office establishment at EPD for timely support,
development of concept papers for World Bank to form the basis of the upcoming “Punjab Green
Development Program (PGDP)”, furnishing comments on Clean Air Action Plan and Smog Policy. As
we move towards a sustainable Punjab, all these activities are meant to facilitate the EPD in their
functions.

Project Management Structure
The Urban Unit has fulfilled the role as a prime consultant in collaboration with its sub-consultants EY
Ford Rhodes supported by EY MENA, EY France and Finnish Consulting Group (FCG) Asia Ltd. to improve
environmental governance with an increased institutional, technical, legal and financial capacity of EPD
Punjab and its related agencies.
Final Report Restructuring and Capacity Building of EPD Punjab
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The overall project team comprises of
national and international experts; headed
by International Team Leader from EY
France and Deputy Team Leader from
Finnish Consulting Group Asia.

Fig. 1.2 Core Team Management Structure

The team composition largely remains as per the inception report and the PC-II. However, we had made
the following adjustments to secure a smooth and timely completion of the project as per clause 3.6 (2)
(a) of the contract.
 Mr. Donald Ennis Carter, the Deputy Team Lead, was unavailable to spend more time on the
project due to personal commitments. He spent 2 months on this engagement. After discussions
with the Secretary EPD, a suitable replacement, Mr. Tapio Reinikainen was identified who has
a long experience in environmental management both in public and private sectors (including
industries). He has also worked in different senior advisory positions (as Senior Adviser/Special
adviser to the Minister/Chief Technical Adviser/Project Team Lead) at International level.
 Dr. Jeffrey William Bennett, the proposed International Expert for Environmental Monitoring
and Regulatory Expert (Economic Instruments), was unable to provide his consultancy services
in Pakistan. As an alternative, Mr. Alexis Gazzo and Dr. Sanval Nasim were interviewed and
identified as suitable replacements with no additional cost. Both consultants have considerable
relevant experience in market based mitigation, adaptation strategies and instruments.
 Dr. Joesph A. Weinstock, the proposed international Expert for Environmental Assessment and
Approvals, was unable to provide his consultancy services in the given timeframe and scope of
work. As an alternative, Ms. Auli Kainanen and Mr. Ville Pettry Hokka were considered for the
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said position. Whereas, Mr. Tapio Reinikainen was considered for the position of 'Sectoral
Expert-Decision Support' which was previously vacant at the time of the contract.

Project Deliverables
There were 7 major deliverables, as per contract, consisting of 11 reports as exhibited below;

1.0

Inception Report

2.0

Gap Analysis Report

3.0

Restructuring Reports
3.1
3.2

4.0

5.0

6.0
7.0

TNA Report
Restructuring Report

Legal Reports
4.1

MEAs Report

4.2

Environmental Governance and Monitoring Framework

4.3

New and Amended Laws, Rules, Regulations, Guidelines, SOPs, Checklists etc.

Technical Reports
5.1

Environmental Laboratories, SOPs for Environmental Sampling,
Recommendations on Environmental Quality Standards,
Environmental Modelling and Monitoring Framework

5.2

Environmental Approvals, Market-based instrument for Environmental
Management

ICT Solutions Report
Final Report

Approach and Methodology
THE APPROACH [IDDDS]: The overall approach for the project was a five step IDDDS approach which is
as follows;
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Identify – Understand the problem statement
Diagnose – Understand the gaps that need to be bridged
Design – Propose the future, the key to success
Deliver – Orientation/ information sessions to handover the design for implementation
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 Sustain – Confirming effectiveness and addressing unforeseen issues (beyond the project scope)
METHODOLOGY: The methodology of the project was categorized into three main components.
 Institutional Component
 Legal & Regulatory Component
 Technical Component
Each activity was done using the IDDDS approach to present a clear picture of how we envisioned the
project and helped us in identifying the gaps and bottlenecks in the environmental governance structure
of Punjab.

Chapter 1| Key
Project
Interventions
Overview

5

A detailed gap analysis of EPD and its related agencies was conducted to identify all the
deficiencies that are present within the current environmental regime. Each technical
process was reviewed and improved business processes for environmental monitoring and
laboratories, assessments and approvals, prosecution of polluters and use of market based
instruments were developed. Framework and guidelines for transfer and adoption of
cleaner technologies, especially low-cost – sector specific technologies for 5 major
industries and report on Multilateral Environmental Agreements (MEAs) were prepared.
Training Needs Assessment (TNA) of EPA Staff was conducted to evaluate knowledge and
skills, identify gaps that limit their performances and articulate training requirements as per
proposed organizational structures. ICT solutions were also provided for registration and
certification of industries, environmental laboratories, environmental consultants &
consultancy firms; environmental monitoring; assessments and permits approval and
complaint management. The File Tracking and Asset Management System are up and
running, whereas trainings have been provided to the relevant directorates.
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Village near Marala town in Gujrat District of Punjab
Source: https://www.dawn.com/news/1219865

Project Phases:
Inception and Mobilization Phase
Following the signing of the contract for the consultancy services for restructuring and capacity building
of EPD, the consultants embarked on the consultancy assignments as defined in the TORs and scope of
work. Initial meetings were conducted with an aim to clarify the TORs, and the strategy for the execution
of the project, in early 2017. Subsequent meetings were held to confirm the counterparts’ and their
commitment to actively participate in the preparation of the detailed approach and work plan of
activities. Several other bilateral meetings were held to further discuss and decide individual TORs for
consultancy firms and national and international consultants.
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A series of introductory and preparatory meetings with the Deputy Team Lead (International expert),
local team and the client were also arranged as part of the consultation process. These joint meetings
resulted in the preparation and design of the activities with strong engagement, interest and
involvement of all team members and the client.

Current State Assessment Phase
A detailed understanding of current structure of EPA, EPD and PET was developed by conducting a
number of interactive sessions and interviews with the relevant stakeholders and officers within EPD,
EPA and PET. In addition to these, supporting documents were also obtained to understand the function
of each one of the organizations, their functions and their sub departments.
The operating model for each of the Directorates within the EPA was then analyzed by mapping down
the business processes with the help of process flow charts (TFRs). These TFRs were built using a
walkthrough approach to map the current processes. Further meetings and workshops were repeatedly
conducted with the EPA management to obtain a thorough understanding, and finally the documented
processes were also vetted by the relevant process owners.

Environmental Assessment
Environmental Laboratories, Monitoring &
Reporting
Complaints Management & Prosecution of
Polluters
Social Sustainability & Climate Change

Strategy & Policy
Legal & Regulatory Framework
Governance & Institutional Framework

Human Resource Capacity
Support Functions

Administration

Finance

Procurement

Fig. 1.3 Gap Analysis Areas
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How quickly are the cases resolved by the
Environmental Tribunal?

Quick Read

0

No approved policy in place
A draft policy is available on the EPA website however
this has not been finalized.
Policy is silent on various elements which are core to
the environment. It does not provide a vision for
desired future aspirations of the province and not cover
any operating principles like good governance,
inclusivity, integration, global or international
cooperation, accountability, etc.

1000

2013

2767

2014

2256

2015

1565

2016

948 98

2000

3000
184

133
118

4000

25

1063

21

11

cases were
outstanding till 2016

17

The graph shows the total number of cases that are pending
with the Tribunals in the past. As can be seen by the trend, the
number of pending cases is reducing over time, however a
large amount of cases are still outstanding.

No systematized monitoring plan for Punjab
No monitoring plans or procedures in place.

Legal powers are centralized in one office

No time based reporting cycle and EPA Punjab has never
prepared annual environmental state of the environment
report as mention in PEPA 1997 (202) Section 6 (1) (d).

Legal powers are centralized in the head office; the
legal powers are concentrated with the central office in
Lahore essentially in one person that is the
Director General.

Data quality is questionable as there are no SOP’s for
sampling of all parameters or sufficient training for sample
takers.

In comparison to Baluchistan, as a Positive step
forward, legal powers have been given to regional or
district offices. This distributes the workload especially
when it comes to preparing for tribunal cases and
prosecution.

66
72

Approved

Number of
EIA cases
received and
approved at
the Punjab
EPA

17
2010

49

2009

Received

54

51

61

63
50

62

73

78

84

94

95

101

113

131

In labs, either necessary equipment or resources to carry out
the requisite tests are not available, or the equipment housed
in labs is not being used

2011

2012

2013

2014

2015

2016

17 Months

Case of EIA Installation of Lead Acid Battery Unit at FIEDMC [File No. F-36 (EIA)/DD (EIA)-16]
2017

Oct

Nov

Dec

Jan

Feb

Mar

Apr
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May

NOC
Issued

Sep

Presentation
by
Proponent

Aug

Meeting of Experts

Jul

Meeting of Experts

Jun

Public Hearing
Conducted
and MOM Issued

May

Public Hearing
Approval by EPA

Apr

Request for
Public Hearing

Mar

SIR
Received From DOE

Feb
Request to DO E for SIR
Review & comments
On EIA Report

Request for
NOC
submission

Jan

Review & comments
on EIA Report

2016

Meeting of
COD

2008

Analysis of EPD’s Environmental Governance
Even though governance related regulations and rules are in place along with PEQS and some draft
rules and regulations have been put into place in recent years, the matter of effective implementation
still remains a big challenge, requiring a need for restructuring and capacity building of EPD Punjab.
Some mandatory functions (along with EPD’s current status) for an effective Environmental
Governance Regime are as follow:
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Current Status of Mandatory Functions for Effective Environmental Governance in Punjab

Performance indicators to assess the
effectiveness of the enforcement
mechanism
Effective institutional arrangements:
Identification and initiation of
legislations, policies, systems and
processes within governmental
departments, educational institutes,
industries, R&D etc.
Provision for fair and responsive
resolution: Determination of
applications and compliance and
enforcement actions undertaken
fairly, without bias or undue delay,
and decisions documented and based
upon findings of facts, principally
through courts.
Clarity and coordination: Integration
of the environmental policy into the
economic planning process, between
national and provincial agencies, at
national and international level.

Level of enforcement
Accountability and integrity both
internally and externally while
regularly reviewing procedures to
assure the consistent rulemaking and
enforcement and maintaining the
flexibility needed to adapt to local
circumstances. Regular accountability
from individual to institutional level in
performing its required functions

Meaningful public engagement:
Consideration to all representations
made in relation to public
advertisements and consultation
regarding licensing and approval
applications and decisions.
Public access to environmental
information: the opportunity for
participation in environmental
decision making, and access to justice.

Transparency about budget
allocation, processes, expenditure
systems, activities & implementation
needs. Additionally, ensuring that
environmental laws are fairly and
transparently carried out to build
greater credibility for the EPA’s role
and expertise within government, civil
society, and the agency itself.
Development and implementation of
environmental management systems
at district and tehsil levels

Following up with environmental
management plans
Market-based instruments for
environmental management.
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2
KEY INTERVENTIONS
2.1. Organizational Restructuring and TNA
2.2. Improved Legislative Framework
2.3. Improved Business Process
2.3.1. Environmental Assessments and Permitting
2.3.2. Monitoring, Laboratories and Reporting
2.3.3. Complaints and Prosecution of Polluters
2.3.4. Best Available Techniques
2.3.5. Market Based Instruments
2.4. ICT Based Solutions

Organizational
Restructuring and
Training Needs
Assessment

2.1
Organizational Restructuring and TNA
The project aims to improve the processes and enhance the capacity of institutions that make key
environmental decisions related to effective environmental governance, improved environmental
compliance and management required for sustainable development in the province.
The existing organizational structure, capacity assessment and technical processes were evaluated
through a detailed gap analysis and capacity and training need assessments to identify all the deficiencies
present within the current environmental regime. Taking into account the identified gaps along with a
benchmark analysis with best and comparable economies around the world, a future state for
environmental governance in Punjab has been designed. The proposed future state institutions are
structured based on the concept of separation of powers that have been separated into 3 distinctive
branches; Legislative, Executive and Judiciary.
In addition to that, the roles within the new environmental institutions have been divided into four
authoritative areas. These include:
1

Regulation and Policy

Provides a supervisory role which will be responsible for setting the high level strategy
and making a broad based policy. This role will include drafting regulation for
Parliament to promulgate laws to protect the environment and also drafting of
environmental policies for/on behalf of the government.

2

Enforcement

Ensure that the legal procedures are in place to ensure that there is strong and
independent regulation, allowing clear accountability of the defaulter. This role will
include EIAs, IEEs, and other permitting procedures, making enforcement decisions to
put law and targets in practice, issuing administrative penalties and taking polluters to
the court.

3

Monitoring

Ensure that true facts are collected and shared through the enablement of
technology, allowing equal access to environmental information and justice across the
board. This role will include verifying compliance of industries with laws, emission
limits and EQSs, producing and presenting facts through observations measurements
and environmental monitoring, storing and analyzing data.

4

Advisory and Support

Ensure that fair treatment is provided to everyone by advising them on how to
perform better through capacity building programs and changing the perception that
environment suitability is a hindrance to development along with ensuring continuous
development. This role will include organizing information mechanisms with
industries to create BAT reference documents, decisions on BAT technologies and
emission limits, advising industries on how to comply with environmental legislation,
policies, standards and enforcement decisions, capacity building programs for
environment sector, supporting pilot plants, which strive to do better.

The proposed organizational restructuring is summarized in this report, however its detailed descriptions
are referred in Restructuring Report 3.1 (Restructuring of Environmental Governance in Punjab).

Final Report Restructuring and Capacity Building of EPD Punjab

2 l Key
Interventions
Chapter
Chapter
| Key
Interventions

9

The diagram below provides a summary of future institutional structure.
Judicial
Power

Executive Power

Environment
Tribunal
Green Judge +
two judges with
Environmental
expertise

North

Legislative Power

Chief Minister

Punjab
Assembly

Minister of
Environment

Executive power
sends new drafted
legislation and
policy for approval
to assembly

Ministerial board on
Sustainability

Environmental Protection
Council

Environment Protection
& Climate Change
Department

Center

Other
Departm
Sustainable
Development
Endownment Fund

Committee of Agencies
South

Magistrates with
enviromental
sections
Public Prosecution
Department
Training of
nominated
environmental
prosecutors

Environmental
Protection Agency

Environmental
Monitoring Centre

Institute of Environmental
Technology and Training

Enforcement

Monitoring role

Advisory and supportive
role

Divisional

District

Fig. 2.1: Future Institutional Structure of EPD and its associated agencies

The Figure 2.2 summarizes a comparison of the old strength and the new strength that will be required to
service the future state institutional structure.

Fig. 2.2: Proposed number of staff Future Institutional Structure of EPD and its associated agencies

The new Executive staff looking after the environmental governance in the province will add up to
1,797. This total only includes staff above Grade 13. Whereas, the break-up of staff is given as;
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The EP&CCD will require sanctioning of 75 positions
The EPA will require sanctioning of 1,374 positions
The EMC will require sanctioning of 241 positions
The IETT will require sanctioning of 107 positions

It is recommended that the Department and the Associated Agencies classify the future positions into
three main categories:
1. Positions which are strategically important
2. Future leaders of the organizations
3. Core executors of the organizations

02

Middle Management
Asst. Directors/Asst.
Chiefs/Research
Analysts/Research
Associates

03

Lower
Management
Seniors Inspectors/
Inspectors

04

Support Staff
Field Officers

Executers

01

Future Leaders

Strategic Importance

Directors/Deputy
Directors/Deputy Chiefs

Executers

Senior
Management

Executers

Top Tier
Secretary/DG/
Chiefs

05

Fig. 2.3: Future Positions/HR Structure

A breakdown by grade is as follows:

Table 0.1: Grade Wise Future state strength

Grade
Grade - 21
Grade - 20
Grade - 19
Grade - 18
Grade - 17
Grade - 16
Grade - 15
Grade - 14
Grade - 13

Number
1
3
28
104
298
560
99
388
423

It is important to build the capacity over time but ensuring
that the right level of talent is brought into the
organizations.
If the Department and Associated Agencies would like to
consider changing the legal structure of any one or more
institutions (i.e. to change it to a Company or an Authority),
an updated pay structure can be suggested which is more
market competitive. Such a pay structure is set in a way to
maximize the long term and short term benefit to the
employees, so that a balance between retention and
contentment can be achieved. Usually the compensation
can be divided into a fixed component to reward past
performance and into a variable component to promote
future loyalty. However for the Department and its
Associated Agencies a mix of BP Scales and MP Scales has
been suggested.

These new positions will have to be filled by existing staff and additional external hiring through Punjab
Public Service Commission (PPSC). The newly hired staff will be based on 25:75 ratio, were 25% of the
staff will be hired on the MPS scale and 75% on the BPS scale.

Final Report Restructuring and Capacity Building of EPD Punjab

Chapter | Key Interventions

11

 Positions which are mostly administrative will be filled by Government Employees within the
Basic Pay Scales (BPS) as approved by the Government of Pakistan.
 For positions that are technical, expertise will need to be hired1 externally through the private
sector.
 MP Scales2 will be used for contractors who will be hired for technical positions e.g. Director
BAT
 BP Scales will be used for permanent staff who will be hired for regular positions e.g. Director
Enforcement
Moreover, it is recommended that after 5 years, the percentage mix between the three cadres be reevaluated to reflect the internal capacity that the Department and its Associated Agencies will be building.

Training Need Assessment
As part of this Restructuring and Capacity Building of EPA project Training Need Assessment (TNA) was
conducted with the aim of identifying a comprehensive list of knowledge, skills and attitudes required
for the future state of EPD.

A total of 6 TNA sessions were held with
approximately 50 to 60 participants in
each session; these included both
gazette and non-gazette officers of the
EPD.

The sessions focused on
thirteen different thematic areas.
Some of these thematic areas
area part of the current state
already, however some
additional elements were added
to cater to the future state of the
EPD.

Four of these areas related to
the support functions that any
organization has and included:

Nine of these areas related to
technical elements of the
environmental value chain, and
included:

(1) Human Resource (2) Procurement (3)
Finance (4) Administration

(1) Environmental Impact Assessment (2) Environmental
Regulations (3) Environmental Economics (4) Environmental
Monitoring (5) Environmental Laboratories (6) Environmental
Modelling (7) Environmental Complaints (8) Information
Technology (9) Multilateral Environmental Agreements

Fig. 2.4: Brief on Training Needs Assessment Exercise

These discussions were followed by questionnaires filling activity for which a four stage approach. The
first part of this included a role analysis to understand what the responsibilities of the person filling the
1

After several discussions it was agreed that in accordance with the design principles of transparency and accountability set out at the best of
the future state design that the pay scales for the future will stay within the approved Government limits. Therefore for technical positions for
which external experts will need to be hired, MP Scales will be applicable which allows for higher salaries to be paid for expert positions.
2 The future state institutions have several specialized positions as shown in the organograms and to attract the top talent in the industry, ideally
competitive rates should be offered, however due to the limitation of accountability, the pay scales will be limited to MP Scales.
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The positions that will be filled using the MPS scale will be the ones that require high level of expertise.
The whole process of filling in the new positions will be done in steps.

questionnaires entails, followed by identification of gaps focusing on the knowledge, skills and attitudes
of the different participants, in terms of relevance and competence. The third part identifies the training
requirements focusing on the relevance of the training required, the target competence to be acquired,
and the final part of the questionnaire focused on the learning style as to what would be the best way to
deliver the desired trainings. The summary of results are presented as under;
For all technical areas the Expert level
competence ranges between only 0% - 12 %,
excluding Environmental Regulation where 29%
of respondents rated their knowledge at Expert
level. This clearly highlights the need to arrange
knowledge sessions on all of the technical areas
to pull the majority of the responses to a more
acceptable level.

A
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S
The Skills sit at Moderate level for the majority
of the technical areas, which is not sufficient
enough for an institution that should be the
expert in environmental issues.

Attitude

Most of the staff has Moderate competencies for
most behavioral competencies. However
measuring these competencies is not very easy
and from the interaction with the participants in
the six training sessions, the TNA and HRM
experts noted that most of the staff lacked the
soft skills needed for perform their jobs.

K

Fig. 2.5: Snapshot of Training Needs Assessment Results
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GAPS IN EXISTING

LEGISLETIVE
STRUCTURE

Unclear/missing definitions/concepts of Biodiversity, Water
Resources, Persistent Organic Pollutants (POPs), Genetically
Modified Organisms, E-waste, Clinical Waste, Right to safe
drinking water, Doctrine of Public Trust, Market Based Instruments
(MBIs), Best Available Techniques (BAT) and Water Justice in
PEPA 2017 (amended 2012).
In PEPA 2017 (amended 2012), the classification of
environmental assessments does not cover all project types
such as air conditioner or fan production. Moreover, there is
no recognition of any activity related to groundwater and
vague terminologies are used for enlisted projects types.
No formal mechanisms for effectively handling interprovincial and transboundary environmental issues.
Attempts have been made by Sindh and Balochistan to
address this gap in their respective environment laws
post 18th Amendment.

No implementation mechanism of MEAs is available
at provincial level and lack of federal-provincial
linkage mechanism.

EPA Punjab has never prepared annual
environmental state of the environment report as
mention in PEPA 1997 (amended 2012) Section 6
(1) (d). Furthermore, EPA Punjab has not yet
prepared its own Sectoral Guidelines for
Environmental Assessment and checklists for
small nature projects
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No proper records have been maintained on the number
of fines collected within either the Tribunal or the EPA.
Therefore data on the total number of fines, or penalties
issued till date, and the status of recovery is missing.

Tribunals or the High Court may also impose
penalties in the form of remedial measures that are
issued with no proper prescribed procedures for the
offenders to follow which leads to improper
enforcement of legal orders.
No mechanism for tracking of pending cases or the
cases is available at the Tribunal and Legal Directorate
of EPA. Due to this, cases cannot be prioritized and drag
along for a long time.

Tribunals do not have the administrative
capacity to deal with so many cases at once.
For a number of cases the technical members
of the bench are missing. Moreover, witnesses
do not make it to court in time and sometimes
the same witnesses are presented for a
number of cases.
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2.2
Improved Legislative Framework
A legislative framework is necessary and indeed is a key to successfully support and implement the
objectives of any organization. A defined set of laws, rules and regulations governing the rights and
responsibilities of the Government, EPA/EPD, and general public in order to protect environment from
degradation is the foundation of a nourishing environmental regime. As a part of the EPD restructuring
project, interventions were proposed against the gaps identified in Gap Analysis, following the inception
report. IDDD (Identify, Diagnose, Design, Deliver) approach was adapted in this regard that included
review of existing environmental laws, rules, regulations and guidelines along with the current practices
for implementation of Multilateral Environmental Agreements (MEAs).
The current legal framework in the province is driven by the Punjab Environmental Protection Act 1997
(Amended 2012), containing certain provisions related to environmental approvals, environmental
management, public information disclosure and relationships between EPD/EPA and other
stakeholders. Although the existing framework provides a satisfactory recipe for basic environmental
regulation, there were several shortcomings noticed with regard to missing, incomplete or insufficient
provisions, thereby resulting in poor environmental situation in Punjab. Major actions in the EPD’s
legislative structure were suggested in the form of revised “Punjab Environment Protection Act, 2018”
(PEPA-2018, the proposed Act) along with SOPs with clearly defined roles & responsibilities for
compliance with Multilateral Environmental Agreements (MEAs).
The single statute, “PEPA-2018”, established the institutions envisioned, namely EPA, EMC and IETT and
set out their respective powers and functions as proposed in the future state design. Establishment of
new state of the art departments like Environment Management Center and Environment & Technology
Institute in the amended PEPA 2018 includes details on powers, functions, internal composition and
procedures. It is expected that operations of these departments shall not only define the workload and
responsibilities of existing staff but also improve the transparency and accountability while regulating
environment in a systematic manner. The proposed institutional structure us envisioned to develop new
regulations, improve coordination between various concerned departments, and encourage the
updating of legislative framework, as the focus on environment keeps evolving.
In order to improve the scope of environmental regulation and recognizing the EPA’s greater role in
protecting environment under case-law of Superior Judiciary and MEAs, the previous act was amended
with several additions such as clear definition of terms like Biodiversity, Water Resources, Genetically
Modified Organisms, E-waste, Clinical Waste etc. The concepts of right to safe drinking water, Doctrine
of Public Trust, and Water Justice were incorporated into the proposed Act. In the same manner, new
laws, rules and regulations were developed covering new concepts such as that of Market Based
Instruments (MBIs) and Best Available Techniques (BAT). As defined in the institutional structures, the
Legal and Administrative Directorate would be responsible for the development of new legislation,
including the updating of acts, rules and regulations as and when required later.
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Previously, enforcement of MEAs at provincial level was disregarded to the extent that the MEAs
directorate was completely vacant. An entire deliverable was submitted that focused on processes and
processes for compliance with responsibilities enjoined under MEAs to which Pakistan is a signatory.
Post 18th amendment, on ground implementation of these MEAs at provincial level raised many
questions as there was no active federal-provincial linkage mechanism. A comparative study of treaty
making and implementation was done by analyzing the powers in the federal republics of India, Canada
and Germany as a conclusion of which, a provincial-federal linkage and mechanism was developed for
effective implementation of MEAs in Punjab. The research also specifically identified roles &
responsibilities of relevant primary, secondary and tertiary authorities responsible for the enforcement
of 14 MEAs and coordination mechanism between stakeholders. SOPs were prepared against each MEA
for smooth reporting and development of inventories at provincial and federal level. The new structure
complements the requirements and reporting of GSP plus as well. As the mechanism of linkage was
missing in the previous legislative framework, this has also been added formally in Chapter 11 of PEPA2018.
In the same way, responsibilities of the Legal directorate within EPA were provoked through the
restructuring project, which will look after legal matters of different districts and divisions. It was
suggested to consolidate all the legal matters in this Directorate to improve coordination. The concern
of Capacity building of EPA’s environmental prosecutors for action upon violations, along with support
in operational evidence was also defined in the functions of legal directorate. Furthermore, as a finding
of Gap analysis, it became apparent other provinces have assigned the responsibility of inter-provincial
coordination on environmental matters to their respective Environmental Protection Councils. The
PEPA-2018 assigned such responsibility to the EPD for coordination purposes.
Within the Punjab Rules of business, the allocated limited scope of responsibilities was widened to allow
the EP&CCD (new proposed name for the Department) to take on a policy and oversight role over new
and additional responsibilities. Such new responsibilities included specific power to interact with the
Federal Government and other provinces with respect to the implementation and reporting of MEAs as
well as to interact with other provincial departments in the enforcement and application of
environmental laws. The provision of making it mandatory for EP&CCD to refer to the Rules of Business
after amendments was also suggested in relation to stipulated projects, environmental issues, and
implementation of MEAs.
In the overarching PEPA-2018, which is a base of legislative framework and an output of this
restructuring activity, devolved decision-making and adjudication structure was proposed in the future
state design. EPA’s regulatory functions would be subjected to assignment to Division and District level
eventually saving time for project proponents/affectees in filing complaints. The provision of
Environmental justice is sought by widening the scope of adjunction at District level in the existing
Environmental Magistrates, which is currently limited. Similarly, the introduction of chapter on ‘Conflict
Management’ and ‘Establishment’ in PEPA-2018 will result in improved service delivery as well.
Undoubtedly, sustainable development and environmental governance are products of a properly
implemented legislative framework. Envisioning Punjab as a sustainable federating unit, the proposed
interventions for restructuring shall enhance the scope, power and accountability of the legislative
structure, thereby improving the state of environment.
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A useful way of identifying the potential impacts of a project is to identify all the activities or sources of
impact that could arise from construction, operation or decommissioning of the project. Environmental
assessment instruments are used to identify the potential impacts and for an effective environmental
enforcement. These environmental instruments includes some guidelines and checklists that are
proposed / amended under this consultancy.
Sectoral Guidelines has been amended and developed. These guidelines will assist proponents to identify
the key environmental issues that need to be assessed as well as mitigation measures and alternatives
that need to be considered in the actual EIA. List of 09 Sectoral Guidelines is exhibited below:
Sr. No.
1.
2.
3.
4.
5.
6.
7.
8.
9.

Sectoral Guidelines
Sectoral Guidelines for Environmental Reports, Major Thermal Power Stations
Sectoral Guidelines for Environmental Reports, Major Roads Guidelines
Sectoral Guidelines for Environmental Reports, Oil & Gas Exploration and Production
Sectoral Guidelines for Environmental Reports, Industrial Estates
Sectoral Guidelines for Environmental Reports, Major Chemical & Manufacturing Plants
Sectoral Guidelines for Environmental Reports, Protected Areas
Sectoral Guidelines for Environmental Reports, Archaeological Sites
Guidelines for Public Consultation
Sectoral Guidelines for Environmental Reports, Cement Plants & Power Plants

Whereas, apart from these guidelines, 19 Checklists has also been amended and developed for the
activities that are of small nature and are not covered in the project categories of IEE/EIA (Review of IEE
& EIA regulation, 2000). The project proponent will be obliged to use these checklists. Completed checklist
will be submitted to the Punjab Environmental Protection Agency to evaluate and assess the
environmental impact of the proposed project before granting its approval. These include;
Sr. No.
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.
16.
17.
18.
19.

Checklists
Brick Kiln Units
Construction or Expansion of Bus Terminal
Carpet Manufacturing Units
Canal Cleaning
Flour Mills
Forest Roads Construction
Housing Schemes
Marble Units
Petrol and CNG Stations
Poultry Farms
Rural Schools and Basic Health Units
Sanitation Schemes
Stone Crushing Units
Tourist Facilities in Ecologically Sensitive Areas
Tube-well Construction for Agriculture and Irrigation Purposes
Urban Areas Road Construction
Watercourse Construction and Lining
Water Reservoirs in Arid Schemes
Water Supply Schemes
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Environmental
Assessments &
Permitting
Violations were noticed in the internal EIA
processing such as incomplete reviews, missing
decisions of confirmation of completeness, public
hearings launched when the scrutiny was still ongoing.

Only 4 ADs are present in EIA Directorate to review the
EIA/IEE cases. Further, the experts have been engaged on
voluntarily basis.

Additional assessments such as Cumulative or
Strategic Environmental Assessments are missing to
assess cumulative impacts from multiple projects and
large projects having transboundary and/or sector policy
and/or planning significance.

---------------------------The EIA process starts at the construction stage;
instead it should be initiated much before that at
the planning stage. The Baluchistan Environment
Protection Act in comparison, requires certain measures
to be taken prior to the construction phase including prior
approval from the concerned building authority and
submission of an action plan to the concerned council to
carry out the activities for a specific time period as to
provide the general public or road users an alternative
corridor.

The law does not have a provision for technical
experience or qualification requirements for officers
reviewing EIAs and the DG Legal itself.

The IEE/EIA classification does not cover all project
types such as air conditioner or fan production. However,
there are broader project type gaps such as no
recognition of any activity related to groundwater and
unclear terminology that the current projects types have
been defined with. Moreover, the projects are

segregated on the basis of costs rather than the
anticipated impacts.

Almost

2,500 to 3,000 cases

of environmental approvals are

pending at the moment.

Public consultation process is weak and often
nominal, taking place only when the EIA review has
been deemed completed by Competent
Authorities. The attendee numbers, representation of
stakeholders and affected people in the public
participation events can be very limited and how the
stakeholders are selected remains unclear. As one
example, urban master planning project that concerned
nearly 1 M people was dealt with one public participation
event that had some 60 participants.

2.3
Improved Business Processes
2.3.1 Environmental Assessments and Permitting
Environmental Assessments and Permitting
Environmental Assessment is a decision-making support instrument that aims at identifying, predicting,
evaluating and mitigating the biophysical, social and other relevant environmental effects of development
proposals prior to major decisions being taken and commitments being made IEE/EIA is not only a simple
environmental protection tool, but an instrument for strengthening environmental management
processes.
In order to improve the EIA review and approval process of Punjab EPA, and the resulting quality of the
Environmental Assessment Reports, the Punjab EPA IEE/EIA process were assessed together with selected
EIA cases in Punjab (reflected in the Gap Analysis report). In addition to the main weaknesses noticed in
the IEE/EIA review process (during the Gap analysis) in Punjab, the main underlying factors causing
bottlenecks in the process are;
 Lack of sufficient staff,
 Lack of expertise,
 Limited public hearing practice with no formal redress mechanism,
 Lack of monitoring and
 Lack of laboratory capacities for carrying out monitoring

Fig. 2.6: Gaps identified at different steps in existing Environmental Assessment Process
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There are different steps involved in the Environmental Assessment process and practices such as
screening, scoping, baseline data collection, public participation, review and appeal and monitoring.
To further enhance and systematize the review process, recommendations were made at each step for
improvements into the current EIA review process of Punjab EPA with the aim to ensure ease of business
and at the same time meeting environmental protection requirements. An enhanced internal EIA/IEE
business process has been developed on the base of gap analysis and it is presented in the Figure 2.7.

Fig. 2.7: Key interfaces of enhanced Environmental Assessment Process and flow of information

The project Team has developed an IT based official Interface for EPA in order to overcome the observed
bottlenecks in the process and speed up and ease handling of EIA’s and IEE’s. This new system will improve
the business process by bringing in transparency in the process and help regain the trust among key
stakeholders.

New Assessment Tools Environmental Permitting, SEA and CEIA
In addition to the improvement in the existing system of Environmental Assessment and approvals, by
introduction of IT based solution to remove the bottlenecks in the current system, new assessment tools
have been proposed during the course of this project. These new systems have been considered as the
need of an hour keeping in mind the rapid blooming industrialization and fast track deterioration of
environmental conditions. The proposed systems will support the department in the overall improvement
of Environmental Governance and Management in the Punjab Province. The proposed new environmental
assessment tools are flashed hereafter whereas their detailed descriptions are referred in Technical
Report 5.2 (Environmental Approvals and Market Based Instruments).
Environmental permitting
Environmental permitting is the most important tool in controlling pollution in most of the countries.
In the EU the directive 2010/75/EU on industrial emissions (Integrated pollution prevention and control)
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aims to simultaneously control environmental impacts of industries to all compartments of nature as
“different approaches to controlling emissions into air, water or soil separately may encourage the
shifting of pollution from one environmental medium to another rather than protecting the
environment as a whole.
In Punjab, it is proposed to have an environmental permitting system for the operational phase of
development projects. It is, therefore, appropriate to provide for an integrated approach to prevention
and control of emissions into air, water and soil, to waste management, to energy efficiency and to
accident prevention”. This approach is also applied in the environmental permitting procedure. Like other
parts of the world, In Punjab it is also proposed that environmental permits should have linked with Best
Available Techniques (BAT) that aims at a high level of protection for the environment as a whole by
stipulating the operating permits of industries with conditions based on BAT.
Strategic Environmental Assessment (SEA)
SEA is a systematic decision support process, aiming to ensure that environmental and other sustainability
aspects are considered effectively in policy, plan and programme making. In this regard, a guide for
developing SEAs has been prepared and submitted in Technical Report 5.2. Particular attention is paid to
the effectiveness and usefulness of environmental assessment in the preparation, decision-making and
implementation of plans and programs. The guide is a recommendation of good practice. The
interpretations and recommendations set out in this guide are indicative and have no legal validity.
Strategic Environmental
Assessment (SEA)

Policy

Plans
Programs
Environmental Impact
Assessment
Projects

Fig. 2.8: SEA: Up-streaming environmental considerations

Cumulative Environmental Impact Assessment (CEIA)
CEIA is useful when information on the combined effects of projects is necessary to provide confidence
to proponents, decision makers and the public about the broader context and longer-term environmental
conditions likely to result from and action, project or projects. This approach can be justified especially in
areas where a large number of projects/industries are planned to be located in fairly short space of time
(e.g. within 5-15 years), like the planned Special Economic Zones (SEZ’s) of China-Pakistan Economic
Corridor.
Multiple and successive environmental and social impacts from existing developments, combined with
the potential incremental impacts resulting from proposed and/or anticipated future developments, may
result in significant cumulative impacts that would not be expected in the case of a stand-alone
development, thus requires Cumulative Environmental Impact Assessment.
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Monitoring &
Reporting
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No time based reporting cycle and EPA Punjab has
never prepared annual environmental state of the
environment report as mention in PEPA 1997
(amended 2012) Section 6 (1) (d).

No comprehensive and coherent monitoring plan
which covers all relevant aspects of environment (air,
noise, water, waste water, etc.), industrial sectors,
geographic regions and assesses/ enforces
compliance with notified EQS and conditions set out
in EIA.

Data management strategy is missing. Data quality is
also questionable as there are no SOP’s for sampling
of all parameters or sufficient training for sample
takers. Scientific procedures are not followed while
collecting samples. The modern technology is not
used sufficiently as modelling; GIS techniques or online measurement technologies are not in place.

Monitoring data is not used to the fullest possible
extent or used very late so that the information
becomes outdated. EPA has no role in monitoring of
biodiversity (endangered species, habitats, migratory
birds, forests, fish, etc.), climate change, Persistent
Organic Pollutants (POPs), hazardous waste, and very
limited contribution in protecting and conserving
sensitive areas of Punjab such as RAMSAR sites.

Objective assessment of facilities is missing at
central and regional labs. In labs, either necessary
equipment or resources to carry out the requisite
tests are not available, or the equipment housed in
labs is not being used / functional. Due to the lack of
assessment as to its requirements, adequate fund
allocation for upgradation and maintenance of lab
facilities could also not be ensured resulting in further
degradation of the lab facilities
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2.3.2 Environmental Monitoring, Laboratories and
Reporting
Establishing a comprehensive environmental monitoring mechanism is essential for ensuring and
safeguarding the environment for maintaining its goods and services to sustain development in the
province. Environmental Laboratories form the backbone of environmental monitoring which is one of
the key tasks of an Environment Protection Agency (EPA) and bounded by the Punjab Environmental
Protection Act, 1997 (amended 2012) in Section 6 (1) (i) to;
“Establish systems and procedures for surveys, surveillance, monitoring, measurement, examination,
investigation, research, inspection and audit to prevent and control pollution, and to estimate the costs of
cleaning up pollution and rehabilitating the environment in various sector.”
Environmental monitoring is critical to knowing whether the quality of our environment is improving or
deteriorating. Information gathered through environmental monitoring is important to many different
decision makers, both inside and outside the Environment Protection Department and different other
stakeholders. With the results of monitoring, the Environment Protection Department can make informed
decisions about how the environment will affect the citizens of the Province and how the citizens are
affecting the environment. This information also help other government departments to make their
policies keeping in view environmental implications and helps community at large in understanding
expected impact of environmental changes to their way of life. Timely and effective responses to
environmental emergencies, such as smog, are impossible without adequate information and analysis to
forecast such situations beforehand.
Keeping in view all these necessities and long term benefits along with the observed bottleneck, the
consultants proposed the following developments to improve the monitoring system in the province;
 Proposal of a separate Environmental Monitoring Center (EMC)
 Framework for development of quality management for laboratories
 Procedures and outputs/results of establishment of well managed environmental
laboratory/EMC
 Framework for the Certification of Environmental Laboratories
 SOPs for inspection and certification of Environmental Laboratories
 Recommendations on Quality Assurance / Quality Control (QA/QC) System
 Proposal for accreditation of EMC from Pakistan National Accreditation Council (PNAC)
 Comparative analysis of Punjab Environmental Quality Standards (PEQS)
 SOPs for environmental sampling and testing & analysis
 Environmental Modelling Framework and recommendations on Workable Models
 Comprehensive Environmental Monitoring & Reporting Framework
It has been proposed that the EMC will perform the Monitoring Role ensuring that accurate data/facts
are collected and shared through the enablement of technology, allowing equal access to environmental
information and justice across the board. This role will include verifying compliance of industries with
laws, emission limits and PEQS, producing and presenting facts through observations, measurements and
environmental monitoring, storing and analysing data. EMC will have a reference environmental
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laboratory (testing and calibration) for regional and private laboratories in order to enhance their level of
performance. It will also develop horizontal linkages in the form of collaboration with other departments
for sharing of information/monitoring parameters and resources that will help improve the overall
monitoring regime in the province.
The EPA will have three different directorates under it, with set roles for each. These include:
PLANNING, COLLECTION AND ANALYSIS DIRECTORATE










Develop the yearly data collection plan
Develop the data strategy
Create a network of data collection
Data insertion controls to ensure data quality
Descriptive and diagnostic analysis
Predictive modelling to forecast future environmental behaviours
Development and deployment of ICT and GIS supporting data collection
Data gathering to assist the EP&CCD in the preparation of the SOE report

LABORATORIES DIRECTORATE
•
•

•
•
•

MONITORING DIRECTORATE
•

Run the reference laboratories
Develop a repository of reference
values for testing that will be
followed by the other private
sector laboratories.
Manage network of laboratories
throughout the province
Facilitate quality development of
all the laboratories including the
private sector in the province
Providing assistance with private
laboratories registration

•

•

Ambient air, soil and water
monitoring
Monitoring of water, air, soil,
land cover, waste,
biodiversity, natural
resources, noise, climate, and
hazardous substances
Compliance of PEQs
o
Complaints Monitoring
o
Permits Monitoring

Fig. 2.9: EMC Directorates and its functions

Punjab Environmental Monitoring Centre (EMC) would take scientific information and makes it accessible
to non-technical audiences by providing information about environmental conditions, trends and
pressures, prediction and forecasting, health advisory and many more. In order to initiate the process,
EPD would invite all relevant organizations, which perform environmental monitoring activities, do long
term environmental research or have relevant environmental data sets to join Environmental Monitoring
and Indicators Network (EMIN)3. The project should facilitate EMIN and build capacities of the EPD (and
its agencies) to establish a monitoring programmes, data sharing policies, meta-database and databases
in order to support evidence based environmental decision making and State of the Environment
reporting.
The information will be collated and shared with Strategy and Policy Directorate of EP&CCD for
preparation of Punjab State of Environment Report (SoER). This would be a periodically published report
3

In order to design environmental monitoring programmes for Punjab in a cost-effective manner it would be feasible to apply EMIN- process
(Environmental Monitoring and Indicators Network). EMIN is a cost-efficient way to have sufficient understanding on the nature of
environmental problems that Punjab is facing now. It starts from defining what kind of indicator framework should be selected for selecting
indicators for Provincial Core Set of Environmental Indicators (PCEI).
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and form the basis for effective environmental and sustainable development planning by examining the
current conditions and trends of environmental indicators influenced by local, regional, and
transboundary pressures. The report would be developed by using Provincial Core Set of Environmental
Indicators (PCEI). The SoE report can be used to strengthen the environmental sustainability of provincial
development plans and policy decisions.
The Strategy and Policy Department of EP&CCD will use Driving force-Pressure-State-Impact-Response
(DPSIR) model for greater details in order to design environmental monitoring programmes for Punjab in
a cost-effective way. The D-P-S-I-R Model will help the department to support decision making through
the provision of credible environmental information. This will also help to present the environmental
indicators needed to provide feedback to policy makers on environmental quality and the resulting impact
of the political choices made, or to be made in the future.
1. Drivers
Push Changes on
environment

5. Response

2. Pressure

Actions that can be taken
to better acheive a more
sustainable future

Trend that appears in the
environment resulting from
a driver

4. Impact

3. State

Implications of the current
state on humans and the
environment

Current environmental
conditions and trends

What is happening to environment and why?
What are the consequences for people and environment?
What is being done and how effective it is?
Fig. 2.10: DSPIR Model for SoER

Punjab EMC will also do monitoring against the complaints relate to events and environmental problems
or perceived problems that can be useful for management purposes and may indicate situations where
consents may be required in future to better address adverse effects created by permitted activities. It
can also help to fill gaps in knowledge and information about the quality of the environment and
community attitudes. In the long run, it may be possible to use complaints monitoring to help develop
trend data and add value to state of the environment reporting. This relies on having an integrated
approach to monitoring and reporting within EPA and other entities.
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Monitoring requirements are also crucial for the operating permits. Assessing and documenting
compliance with permits and regulations provides information to the facility owners/operators/
industrialists to self-assess their performance relative to meeting air pollution requirements, and to
support them in determining the proper corrective actions, when necessary. Punjab EMC will do regular
monitoring as per Annual Ambient Environmental Monitoring Plan. However, it will also do monitoring
upon request from EPA directorates to either check the compliance of EQS of specific industry or
monitoring as per the requirements of EIA, operational or tradeable permits. This will help EPA Punjab
to set out the core regulatory and targeted compliance interventions and also help to promote
transparency and bring an opportunity for businesses to review and where necessary correct their
practices, prior to any intervention by the regulator.
Control of Compliance
Legal Obligations

Permit Requirements

MEAs Commitments
Reporting

ENVIRONMENTAL
MONITORING

Protection of Public
Interest

EIA Requirements

Complaints Handling

Environmental Indicators
(PCEI and SDG)

Trends in environment

State of Environment
Reporting

Renewal of priorities,
strategies and programs

EVIDENCE BASED DECISION
MAKING
Fig. 2.11: Overall Approach for Environmental Monitoring

Need assessment of these labs was also conducts as a part of this consultancy which would enable the
authorities to recognize the gaps in the functionality, equipment, quality of work, health and safety
measures and sustainability etc. and help identify possible solutions to fill the gaps.

Final Report Restructuring and Capacity Building of EPD Punjab

Chapter | Key Interventions

26

27
Chapter | Key Interventions

Case Study of

Sialkot Tanneries
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EPA is required to certify laboratories to conduct tests
and analysis of environmental quality parameters and
get accreditation for its own establishment, under EMC,
from Pakistan National Accreditation Council (PNAC). The
existing system has not been capable enough to get
accreditation and has also been inefficient in performing
certification due to a variety of reasons which has
inculcated dissent and resentment between EPA and the
public/private labs applying for certification. Hence, the
process had to be streamlined and automated to make
evaluation easier and response timely. A GIS/MIS based
system has been designed for providing certification as a
solution to make the application and scrutiny of the
cases easy, transparent and thorough. Once all the
documentation of the labs is complete and all systems
are in place, EMC can also apply for accreditation
according to the criteria mentioned.
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EMC laboratories need to be financially sustainable in
order for them to function smoothly and conduct regular
O&M. Existing lab has rates set for sampling and testing
of environmental quality parameters but these are
outdated, as they were last notified in 2013, and need to
be revised. Hence, feasible rates to provide testing and
analysis facilities to stakeholders and also to make the
EPA labs self-sustainable are proposed. Proposed rates
reflect the market prices in order to provide relief to
industries and stakeholders and encourage monitoring
and reporting.
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An environmental lab must have a QA/QC system in
place which is designed to identify policies, organization,
objectives, functional activities, and Quality
Assurance/Quality Control activities aimed at achieving
quality goals desired for operation of a laboratory. A
QA/QC manual is primarily intended for use by
laboratory personnel to ensure reliability of results. It is
important for a testing lab that the QA/QC manual
should be in compliance with ISO 17025 criteria as a
benchmark as proposed.
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to hazards and the temporal effects from the exposure-making environment polluted. Four types of
environmental models were reviewed that include Dispersion modelling, Receptor modelling, Surface
water modelling and Groundwater modelling. Whereas, most suitable models were selected in each
category and discussed in Section 2 of Technical Report 5.1.
Standard Operating Procedures (SOPs) were also developed to provide step-by step guidance to the lab
personnel in carrying out a specific task or complex routine operations. The idea is to improve efficiency,
consistency and quality of output. An environmental lab should have standardized SOPs for sampling and
testing and analysis and user manuals for operation and handling of complex equipment in order to get
verifiable and good quality results.
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ENVIRONMENTAL

COMPLAINTS
&

PROSECUTION
OF POLLUTERS
Absence of a formalized system that can record and
track the status of the complaints.
Discrepancies within the SIR.
No SOP or guideline is available for complaints
management.
Lack of Co-ordination between different Directorates

Analysis of some Complaints Handling Cases…
Complaint received
Public

Departmental

Site
Inspection
report

Personal
Hearing
Notice
issued

Service
report for
personal
Hearing

Personal
Hearing
Date

EPO
issued

Service report for
EPO

Compliance
status of EPO

Time
period

25-8-08

8-10-8

2 reminders from
superintendents to
DO for CSR
30-9-9
2-12-10

16-3-9
29-12-10
(In 2017, active
file returns
from legal
section)

9 years

26-6-2009

18-8-10

22-5-2012

3.5 years

missing

31-5-10

7-6-10

14-1-11

8 months

4-7-12

14-7-12

3-5-13

17-5-13

3-7-13

19
months

31-5-12

3-7-12

26-6-13

11-11-13

18
months

9-9-13

10-1013

19-11-13

30-8-14

13
months

M/s BTS Tower Warid Telecom

15-8-2008

16-8-2008

Not
mentioned
date

M/s New Brick Kiln Muzzfar Garh
27-1-09

27-1-09

16-6-2009

M/s Madni Steel Re-rolling Mills


27-4-10

17-5-10

M/s Altaf Akhtar Bricks Kiln, Kaloo Chowk, Muzzfar Garh
30-4-2012

30-4-2012

4-6-2012

M/s Lahore Carpet Manufacturing Company
17-5-12

17-5-12

17-5-12

M/s Al Macca Ice Factory Lodhran
11-7-13

11-7-13

26-8-13
2nd Notice
17-9-13

5-9-13
2nd notice
21-9-13

2.3.3 Complaints Management and Prosecution of
Polluters
Complaints are an important way for the management of an organization to be accountable to the public,
as well as providing valuable prompts to review organizational performance and the conduct of people
that work within and for it. These reports can help protect Punjab’s environment and public health. They
can alert EPD to suspect problems before they become bigger problems and they can provide witness
accounts and documentation to help with investigations of unauthorized activity.
Complaint Management System is responsibility of P&C section of EPD. As a part of EPD restructuring
Complaint Management System was introduced as an ICT solution. Aiming to resolve issues raised by a
person who is dissatisfied in a timely and cost-effective way; to provide information that can lead to
improvements in service delivery of EPD; and where complaints are handled properly, a good system can
improve the reputation of EPD and strengthen public confidence in a department’s administrative
processes. According to the current condition of complaint management system of EPA, the whole system
is disrupted, causing delays of up to a year is some cases due to lack of human resources, non-formalized
record system, non-availability of standards operating procedures and guidelines.
P&C section links with Legal, EIA, monitoring and Environmental Tribunal to resolve complaints. Besides
the above mentioned gaps one major hurdle is lack of coordination of P&C directorate among other
directorates i.e. Legal, EIA, monitoring and Tribunal. Along with P&C section, Legal directorate &
Environmental Tribunal also play vital role for the prosecution of polluters. During gap analysis it was
noticed that there is also lack of administrative capacity, lack the technical support and evidence, capacity
issues, lack of guidelines of remedial measures, record system etc.
A learning or performance gap between the current and desired condition is called a need. Therefore,
Training Need Assessment was carried out targeting the EPA staff. For this activity specific forms were
developed to imply that a gap or discrepancy exists between what is and what could be or should be.
Consequently it was assessed there is need of capacity building of staff of Legal Directorates, P&C section
and Environmental Tribunal regarding prosecution of polluters.
Proposed Complaint management system is user friendly system, has clear delegations & procedure for
staff to deal with complaints and provide remedies, a recording system to capture complaint data. This
system will also help to use complaint data to identify problems and trends, to improve service delivery
in identified areas. This effective complaint handling system has been designed in the light of gap analysis
which had been carried out at initial stage of this project, therefore to bridge up the gaps this system is
based on major three steps.
1. Enabling complaints: Arrangements for enabling people to make complaints are customer focused,
visible, accessible and valued and supported by management.
2. Responding Complaints: Complaints are responded to promptly and handled objectively, fairly and
confidentially. Remedies are provided where complaints are upheld and there is a system for review.
3. Accountability and Learning: There are clear accountabilities for complaint handling and complaints are
used to stimulate organizational improvements.
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Key Steps of an Environmental Complaint Handling Process
 ............................................................................................Online submission of Complaint
 ................................................................................ Acknowledge the receipt of complaints
 .......................................................................................Review and approve the complaint
 ................................................... Online submission of Complaint Information Report (CIR)
 ............................................................................. Online submission of Laboratory Reports
 .................................................................................................. Review CIR and Lab Reports
 ........................................................................................................ Personal Hearing Notice
 ............................................................................................................... Submission of reply
 ..................................................................................................................... Issuance of EPO
 ................................................................................................................ Verification of EPO
 ............................................................................................................. Closure of Complaint
Complaints
(Received from the public
or otherwise)

Public Hearing

No

Complex Case?

Small EPO

Yes

Communication with
proponent/Industry

Admonition/
Conditional Fine

Compulsory Order

Request for
criminal
investigation

Complex Case?

No

Yes
Tribunal

Green Police Action

Fig. 2.11: Approach for Prosecution of Polluters
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Best Available

Techniques
There is currently no systematic approach to support
technology transfer, neither through leapfrogging, Design
for Environment or gradual technological reform through
Best Available Techniques, which is linked with EIA
approval conditions or environmental permitting

Case Study on the Import of Scrap Materials
The technology transfer section specifically deals with the
import of scrap material cases. As such, we conducted an
analysis into the scrap material cases. During our analysis
we found that since 2011, 29 new cases have been received,
out of which only 7 have been fully resolved.




Some cases have been pending for over 850 days.
Majority of the cases experienced delays at the EPD
headquarters.
The site inspection report had to be submitted
multiple times, and was the most common reason
behind the delayed resolution of scrap material cases.
This is in line with what was identified during are
meetings with EPD officials, and has been mentioned
as a major gap in other parts of this report as well.

Gaps in processes carried out by Technology Transfer
Section
To start off with, the name of the Section is not aligned
with the functions it currently performs. The main function
of Technology Transfer (TT) Section should relate to
developing the various facets of the department through
importing research from more developed countries. The
TT section should be responsible for the introduction of
new technologies, along with helping in adopting, and
monitoring the implementation of such technologies.
However, none of the aforementioned functions are being
performed currently, instead the Deputy Director
Technology Transfer is currently wholly involved in the
import of hazardous waste cases, which fall under section
13 of PEP Act 1997.

2.3.4 Best Available Techniques
Development calls for the adoption of efficient and clean technologies and processes which save raw
product and energy as well as involve by-product usage and recycling for the benefit of the environment.
As a part of the EPD Restructuring project, the concept of ‘Best Available Techniques (BAT)’ is introduced
in Punjab’s environmental regime. Aiming to improve the state of environment, this approach considers
the emission reductions, expected emission rate, energy impacts, economic impacts and associated
environmental impacts. Following its success in North America and EU in improving the environmental
state, the BAT mechanism complements the objectives of Cleaner production. Amidst the existing
situation of unplanned development, unaccounted environmental consequences and inappropriate
energy management measures in Punjab, the incorporation of BAT was a need of time.
A comprehensive procedure for choosing BAT is proposed that to be used by decision makers such as EPD
to adopt BAT on their own, and from which even other stakeholders like industries can benefit by coming
up with updated BAT with justification. Taking the absence of BAT as an opportunity to kick-off formally
in the proposed structure, BAT reference and BAT conclusion was embraced from the EU directive along
with the framework for on-ground adaptation and implementation of BAT. A contextualized information
exchange mechanism and document flow involving different stakeholders in this regard is also suggested.
There is no doubt that incorporation of BAT is dependent on their ability to improve environmental
performance. A relation (Figure 2.14) was developed in this aspect that linked the implementation of BAT
in permitting to environmental improvement. Since this implementation would be applicable for both
existing and upcoming industries, this consideration is also weighed with respect to timeline i.e. binding
as a part of Environmental Assessments for new industries and permits for the existing industries. The
relation of BAT with PEQS and how they can contribute to change in PEQS was also depicted in a flow
chart. The Generalized System of Preferences (GSP) Plus has been a long benefactor of Pakistan’s export
market that has granted them a duty-free access to European market. Foreseeing GSP plus as a huge
opportunity in the upcoming years, BAT can act as a catalyst to meeting its requirements in the future
thereby a link between BAT, PEQS and GSP+ requirements were established.
In order to give a practical
perspective to BAT, such
techniques are being suggested
for five of the most polluting
industries of Punjab: Leather,
Textile, Coal power plants, Brick
kilns and Cement manufacturing
industries. Adapted from the EU
directive, these can act as a
starting point with the aim to be
updated with time by IETT.

Leather Tanneries
Sample text

Cement Manufacturing

Textile Industry
Sample text

02

01

03

05

Sample text

Coal Power Plant
Sample text

04

Brick
Fig. 2.12: Five most PollutedKilns
Industries of Punjab
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Identify
possible
control
technologies
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•Step 1

Eliminate
infeasible
options

•Step 2

Sort and rank
feasible
options

•Step 3

Evaluate most
effective
option

•Step 4

Select
BAT

•Step 5

Fig.2.13 A top-down process proposed for choosing the most appropriate BAT

EIA

Permitting

Industry Specific BAT
Info-exchange
Committee
facilitated by IETT
(Consisting of
technical experts
and environmental
engineers)

Years

BAT Ref
Documents
Conclusions

Permits by
EPA within
emission
limit ranges

More
Stringent
Permits

More
Stringent
Permits

Resulting to
continuous
improvement in
emission
reduction

More
Stringent
Permits

Ranges of
Emission Limits
and other
Conditions

Fig. 2.14 Environmental Permitting and Best Available Pollution Control Technologies
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Market Based

Instruments

no design of
or any effective
economic
instrument
operational in the
EPA regime in Punjab.
There is

The MBI report explains in detail the mechanics of
the various instruments available that EPD can
utilize to regulate air pollution and to improve
ambient air quality in Punjab.

It uses models from environmental economics and
examples from several countries (especially
developing countries) to provide the economic
rationale for various environmental regulatory
mechanisms (including MBIs) and to inform the
larger debate on environmental protection reforms
in Punjab.

2.3.5 Market Based Instruments
Though the Punjab Environmental Quality Standards for Air (PEQS) mandate the legally acceptable level
of a wide-range of air pollutants but their implementation remains a serious challenge. The widespread
adoption and gaining popularity of market-based instruments (MBIs) which are aspects of policy that
encourage behavior through market signals, rather than through explicit directives regarding
pollution control levels provide important lessons for emulating similar policies in Pakistan.
Punjab can learn how to successfully implement MBIs by looking at examples from other developing
countries such as China, Indonesia, Malaysia, and India. Hence EPD can also adopt various Market Based
Instruments (supplemented with the traditional command and control policies) to regulate air pollution
and to improve ambient air quality in Punjab. Industries will have an incentive to reduce their emissions
and this may create positive relation between EPD and Industries for instance.
There are various types of MBIs. For instance, Subsidies, Deposit Refund, Emission Trading, Product
charge, Taxes etc. These instruments undertake “Polluter Pays Principle” which asks for a general
framework for internalizing environmental externalities and assigns responsibility for addressing pollution
to the polluter.
Out of all the instruments, introducing Emissions trading system is a viable option in Punjab due to its
flexibility with regards to implementation of policy and its cost effectiveness. In this system all the
participants compare the cost of buying permits with the cost of abating an additional unit. The firms will
keep trading until there is no incentive to trade further for either of the firm so the price settles when the
marginal abatement costs are equal.

ETS implementation in Punjab
The framework is designed to ensure that EPD can effectively plan, manage and institutionalize the ETS
Program for a better and cleaner environment in Punjab.
ETS framework in phase I would be implemented in Punjab only. As a pilot phase, EPD can initiate the
process of Emission trading for the stationery sources particularly for the most polluting industries of
Punjab. The very first task to be undertaken by EPD is to map the sources of pollutants. Initially, they will
have to carry out regular monitoring to identify the polluters. Sources which emit more than 70% percent
of overall emissions will be required to participate in the tradable permit scheme. The permits will be for
the overall mass of PM 2.5 concentrations. The three year plan would be to cut emissions by 20% in the
first year, 30% in the second year and 50% in the third year and so on. Initially, Permits will be
grandfathered to industries based on a certain ratio between biggest polluters. That ratio will be used to
divide the units between all the participants of ETS program for the first year for instance.
Subsequently, the scope of ETS Framework will be extended to other industries and other major air
pollutants as well. The yearly emissions of the pollutant in tones from all sources would be calculated and
collected by EPD. The mechanism of ETS is explained by the figure 2.15 below which highlights the
responsibilities of main stakeholders i-e Industries and EPD.As mentioned above, EPD will collect all data
which would then be verified by a third party to ensure transparency and authenticity.
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An important part of framework is to consider how regulations would need to be modified in order to put
emissions trading on firm regulatory footing. There will be additions in the existing law of PEPA (2012) S6
(2)(d) that will explicitly state the establishment of Emission Trading system.
Industries would be mandated to comply with the ETS program. For efficient monitoring, EPD would call
for quarterly visits by field staff to measure emissions and firms that exceed their permits would be
penalized by way of factory shutdowns and fines. Once the number of permits and allocation mechanism
is decided, industries will register with the EPD’s website designed specifically for the Emission Trading
system.
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All the important information, for instance, the name of industries and the number of permits allocated
to them will be updated on the website. The buying and selling of permits will also be done electronically.
The price of permits will be decided by the industries themselves.
First compliance period:
 All pilot units would be required to hold permits allocated for that period.
 All the selected industries will have to report their emissions of for instance, PM2.5 for that year
to EPD. Once the permits are allocated to the industries, then by the end of the year they will
submit the relevant forms i-e PM2.5 offer form if they have excess permits left for that year.
Similarly, the industry who wants more permits will intimate through the EPA website.
Implementation of this system is a rigorous process and shall require collaboration between many
entities. Director Permits and his team would be constituted especially for this task.

Third party
verification
by an Audit
consultant

Industries’
responsibilitie
s
1.
2.
3.

EPD’s registry would contain
all the registered entities and
their reported emissions

Emissions data
of all scheme
participants

EPD’s
folder

Industries‘
Emissions
Accounts

EPD’s
responsibilities

Emission Trading Scheme and Operating System

1.
2.
3.

Reporting of
emissions
Emissions
trading
Fulfilment of
obligations

4.
5.

Data collection
Registration of Industries
Issues and distribute
permits
Set up MRV system
Addressing conflict
resolution

Fig. 2.15 ETS mechanism for Punjab
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The gap analysis exercise resulted in the
design and development of the following
systems and applications for effective
environmental monitoring and management
in the province.

File Tracking System (FTS)

Asset Management System (AMS)

Punjab Environmental Assessment
System Application (PAESA)

Registration of Environmental
Laboratories, Environmental
Consultants/Firms and Industries

Complaint Management System
(CMS)

20 Training Sessions
were arranged for more than
300 participants.
Almost

Android Applications for;
Site Inspection Report (SIR),
Complaint Inspection Report (CIR)
Environment Protection Order (EPO)
Lab Inspection report (LIR)
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2.3.6 ICT Based Solutions
The current business processes in EPD are paper based and time intensive. This conventional method of
working adds to the hassle of file maintenance. Considering the importance of the nature of the present
files, missing any file or even difficulty in extracting the file when needed can lead to big loss of asset to
EPD. Moreover, following up with 36 districts for more than 15 tasks needs careful administration as well.
There have been cases related to delays in response to letter of EPA headquarters even within EPA and
hence, delays in the appropriate action needed. The requisite information reaching the desired party lacks
compulsory and important information which also contributes to the delay in process. Letter has to be
sent to concerned officer in case of reminders and specially acquiring or requesting further information.
Secondly, tracking the status and location of files manually is a major issue being faced within the EPD.
Considering how much ease ICT based solutions can provide in different aspects of EPD’s processes, their
potential is not being harnessed. Identifying these solutions as the need of the hour, the Urban Unit has
developed automated systems for EPD. The Urban Unit has designed and developed the following systems
and applications; for achieving efficiency, transparency and effective decision making.
The utility of
Web application in asset management and file management in an easy and convenient way has been
recognized.
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Automated System

Description

Main Users

File Tracking System

FTS has designed to send and receive the files, o Admin,
to see the dispatched files, to search the files o Departmental Officers &
by using different types of filters like (search by o DG EPA
date, search by reference and search by key
word) among different departments which
listed in the application
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Asset
System

Description

Main Users

Management AMS has designed to enter multiple records of o Data entry operator
multiple assets with full related specification o View user,
also details of the working employee to whom o Administrator
the asset is issued in an organization.
Environmental Assessment
Environmental Assessment and approvals, by
introduction of IT based solution to remove the
bottlenecks in the current system, new
assessment tools have been proposed during
the course of this project. These new systems
have been considered as the need of an hour
keeping in mind the rapid blooming
industrialization and fast track deterioration of
environmental conditions. The proposed
systems will support the department in the
overall improvement of Environmental
Governance and Management in the Punjab
Province.

o
o
o
o

Complaint Management Complaint management system is user friendly
System
system, has clear delegations & procedure for
staff to deal with complaints and provide
remedies, a recording system to capture
complaint data. This system will also help to
use complaint data to identify problems and
trends, to improve service delivery in identified
areas.

o
o
o
o

Environmental
Assessment System

Android Application
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Automated System

Public
DG
Directorate EIA
Deputy
Director
/Assistant
Director
(Field)
o Inspector

Public (Complainant)
DG
Directorate P&C
Deputy
Director
/Assistant
Director
(Field)
o Inspector

Android Application has been developed for o Deputy
Director
Site inspection report of Environmental
/Assistant
Director
Assessment, Compliant Information Report &
(Field)
Environmental Protection Order for CMS and o Inspector Field Officers
Lab information Report for laboratory o Laboratory Staff EPA
registration/Lab information Report for
Head Quarter
laboratory registration/certification

Trainings on Automated System & Android Applications
The Automated system has been developed after several consultative sessions with respective
directorates of EPA. After successful development of this system, the EPA officers were given hands-on
training to use the system. Continuous training sessions were held for EPA officials essentially from all
districts.
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Automated System
• To familiarize the participants about the automated
system of Complaints Management, EIA/IEE approvals &
Laboratory registration of EPA

Android Application
To train the field officers regarding android Application of
Site inspection report, complaint information report &
laboratory inspection report.
During the trainings, Automated systems were demonstrated
to participants. Android Application were introduced to Field
officers. Field visits were arranged to gain practical knowledge
about data collection and feed information in the Application.
In each training feedback and valuable suggestions of
participants were noted down to improve the existing system.
During trainings, Pre and Post evaluation forms were
distributed to access their interest and information regarding
automated system The training evaluation forms showed that
around 80% of the participants were of the view that new ICT
based system will increase their efficiency in the field, and
70% agreed that it will fulfil their legal requirements and
therefore are in favor of this system. In addition to this 75 %
of the participants ranked this training from excellent to good,
while 70 % consider this training directly relevant to their
work.

Final Report Restructuring and Capacity Building of EPD Punjab

Chapter | Key Interventions

Objectives of Training

3
ISSUES AND CHALLENGES
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3.1
Issues and Challenges
Uncertainty
‘Changes’ as a result of an organizational restructuring usually cause psychological effects on the human
resource by giving them a kind of uncertainty associated with the anticipated future organizational plan.
Along the same lines, restructuring of EPD Punjab also brought uncertainty among the staff members. The
consultants fully fathom the situation and conducted consultations with the EPD staff to reduce the fears
and doubts of the staff members and improve their willingness to cooperate with the consultancy team.
This foremost step was essential in gaining a holistic understanding about the current state of EPD Punjab
and accompanied gaps in the business processes, organizational structures, workloads and competency
level of EPD staff.

Data Constraints
Non-availability of data and poor record management were two major challenges that the team faced
during the course of consultancy. The first step towards understanding the system was to review the
relevant legal and regulatory documents, report handling and approval procedures, environmental
monitoring data, standard operating procedures, reference material and any previous documentation
pertaining to the existing business.
Serious issues were observed while obtaining the relevant information. It was realized that a formalized
system to record and maintain the daily operational procedures, reports and data of EPD Punjab was
absent. For instance, no systematic/chronological record was kept for a number of complaints being filed
and their statuses. Moreover, no record is available to gauge if a case is pending or has been resolved as
the status sheets for the Tribunal cases were not maintained. Similarly, in cases where Compliance Status
Report (CSR) was missing, it was very hard to ascertain whether the polluter had taken any corrective
action or not. This also applies with EIA and other directorates.
This exercise took a lot of effort and time to interconnect and align all the available data and information
for a comprehensive analysis in order to understand the current state of EPD Punjab.

Lack of Coordination
Lack of coordination between the Directorates of EPA Punjab was observed. This lack of
interconnectedness constrained the consultants from working in a synchronized way and keeping all the
stakeholders on the same page.
We were notified of a specific case where a respondent applied for the environmental approval while he
was undergoing the hearing process held by the P&C Directorate. Due to the lack of information sharing
and disconnected decision making, the respondent was issued both an NOC and EPO separately, by the
respective departments. Instances like these and many others highlight how lack of coordination was a
grave impediment throughout the process.
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Lack of Resources
The gap analysis exercise resulted in development of ICT based tools to automate the business
processes. Initially, due to capacity constraints such as the lack of IT related equipment and network
issues, along with the frequent shifting/posting of the staff trained by the consultants, it became really
difficult to conduct hands on training to smoothly implement the IT systems. Though the network issue
was resolved later.
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4
WAY FORWARD
4.1. Implementation Plan
4.2. Recommendation for Change Management
4.3 Conclusion
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4.1
Implementation Plan
Implementation framework for proposed system can be characterized as smooth move from the ‘current state’
to the ‘future state’. It provides the structure of guiding and shaping how the implementation of new system will
be delivered and perceived by stakeholders while focusing on achieving the benefits forecasted from the change.
Implementation framework is a critical component to introduce, launch and sustain the right behaviours
necessary to realize the benefits and desired outcomes. As a part of institutional restructuring of the Department
and its Associated Agencies, it is suggested that an implementation framework should be put in place to enable
leaders, align teams and inspire individuals through overall transition to the future state.
Phasing of implementation will play a critical role in transitioning the department and its associated agencies to
the future state. In order to achieve the desired outcomes in line with the framework, it is suggested that Project
Implementation Team, headed by Secretary EP&CCD, should have a multi-disciplinary team – different groups
having different roles to play during the transition till successful implementation.

An implementation plan is a key ingredient to create a sustainable performance after a new system has been
introduced. For effective implementation, it is suggested that an implementation plan should be put in place and
aligned with the program objectives, keeping in view the possible impacts on human resources, business processes
and system.
The key traits of an effective implementation plan are:






Alignment of Program objectives and organizational priorities;
Engagement of key stakeholders;
Dissemination of right information;
Proper planning phased wise transition of proposed system; and
Human Resource and process alignment

The steps that need to be taken to achieve the future state institutional structure and capacity include;
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Establishment of Institutions
Short Term

Medium Term

Long Term

Next 12 months
 Get approval for the new
administrative structure from the
Chief Minister and government
Promulgate new PEPA with new
structure
 Establish new institution:
o Environmental Council (EC)
o Environmental
Protection
Department (EPD)
o Environmental
Protection
Agency (EPA) along with its
divisional and district setups
(large division and districts)
o Environmental
Monitoring
Center (EMC)
o Institute of Environmental
Technology and Training (IETT)
o Establishment of Sustainable
Development Fund (SDF)

Within the next 12-24 months
 Approval of establishment of
following;
o Three
Environmental
Tribunals
o Ministerial
Board
on
Sustainability
o Committees of Agencies
o EPA
along
with
its
divisional and district
setups
(in
remaining
divisions and districts
o Divisional
setup
for
Environmental Monitoring
Center (EMC)
o Appointment of consultant
for change management
and to support PMU (for
business
processes,
monitoring and MIS/ICT.

Longer than 24 months

Legislation







Short Term

Medium Term

Next 12 months
Drafting and approval of
Environmental Protection Act
2018/19
Revision or drafting of 10
proposed rules/laws
Approval and notification of 10
proposed rules/laws
Amendment in Service Rules

Within the next 12-24 months
 Revision and drafting of 15
proposed rules/laws
 Approval and notification of 15
proposed rules and laws

Long Term
Longer than 24 months
 Enforcement of these
rules, laws and acts
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Business Processes and SOPs
Short Term








Next 12 months
EIA process and its SOPs
Site Inspection Report (SIR) and its
SOPs
Environmental Assessment
Guidelines and SOPs
Registration of consultants and
labs and SOPs
Environmental Permitting System
and SOPs
Complaint Management System
and SOPs
MEAs and SOPs

Medium Term






Within the next 12-24 months
Strategic Environmental
Assessment
Implementation on
recommendations of MEAs
Tradeable permits for five
selected industries
Best Available Technology for 5
selected sectors
Environmental Checklists

Long Term
Longer than 24 months
Implementation on
recommendations of
MEAs
 Best Available
Technologies for other
industries
 Trading Permits for
other industries


Capacity Building
Short Term





Next 12 months
Induction training of existing staff
on restructuring of EPD
Training of existing staff on new
business process (item 1)
Training of existing staff on SOPs
and reporting mechanism
Induction training for new staff
(critical mass)

Medium Term





Within the next 12-24 months
Establishment of training
institute
Development of curriculum
Training of staff as per
proposed training plan
Induction training for new staff

Long Term







Longer than 24 months
Fully operational
environmental training
institute
Full implementation of
training plans for EPD
staff
Training of consultants
and industries
Induction training for
new staff

Human Resource








Short Term

Medium Term

Long Term

Next 12 months

Within the next 12-24 months

Longer than 24 months

Service Level Agreement
Development of job descriptions
Development of HR manual
Set comprehensive salary
structures and positions
Give current staff a chance to
apply to new structures
Hire competent work force for
new positions based on job
descriptions in an open and
transparent procedures





Request the PPSC for hiring of
HR (50%)
Advertisement for contractual
HR (50%)
Appointment of Human
Resource





Request the PPSC for
hiring of HR (50%)
Advertisement for
contractual HR (50%)
Appointment of Human
Resource
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MIS/ICT
Short Term
Next 12 months
Implementation of the following:





File Tracking System
Asset Management System
IEE/EIAs
Android Applications for SIR, CIR
and EPO
 Complaint Management System
 Android Applications for
Monitoring

Medium Term
Within the next 12-24 months
Reports updated by






EMC
Industries
Consultants
Public/ Private Laboratories
Local Governments

Long Term
Longer than 24 months
Reports updated by





EMC
Industries
Consultants
Public/ Private
Laboratories
 Local Governments

Monitoring
Short Term










Next 12 months
Make an initial meta-database
survey on existing monitoring
programs and datasets of all
relevant organizations. Use a
selected meta-database standard
Establish Environmental
Monitoring Indicators Network
(EMIN)
Organize the first EMIN workshop
to present initial results of metadatabase survey, to define 10
most important environmental
problems and to prioritize them
with the Analytic Hierarchy
Process and to discuss data
sharing policies
Make a good quality proceedings
report on the first EMIN
workshop
Finalize the meta-database
survey according to the
information obtained from EMIN
partner organizations

Medium Term
Within the next 12-24 months
 Establish Environmental
Databases
 Organize the second EMIN
workshop to define the
Provincial Core Set of
Environmental Indicators,
assessing monitoring gaps
taking into account the
requirements from MEAs &
SDGs and making
recommendations from this
report and its monitoring
chapter. Define the way
forward.
 Make a good quality
proceedings report on the
second EMIN workshop
 Make a provincial monitoring
plan with assessed costs based
on meta-database, defined
PCEI and assessed gaps in
monitoring. Make a cost
analysis for future monitoring.
 Present the monitoring
situation to the government
with monitoring plan and cost
analysis

Long Term
Longer than 24 months
 Implementation of
Monitoring Pan by all
industries
 Start monitoring and
training activities as
you go
 Add legal provisions
for monitoring to PEPA
2018/19
 State of Environment
Monitoring &
Reporting
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4.2
Recommendation of a Change Management Team
In case of EPA’s smooth transition to the future state, it is suggested that a Change Management Team should
be put in place that aligned the current state with the future state keeping in view the impact of change on the
following dimensions.
 People (Skills, Knowledge, Behaviour, Culture, Structure),
 Process, and
 Systems
In order to reap maximum benefits from the future state; it is recommended that the processes and systems
within EP&CCD and Associated Agencies should be fully integrated and aligned in a way that encourage high
performance of the workforce. The change commitment curve (provided below) graphically depicts the
emotional response stages most stakeholders go through during the life cycle of a change initiative to
successfully embrace the change or new capability.

Fig. 4.1: Change commitment curve

It is suggested that a change management framework should be put in place to enable leaders, align teams
and inspire individuals through overall transition to the future state. The figure below explains the suggested
framework that will be used for the restructuring process. It is divided in to three main phases:
 Organization Engagement,
 Organizational Readiness, and
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 Organization Adoption

Fig. 2.4: Change management framework

Sequencing of implementation will play a crucial role in transition of Department and its Associated Agencies to
the future state. In order to achieve the change management outcomes in line with the framework, it is suggested
that the Project Delivery Team, headed by Secretary EP&CCD, should have a multi-disciplinary team – different
groups having different roles to play during the transition till successful implementation.
In reality it will be very difficult for the Department to assemble a team with the required capabilities to deliver
this change management initiative, due to its complexity and time requirements. It is therefore recommended
that an external consultant be hired to manage the change process so that the new Department and its Associated
Agencies can be erected as quickly as possible.
It is recommended that the Project Delivery Team invest in hiring staff under four main teams which will help
manage the change process, mainly:





The program team
The human resources team
The communications team
The leadership group (Headed by Secretary EP&CCD)

The table below explains in more details the role that each one of these teams within the Project Delivery Team
will be undertaking. The level of effort for each one of these teams is explained by the bars that show how low or
high the required input will be
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Table 4.1: Multi-Disciplinary Team Framework

List of Activities

Levels of
Participation

Multi-Disciplinary Team Framework
Program Team
Engagement

Human Resources Team
Engagement

Communication Team
Engagement

Leadership Group
Engagement

Readiness

Readiness

Readiness

Readiness

Adoption

Adoption

Adoption

Adoption

Engagement:
• Identify who is impacted by the
change and in what way. This will
require a good understanding of
how the technical roles have moved
from the current state to the future
state.
• Develop plans and activities to
engage those groups. This will be
linked with the training and
awareness sessions that will be
conducted through the process.
• Develop plans and activities to get
those groups ready for the change.
This will include studying the TNA
report in detail to identify the weak
areas and development needs to
ensure that the activities address
these.
• Work through plans with other
enabling areas such as Human
Resources
(HR)
and
Communications teams;
• Conduct and monitor engagement
activities.
Readiness:

Engagement:
• Understand the impact on roles,
capability and structure. This will
include considering the grades for
the future. The future state has
been designed including the
different roles and the grading
levels.
• Support the project team to
develop activities to support any
changes needed. This will include
a detailed review of the TNA
report to identify the weakness
and develop trainings to close
these gaps.
• Conduct IR (Industrial Relations)
consultations if required, sharing
the roles that have been
proposed in the future state of
the institutions.
• Support, conduct and monitoring
of engagement activities.

Engagement:
• Review communications plan, the
information that will need to be
disseminated throughout the
current organization staff to
ensure they are aware of the
situation.
• Support the development of
communications collateral for
engagement. This will include the
flyers / pamphlets, awareness
sessions that will need to be
delivered.
• Support, conduct and monitoring
of engagement activities.

Engagement:
• Understand the project, what
success looks like and why it is
needed
now.
The
senior
management will need to push for
the adoption as given the public
sector culture, the change is more
likely to be successful if pushed top
down.
• Cascade information to the various
team. The information will need to
be well designed and aligned to
ensure everyone understands the
bigger picture.
• Provide opportunity for the teams to
be involved in design and
engagement activities. This has
already been done in the form of
senior Directors in the EPA vetting
the future state
• Keep informed on progress so that
leadership can answer questions and
understand what support is needed.

Readiness:

Readiness:

Readiness:
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Tools to be used

• Manage
all
readiness
and
organizational alignment activities
to ensure these are complete as
possible prior to changes being
implemented

• Conduct training activities as
needed, looking at the TNA
results.
• Completion of role and structure
alignment work as needed.

• Support the development of
communications collateral for
readiness;
• Support, conduct and monitoring
of engagement activities.

Adoption:
• Confirm change has occurred as
planed and support any troubleshooting or remediation that may
be needed.
• Stakeholder engagement plan - This
will aim to identify and categorize
stakeholders and their roles in the
overall transition process to future
state. It will also facilitate in
capturing
and
analyzing
stakeholder opportunities for
communication and involvement.
The information collected from this
activity will be used as an input to
establish the communication plan.

Adoption:
• Confirm change has occurred as
planed and support any troubleshooting or remediation that may
be needed.
• Change impact assessment – This
will aim to identify the magnitude
of change (what will be changing)
and
organizational/people
impacts resulting from the
institutional restructuring. The
information compiled in this
stage
will
facilitate
the
development of both – the
communication
plan
and
organizational
readiness
criteria/acceptance to change
initiative.

Adoption:
• Support, conduct and monitoring
of reinforcement activities.

• Communication plan – This will
aim to gain commitment to the
vision of the change initiative and
ensure that the right people
receive the right information at
the right time. This activity will
also help to identify the
employees/ stakeholders who
will have to behave or think
differently
as
a
result
restructuring exercise. A strong
communication plan is suggested
to be put in place to ensure that
the new activities (aligned with
future
state)
are
clearly
communicated. Furthermore, it
needs to be ensured that all
stakeholders understand that
why they need to change, what it
means for them, how they will be
supported, and what the new
expectations are.

• Hold 1:1 discussions with each team
member
to
determine
their
readiness;
• Put other supports in place, if
necessary;
• Enable team to attend training and
have opportunity to practice.
Adoption:
• Manage each person individually to
ensure
they
achieve
new
performance standards.
•

Organization readiness criteria –
This will aim to determine the
readiness and willingness of the
stakeholders to embrace the new
processes and systems that result
from the restructuring exercise.
This information is crucial to gain an
organizational-wide view of the
readiness for change initiative. The
information gathered in the change
impact assessment will be used as
an input to determine what
readiness criteria should be put in
place prior to implementation.
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4.3
Conclusion
In the recent years, there has been an exponential increase in the focus being given to environment in
Punjab but there’s still a long way to go. With environmental deterioration in Punjab already evident in
the form of climate change, smog episodes, alarming water quantity and quality levels etc., government
entities like EPA need to be proactive towards environment protection & conservation. However, this
won’t be possible without adequate resources and desired capacity. It was about time that a restructuring
activity like this was undertaken. The extent to which the success of restructuring projects depend on an
evolutionary approach cannot be overemphasized. It is a natural tendency to prefer revolution instead of
evolution, but almost all trends globally have voted against quick fixes for a sustainable solution. The
project “Restructuring and Capacity Building of EPA Punjab for Effective Enforcement of Environment
Standards in Punjab” is no exception and thus, requires diligence to achieve the desired results coupled
with determination and active engagement of all stakeholders. From staff in lower grades to decision
makers at the highest, each unit represents EPA and therefore, would demand resolute from every
department and section.
The issues faced and identified during different phases of the project were certainly complex but not
impossible to untangle. It is obvious that top management will have more authority and decisions to take
in the process of restructuring and their effect would be trickled down. Some changes, however, would
have a multiplied impact and solve the prevailing problems. For instance, actions such as hiring of
additional workforce proportionate to the workload assessment will assist in taking up the roles &
responsibilities required to execute the proposed key interventions while reducing workload on the
current staff.
Throughout the project implementation cycle, the effective implementation of suggested change
management framework is bound to facilitate EPD directly or indirectly. It is reinforced here that the
change management team should be set up immediately to facilitate this process of change. Likewise, the
implementation plan narrates the actions in a specific manner that can be applied as it is.
To fully benefit from the environment, the notion that everyone’s largest long-term gain is linked to their
environment needs to be mainstreamed among general public, let alone within the decision-making
entities like EPA only. The target of sustainable development might sound a relatively simple task but
requires an integrated approach, as envisaged in the project. With shear dedication, adoption,
implementation and monitoring, there is no doubt how Punjab, as a sustainable unit would contribute
towards a prosperous and healthier Pakistan.
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Annexure
Pictorial Record
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Successful planning of the restructuring of EPD
Punjab is contingent upon all stakeholder’s
participation…
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Presentation to Minister Environment
27-03-2018
15-08-2017
01-03-2017

Presentation to Chief Secretary
24-10-2017

Presentation to World Bank Officials
09-09-2017
14-09-2017

We have presented the work progress to Minister,
Chief Secretary and World Bank Officials
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Involvement of EPA staff
was crucial for current state
assessment and future
state development…
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One Day Workshop on Fish Bone Analysis and Future
Organizational Structure of EPA Punjab (May 2017)
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Discussion Sessions with Environmental Consultancy
Firms/Individuals, Representatives from Industries and EPA
Field Staff

Meeting with Green Bench of Lahore High Court
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Several project team meetings and working sessions were
conducted on weekly basis…
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Several visits of
International Consultants
to EPA Labs

Final Report Restructuring and Capacity Building of EPD Punjab

Chapter | Annexure

66

Glimpse of Training Needs Assessment Workshop…
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File Tracking support

Assets Tagging

ICT based solutions were designed after a rigorous
exercise…
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We have organized several
Training Sessions of EPA
Staff
regarding new ICT
systems…
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