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ldentifying Gaps in Pakistan’s Capability and Systems
Regarding Management of Critical Incidents Involving

Multiple Victims

Executive Summary

This study, focusing on managing of critical incidents involving multiple victims, has been
conceptually bifurcated. The critical incidents have been divided into ‘natural disasters’ and
‘manmade disasters’. This classification has been done due to different legal, policy and
institutional frameworks for the two types, although there are certain overlaps at the response
levels yet in the context of Pakistan it is prudent to view them as different categories of critical
incidents. The entire spectrum of natural disasters has been covered in the research process and
in case of manmade disasters the critical incidents of terrorism and accidents like air crashes
have been studied. The report is structured as follows.

The introduction of this report sets the context. It emphasizes that Pakistan has a high-risk profile
for both natural and manmade disasters. In case of natural disasters Pakistan is vulnerable to all
kinds of natural disasters (except for Tornados) from Glacier Lake Outburst Floods (GLOF) to
Cyclones in the Arabian Sea. Similarly, Pakistan has borne the brunt of terrorism and is still
struggling with the issue of extremist violence, which has a propensity to escalate. The
introduction also lays out the research approach and methodology. The key areas of this
diagnostics start with examining the planning stage against risks of critical incidents. The planning
is articulated in laws, policies, plans and SOPs. These documents have been studied with a critical
angle and deficiencies have been identified. Similarly, absence of such plans or SOPs have also
been identified. The second stage of this research reviews the organizational structures in place
for responding to critical incidents. These organizations have been examined vis-a-vis their
mandates, to the challenges they experience in case of critical incidents as and when they occur.
Due to a fractured landscape of response structure the coordination or the lack thereof has also
been studied. The capacity issues of all the stakeholders have also been identified. These
diagnostics have contributed to identifying the bottlenecks, challenges and possible solutions.

Section-l is devoted to the management of natural disaster and a systemic approach has been
used by categorizing it as a system. It is a system which has evolved from nascent structures to
a more comprehensive national disaster management system, albeit with some inherent
weaknesses. The system is structured from National level, to Provincial and to District level. At
the National level, the National Disaster Management Authority has been set up. Similarly,
Provincial Disaster Management Authorities are also functional in all four provinces and AJK.
However, the District Disaster Management Authorities mostly exist on paper, and the evidence
of their functioning is sporadic. The role of CSOs and other stakeholders has also been captured.
The key achievements of the system have also been documented and the weaknesses have also
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been listed, in this section. Various gaps in the disaster management system have been identified
from policies to processes to implementation.

Section-1l of this report is more copious. The rationale for this apparent imbalance is that it
captures the provincial variations for both manmade and natural disasters, hence it covers more
research scope. A standard research approach has been applied while studying the provincial
variations. Starting from legal and policy frameworks to processes and finally the implementation.
The key question that has been asked and is reported in this section is how is a critical incident
managed? In case of Balochistan there was an absence of a critical incident management policy
framework. There were also no SOPs for the police and other agencies to follow in case of a
critical incident. These and other findings which are specific to Balochistan are reported. In case
of KP, the vulnerability of the province is highlighted both in terms of manmade and natural
disasters. Here too the policy and institutional disconnect between various disaster response
agencies was noted. Police as the first responders have capacity constraints when it comes to
managing a critical incident. In both provinces the absence of a forensic lab emerged as a major
issue in victims’ identification. The processes of compensation to victims were also sketchy, with
multiple agencies responsible for giving compensation to different types of victims. The processes
also were cumbersome and involved bureaucratic red tape. Punjab Province was found to be
better equipped and trained to handle critical incidents. There were many organizations unique to
Punjab, which are of critical importance in incident management, like Punjab Forensic Lab and
Punjab Safe Cities Authority. SOPs do exist in Punjab for Police, similarly the rescue
organizations like Rescue 1122 and Civil Defense are older and much more experienced as
compared to other provinces. Sindh province was also found to be more advanced as compared
to KP and Baluchistan. There was a special risk identified specific to Sindh, which was security
of CPEC projects and several Chinese nationals living in Karachi, who are not registered. This
has created a security challenge for Sindh Police. There is a forensic facility in Sindh, but it is not
as advanced as that in Punjab. Another unique example found in Sindh was the ‘Shanakht Project’
in which citizens led CPLC had partnered with other volunteer services and Sindh Police to partner
in the efforts in victims’ identification. The cases of AJK and ICT were also not dissimilar as the
lack of coordination emerged as a main issue which therefore remains a crosscutting problem
across all areas of Pakistan in case of critical incident management. GB was also studied
separately due to comparatively large traffic of foreign mountaineers, trekkers and adventure
tourists. There were special police deployments at high altitude passes like Khunjarab and
Babusar, where often domestic and international tourists got stranded. GB police was found to be
responsive to their peculiar response and rescue duties. This section also carries the perspectives
approach used by this study. The Inspector Generals of Police, from all provinces were also
interviewed and their views have been reported as a special part of this section. These valuable
views provide an overview of the challenges each province is facing. Appreciating the role of
CSOs and NGOs working in disaster response, this section also recorded their views and issues
they experience in their work.

Section-ll relies on significant case studies from 2008 to 2022 in order to augment the findings
and strengthen the recommendations, It provides real life scenarios of critical events. The natural
disaster of mega floods 2010 was chosen as a case due to its magnitude. The case study of
Marriot Hotel Bombing in Islamabad gives insights into what happened and how response and
rescue efforts were managed. This case study was a lesson learnt and CDA realized lack of its
capacity, which has been improved over the years. The second case study that has been done is
that of Sri Lankan team attack in Lahore. It was well coordinated terrorist attack; therefore, its
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case study has identified many important gaps in the security of celebrity level foreign nationals.
The third case study is the attack on foreign mountaineers at Nanga Parbat base camp. The
significance of this case study is that it documents a critical incident happening in a remote and
hard to access place involving foreign nationals. The next case study is that of suicide bomb blast
in Lahore’s Igbal Park. There were multiple victims in that incident and this case study digs deep
into response efforts when the number of victims is very large. The air crash of PIA in Havellian
is the 5" case study. It was human error; however, the focus of the case study is the issues
regarding rescue and relief operations in hard-to-reach area. The debris and bodies were strewn
over 5000 square meters. The sixth case study is that of terrorist attack on Army Public School in
Peshawar. This case study has been included due to the reason that the rescue and relief efforts
were better organized, and lives were saved. The 7™ case study is that of the attack on Chinese
Consulate, which is also a relatively better handled case and significantly it was led by a female
police officer. The PIA crash of Karachi in 2020 has also been studied as a case. The crash site
was in the middle of a high-density populated area and rescue and relief posed an acute problem
for responders. The attack on Serena Hotel in Quetta has also been studied where the Chinese
Ambassador was the target. It is important because despite high security the terrorists were able
to penetrate it. The case of Serena Hotel provides insights into the issues which surrounded the
incident. The 10" case study which concludes this section is that of recent rescue and relief failure
in the hill station of Murree.

Section IV of this study provides an analysis of relief and rescue systems in the UK. This section
also serves as an example to adopt new approaches to critical incident management. The
fundamental difference in UK and Pakistani approach to critical incident response is that in UK
the effort is community driven like the Local Resilience Forums (LRFs). The first responder even
before the police is the community and they are the most informed about the risks to their
communities. Therefore, the UK example establishes that communities should be made a key
stakeholder in critical incident management. This section also explains the importance and
process of Disaster Victims ldentification (DVI) including the processes and organizations
responsible for it as well as the legal significance of DVI.

The last Section-V of this report culminates the research and provides conclusions and
recommendations. It maintains the distinction of natural and manmade disasters and proffers
recommendations for each category. This section documents the recommendations generally and
the critical disconnect which is identified is that natural disasters and manmade disasters are not
taken as similar, hence a fractured response and rescue approach has embedded itself in the
system. The recommendations from case studies are recorded separately so that each case is a
lesson learnt and the specific solutions can be made part of the larger solutions framework.
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Introduction

The Centre for Governance Research (CGR) seeks to build an understanding of Pakistan’s
emergency response capabilities and capacities to manage critical incidents, major accidents and
malicious attacks. Towards that end, a comprehensive review of response mechanism was
undertaken, including the functioning and response capacities of all the relevant federal, provincial
and local government institutions, agencies and other relevant stakeholders. This study has
identified the likely scenarios of critical incidents, mapped existing capabilities of response and
analytically established gaps in response capacities / systems. The core findings and practicable
recommendations will help provide meaningful input to facilitate UK’s collaboration with Pakistan
to support the British citizens and their families after a critical incident, natural or manmade.

Methodology

Data Collection

This study relied on both primary and secondary data. Primary data was collected through structured
and semi-structured Key Informant Interviews (KIIs). Purposive sampling method was followed to
identify key stakeholders involved in the on-ground response, rescue, victim identification, and re-
location and rehabilitation operations in the wake of a natural or manmade disaster. Questionnaires
were prepared for all key stakeholders specific to their role, responsibility and capacity with regards
to critical incident management.

For secondary data, a thorough and exhaustive desk review of laws and conventions, national
policies, and strategies related to critical incident management was conducted to map existing legal
and policy framework and processes. In this regards, key documents that were studied include NDM
Act and PDMA Acts, post-disaster reports, annual reports of the NDMA and PDMAs, annual DRM
Status Reports and other documents. Moreover, the findings from interviews and desk research were
triangulated with the help of case studies of a select number of major critical incidents including both
natural and manmade disasters. These case studies involved a detailed review and analysis of the
procedures and processes followed in response to certain critical incidents.

Scope of work

Pakistan is one of the most disaster-prone countries in the world. Multiple reports by various
international agencies have ranked Pakistan among the ten countries most vulnerable to the
impact of climate change.!

The critical incidents landscape in Pakistan is complex as the country remains prone to a wide
array of natural calamities as well as manmade hazards. Major natural disaster risks include
earthquakes, hydrological hazards (riverine, flash and urban floods, landslides, and cyclones),
meteorological hazards (storms, extreme temperatures, smog), and climatological hazards

! Global Climate Risk Index 2021
https://germanwatch.org/sites/default/files/Global%20Climate%20Risk%20Index%202021_1.pdf
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(drought, wildfire, Glacier Lake Outburst Flood-GLOF, flash floods, cloud outbursts etc.). Major
manmade disasters include incidents of terrorism, mass internal displacement of people, transport
related accidents (air crash, train and road accidents), industrial accidents such as oil spills, and
fire incidents in urban areas.

For the purpose of this study, major critical incidents were prioritized based on multiple factors
including disaster risk history, probability of recurrence, magnitude, impact and likelihood of
involvement of foreign nationals. For example, while natural hazards include both extreme events
and slow on-set events such as droughts, this study focuses on the former category of disasters
because it typically involves greater and sudden impact, and lesser response time. Based on an
overview of natural disasters faced by Pakistan, riverine floods are most common and have in the
past caused devastating destruction across multiple regions. Earthquakes emerge as another
frequently occurring disaster that have caused massive destruction in Pakistan, especially in the
northern areas and AJ&K, which are also popular tourist spots. Within manmade disasters,
terrorism, especially urban terrorism incidents, and air crashes are more relevant to the scope of
this study not only based on their overall level of pervasiveness and devastation but because of
the potential risk they pose, and the likelihood of foreign nationals being involved who are either
residing in or visiting Pakistan.

Based on the history of a disaster, risk of recurrence, intensity and likelihood of involvement of
foreign nationals, the management framework, processes and capacity of concerned government
agencies were assessed with regards to the following natural and man-made disasters was
examined:

a. Natural Disasters:
i. Riverine Floods
b. Manmade Disasters:
i. Terrorism incidents
ii. Air Accidents
iii. Sports events

iv. Cultural or trade events

In line with the prioritization criteria elaborated above, case studies of the following eleven (11)
critical incidents were conducted to triangulate the findings from desk research and interviews:

e Attack on Marriott Hotel in Islamabad-2008

e Attack on Sri Lankan Team in Lahore-2009

e Super Floods-2010

o Murder of Foreign Tourists at Nanga Parbat Base Camp-2013
e Suicide Blast at Igbal Park Lahore on Easter Sunday 2016
e Havelian Air Crash-2016

e Army Public School Attack Peshawar-2014

o Chinese Consulate Attack Karachi-2018

e Crash of PIA Flight in Karachi-2020

o Serena Hotel Terrorist Attack 2021

o Multiple Fatalities at Murree in January 2022




INTRODUCTION

Approach

The following activities were undertaken to conduct the study:

Identification of risks of natural and manmade hazards satisfying the criteria of critical
crises situations in terms of scale and intensity.

Identification and selection of stakeholders based on their role and responsibility in the
country’s disaster risk reduction, preparedness and response processes.

Selection, review and analysis of relevant policies, laws, international best practices and
empirical literature review (Appendix A).

Formulation of questionnaires for key stakeholders based on desk research

Conducting interviews with key informants engaged in critical incident management at the
national, provincial, and district levels

Review, triangulation and analysis of the information collected through desk research,
case studies and structured and semi-structured interviews and Focus Group Discussions
(FGDs) to undertake a comprehensive Gap Analysis.

Key Stakeholders

An exhaustive list of stakeholders based on degree of relevance and involvement in the
existing crisis and disaster management infrastructure was developed (Appendix B).
Stakeholders have been identified at the federal, provincial and district tiers. A sample out
of this list of stakeholders was subsequently selected and approached for data collection.
Preference was given to stakeholders that are directly involved in both natural and
manmade disaster management operations. It is pertinent to mention that NDMA and
PDMAs are the focal institutions for emergency response mechanisms in the province and
at the district levels. Further at district tiers, a purposive sampling approach was adopted
to select cities / districts that are most at risk in each province, while respective stakeholder
departments were also identified. Relevant officials were then identified and selected
within these departments for interviews.

The concerned stakeholders fall broadly in the following four categories:

Those involved in policy making, providing funds and monitoring implementation at the
national level i.e., NDMC, NDMA, NDRMF.

Those involved in the enabling role between provincial and district level i.e., PDMA,
PDMC.

Those involved in implementation of disaster management plans and policies at the district
level.

Non-state stakeholders at national, provincial and district levels i.e., communities, victims,
media, CSOs, private sector etc.

Key Elements of the Study

The analysis of policies, protocols and procedures followed in critical incident management is the
focus of this study. Its framework is based around the following five key features:
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e Crisis management planning including laws, policies, strategies, processes, plans and
SOPs.

o Crisis management structure in relevant stakeholder institutions.

e Coordination and collaboration mechanism among multiple stakeholders.

o Capacity and capability of each stakeholder along with resources allocated.

e Bottlenecks and challenges and their possible solutions.
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Section-I: Critical Review of National Disaster

Management System

Disaster Risk Profile of Pakistan

Pakistan is one of the most disaster-prone countries in the world. According to the Inform Risk
Index 2022—which measures the exposure and vulnerability of countries to humanitarian crises
and disasters and their capacity to cope with such crises, Pakistan is ranked 22" out of 191
countries.? This high-risk ranking is driven mainly by the Country’s exposure to natural disasters
as well as the high risks of internal conflict. A multitude of factors make Pakistan prone to natural
and humanitarian disasters. Key factors include but are not limited to diverse topography and
climate zones, high population density in certain regions, ethnic diversity, and important strategic
location.

Within natural disasters, Pakistan remains increasingly exposed to hazards induced by climate
change. The Country is highly exposed to hydrological hazards (riverine, flash and urban floods,
landslides, and cyclones), meteorological hazards (storms, extreme temperatures, smog) and
climatological hazards (drought, wildfire, Glacier Lake Outburst Flood, flash floods, cloud
outbursts etc.). The country is also located in an active seismic zone with an acute vulnerability
to earthquakes and even tsunamis. According to the Global Climate Risk Index 2021—which
analyses and ranks the extent to which countries have been affected by impact of climate related
extreme weather events (floods, storms, heatwaves etc.), Pakistan is amongst the top ten
countries most affected by climate change between the period 2000 and 2019.3

Pakistan has also traditionally faced high risk of exposure to man-made disasters. Major man-
made disasters include terrorist incidents, transport related accidents (air crash, train and road
accidents), industrial accidents and fire incidents in urban centres. Terrorism, however, remains
the most potent and serious challenge. Over the past two decades, Pakistan, on account of being
a frontline ally in the Global War on Terror (GWOT), has witnessed some of the worst terrorism-
related events in the world. According to the Global Terrorism Index Report 20224, Pakistan is the
10" worst affected country by terrorism in the world. In the past two decades, the country has also
witnessed substantial internal displacement of people on account of the counter-terrorism
operations launched in the western and north-western parts of the country.

2 Inform Risk Index 2022
https://web.jrc.ec.europa.eu/dashboard/INFORMRISK/?no-header=1&v-vISO3=AFG&no-scroll=1
3 Global Climate Risk Index 2021
https://germanwatch.org/sites/default/files/Global%20Climate%20Risk%20Index%202021 1.pdf
4 Global Terrorism Index 2022

GTI-2022-web.pdf (economicsandpeace.orq)



https://web.jrc.ec.europa.eu/dashboard/INFORMRISK/?no-header=1&v-vISO3=AFG&no-scroll=1
https://germanwatch.org/sites/default/files/Global%20Climate%20Risk%20Index%202021_1.pdf
https://www.economicsandpeace.org/wp-content/uploads/2022/03/GTI-2022-web.pdf
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Table 1: Summary of Natural Hazards in Pakistan from 1900 to 20203

Total Total Damage
Disaster Type Disaster Subtype Deaths (000 US$)
Drought Drought 1 143 2,200,000 247000
Earthquake Ground movement 35 144116 7435,786 5,376,755
Epidemic Bacterial disease 3 142 11,103 0
Parasitic disease 1 0 5,000 0
Viral disease 2 130 56,338 0
Others 5 131 371 0
Extreme temperature Cold wave 3 18 0 0
Heat wave 15 2936 80,574 18,000
Flood Flash flood 24 3,590 992,114,253 10,184,118
Riverine flood 43 9,299 34,967357 9,727,030
Others 39 5286 03,863,201 2.670,030
Landslide Avalanche 19 567 4,138 0
Landslide 9 299 29707 18,000
Mudslide 2 16 12 0
Storm Convective storm 156 402 1,906 0
Tropical cyclone 7 11,665 2,699,940 1,715,036
Others 7 184 2988 0

Evolution of Legal and Policy Framework pertaining to Critical Incident

Management

After Pakistan’s independence in 1947, the Civil Defense Act 1952 and the West Pakistan
National Calamities Act of 1958 regulated disaster management policies, plans and processes in
the Country. A predominantly reactive and response-centric approach drove the disaster
management mechanism based on these Acts. An Emergency Relief Cell within the Cabinet
Division was established during the floods of 1971 to coordinate relief activities at the national
level. Similar arrangements in the form of relief commissioners existed at the provincial level.

The weaknesses of the country’s disaster management system and structure were on stark
display in the earthquake of 2005, particularly the shortfalls in policy, planning, mitigation
preparedness and coordination predicament. Thus arose the need for a strong institutional
framework with complementary structures which would mirror the country’s need and international
best practices. Hence, the National Disaster Management Ordinance 2006 was promulgated, and
the National Disaster Management Commission (NDMC) was established under the
chairmanship of the Prime Minister as the highest policy making body fordisaster management.
As an executive arm of the NDMC, the National Disaster Management Authority (NDMA) was
established in March 2007 as the implementing, coordinating and monitoring body for disaster

5 Pakistan: Climate Risk Country Profile
https://www.adb.org/sites/default/files/publication/700916/climate-risk-country-profile-pakistan.pdf
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management. Similar arrangements were made at provincial and district levels. In 2010, the
National Disaster Management Act, 2010 (ACT No. XXIV of 2010) was finally promulgated.

However, lessons learnt in different disasters such as the super floods of 2010, the floods of 2011,
2012 and 2014 and earthquakes of 2005 & 2015 necessitated a review of the disaster
management mechanism. A reform drive thus resulted in the merger of the ERC with the NDMA
in 2015 and placing of the ERRA under the control of NDMA in 2016. The NDMC in its meeting
on 28 March 2018 accorded approval to merge / repeal / reconfigure all disaster management
related acts, including the Civil Defense Act 1952, National Calamities Act 1958, ERRA Act 2011
in NDM Act 2010 along with much needed revisions in the NDM Act. The NDM Act (Amendment)
Bill, 2019 has already been approved by the Federal Cabinet in principle and is in process of
being enacted.

Disaster Management Spectrum

[ Risk

Assessment

Reconstruction

' Preparedness
l Rehabilitation  |RSY ¥ i lEarlyWarnIng ‘

=3 =3

Page |7




IDENTIFYING GAPS IN PAKISTAN’S CAPABILITY AND SYSTEMS REGARDING MANAGEMENT ...

Disaster Management System as Per NDM Act

National Disaster Management Act

Federal Provincial

- Policy

Formulation Enabler

’ I
' Implementation

aers )
/7
/7
Stakeholders ~ “RSESESESRT e @

Disaster Management Stakeholders

* UN * DMAs
* NGOs /' * Ministries
* Donors * Line Deptts
Humanitarian
e Government
e SIOSEAATn Organisations
pe
» Media

« Army
* Navy
- Air Force

» Para-military

+ Philanthropists
» Private sector
» General Public

Page |8




SECTION-I

Overview of Existing Legal, Policy and Institutional Framework pertaining

to Critical Incident Management

Legal Framework (NDM Act 2010)

The NDM Act serves as the fundamental piece of legislation for disaster management and lays
down a comprehensive mechanism for effectively implementation of the Law. The National
Disaster Management Commission (NDMC), headed by Prime Minister of Pakistan and is the
apex national forum to make policies in the field of disaster management. The composition of
high-powered forum includes leader of opposition, all chief ministers, PM of AJ&K, important
federal ministers and Chairman of Joint Staff Headquarters and representatives of civil society.
Thus, the National policy formation mechanism defined under the existing system is clearly based
on an inclusive and participative approach. The National Disaster Management Authority (NDMA)
acts as the secretariat as well as executive arm of the Commission, provides policy input to the
NDMC and executes coordinating, implementing and monitoring role for disaster management.
The policy input generated is based on multi-stakeholder consultation processes which are
arranged from the platform of the NDMA. At provincial level, Provincial Disaster Management
Commissions (PDMCs), headed by their respective Chief Ministers has a composition
commensurate to spirit of inclusive approach. The Provincial / Regional Disaster Management
Authorities are the executive arms of respective PDMC with role like NDMA. The DDMAs,
meanwhile, are primarily responsible for dealing with disaster management activities at the local
level and are required to frame policies and plans on disaster management considering local
needs.

Hence, the NDM Act 2010 being an all-encompassing Act, addresses all components of disaster
management peculiar to Pakistan’s environment. The salient highlights are:

e After the 18" Amendment to Constitution of Pakistan, disaster management (DM) has become
a provincial subject and the NDMA is a coordinating vector for national level response.

e The Act covers natural disasters as well as man-made disasters. It also covers the complete
spectrum of disaster management.

e The Act has been adopted by all provinces, Azad Jammu & Kashmir and Gilgit Baltistan.

e A tiered system of DM is envisaged in which the NDMA, at the federal tier provides policy
directions through a ‘National Plan’ and acts as an enabler through providing back up
resources (relief, reconstruction and rehabilitation). It also serves as a pivot for coordination
for provinces and federal ministries to mobilize resources at the right time and at the right
place before or during times of crises.

o PDMAs have arole like the NDMA at provincial tier with the exception that PDMAs implement
the national plan through their own provincial plans. This is done through effective and direct
interaction and coordination with DDMAs. All provinces have PDMAs in place while AJ&K
possesses the State DM Authority (SDMA) and GB has the GBDMA.

o NDMA and PDMA, as focal organizations, provide, an effective coordination pivot for crisis of
any type by mitigating the challenges of inter provincial and intra government (federal as well
as provincial) coordination amongst stake holders.

e A DDMA is the implementer and the lowest / 15 response/local tier in the disaster management
hierarchy. The composition of a DDMA includes the head of local government as the
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chairperson while the heads of civil administration at district level i.e., deputy commissioner
(DC), district police head (SP or SSP), the health department are mandatory members. The
option also exists to co-opt any other official of a concerned government department at the
district level. The roles and responsibilities are concise and well defined to manage any crises
that may emerge from a natural calamity or a manmade disaster including terrorism. The
broad roles are as under:
o Formulation of a ‘district plan’ for disaster management.
o Coordinating implementation of national, provincial and district plans.
o ldentification of vulnerable / sensitive areas within a district.
o Inter-department coordination at district level (between provincial as well as federal
departments, if any).
o Training /capacity building, resourcing, mock exercises, awareness and advocacy related
to disaster management.

The existing status of the institutional structures and strategic planning framework envisaged in
the NDM Act 2010 is as follows:

Disaster management set ups i.e., NDMA and PDMAs are well established possessing
institutional knowledge regarding natural calamities, accidents etc.

NDMA has developed the National Disaster Response Plan 2019 and National Disaster
Management Plan alongside a number of related plans, policies, SOPs and guidelines which
provide adequate guidance to all concerned to develop respective plans/SOPs to respond to
any crises situation.

Weather and community early warning mechanisms have been integrated into the NDM
system.

Macro-level risk assessment mapping of the country completed with respect to natural
calamities.

Awareness and advocacy campaigns regarding disaster risk reduction are effectively
pursued.

Disaster preparedness and emergency response capacities, particularly related to riverine
and flash floods, have been significantly improved. Annual coordination of monsoon season
has matured well.

The NDMA possesses the capability to support over 0.3 million people across the country,
over and above the resources the provinces possess. 21000 metric tons, meanwhile, of non-
food items are available with a standardized inventory.

Institutional Structure for Emergency Response

Resource constraints in Pakistan deny the development and maintenance of a well-equipped,
integrated and dedicated response force against disasters. Thus, resources of all relevant stake
holders are employed keeping in view the factors of need, capability as well as capacity,
mobilization time, availability and orientation etc. The role of the NDMA, PDMA and DDMAs is to
make judicious use of these resources at the correct timeframe at the right place, and thus create
synergy in response to a crisis. The institutions available for management of critical incidents are
listed as under:

District / Provincial Level
o Police with its personnel and relevant assets.
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o Civil defence.

o RESCUE 1122 Emergency Services. It has a presence in all the districts of Punjab and
acts under a defined act with a good organization, trained personnel and dedicated
ambulances, a firefighting fleet and an Internationally Certified Urban Search & Rescue
Team. It also has a very good training academy. Except Sindh, all other provinces,
including AJ&K and GB have varying degrees of RESCUE 1122 services/capability.

o Fire Fighting units of city governments, cantonments, private housing societies and
industrial units.

o Forensic facilities.

o All government and private health facilities in the area.

Federal Level

o Armed forces personnel and selected assets (aviation vehicles, bomb disposal, bridges,
boats, logistics and health services etc.).

o Civil armed forces.

o An ambulance network of large and small philanthropist organizations.

o Relevant resources of NGOs, INGOs, UN Agencies, Pakistan Red Cross, if available.

Critical Analysis of National CIM Framework: Gaps and Bottlenecks

Since its promulgation, the NDM Ordinance of 2006 has matured over the years and undergone
the stress test of managing mega to small scale disasters in different regions of the country. A
critical review and analysis of the gaps in CIM policy framework, processes and structures is as
follows:

Policy Level

Given the multi-tiered federal structure of Pakistan, the mandate with regards to Critical
Incident Management is split across national, provincial and district tiers, which makes
implementation of plans, guidelines, and directives by NDMA challenging and difficult to
monitor.

Disaster Management has not received the high-level policy attention it deserves. This is
evidenced, among the others, by the fact that only five meetings of the NDMC have been
convened since the establishment of the NDMA in 2006. At provincial levels, PDMCs are
mostly redundant. The role of enablers is somewhat muted which affects meaningful
implementation of policies and plans.

In the NDM Act, the word ‘disaster’ means a catastrophe or a calamity in an affected area,
arising from natural or man-made causes or by accident which results in a substantial loss of
life or human suffering or damage to, and destruction of, property’. However, in actual practice,
the actual role of the NDMA is limited to managing natural disasters, and to a limited degree,
management of accidents (transportation, industrial, urban fire etc.). The NDMP and NDRP
are altogether silent on this aspect. The policy direction, therefore, is not clear.

Terrorism incidents apparently do not fall under the mandate of the NDMA and PDMAs,
because it remains a ‘law and order’ and ‘internal security’ subject, falling in the domain of the
Interior Ministry, NACTA, Home Department (provincial level), Police and other LEAs. The
NDM system has no defined policy directive /role in management of disasters arising out of
terrorism.
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Organisational Structure

The PDMAs are notified by respective governments and exist on the ground with dedicated
personnel under an appropriate structure. However, the organisation of all PDMAs differs from
each other. The heads of PDMAs are generally junior officers with little experience or
exposure to crises management. The quality of human resource is inadequate (qualification,
experience, capacity) and job descriptions are not well defined. The officials are mostly posted
on deputation from other departments, with frequent turnover. All these aspects compromise
institutional growth and development.
The NDMA on its part is a well-established organisation as the Authority is headed by a Grade
21/22 Officer and the other two members are grade 20 officers. However, the NDMA too
suffers dearth of quality HR.
Very limited number of qualified professionals are hired from the open market on contract
basis by NDMA and PDMAs.
The DDMASs, being the implementers/first responders are the weakest tier of provincial
structure. The DDMAs are mostly not notified and in the absence of an effective local
government system, do not possess effective leadership which compromises the basic
concept of the functioning of a DDMA. There is no dedicated cadre, no organisation set up,
and the Deputy Commissioner assumes the role of District Head /Coordinator as an
additional responsibility. All disadvantages of an ad-hoc organisation / approach are
ingrained in the present functioning of DDMAs.
Departments with overlapping mandates exist for emergency response at district level.
These include RESCUE 1122, Civil Defense, Fire Brigades etc. The mapping, assessment
and complementary effect of their capacities for a synergetic employment is a challenging
task.

Planning

The National Plan and provincial plans as visualized in the NDM-Act 2010 are not regularly
updated nor reviewed by respective forums (NDMC and PDMC). Hence the implementation
remains questionable in crises situations.

The National Disaster Management Plan (NDMP), based on the NDMA Act, aims to enhance
national capacity to prepare for and respond to natural disasters by defining measures
considered necessary for disaster management. The NDMP identifies the roles and
responsibilities of the stakeholders, including federal, provincial and district governments,
community organizations, NGOs, businesses, and residents who are involved in disaster
management. The plan has been professionally prepared and approved by NDMC as well,
but it could not be implemented due to financial constraints and lack of interest from
concerned departments and provinces. The plan relates only to natural disasters and fails
to fulfill the prerequisites of ‘national element’, as some essential components of effective
response remain absent.

The National Disaster Response Plan 2019 is a response-centric document but has a lot of
deficiencies. It is generic in nature, defines response against natural disasters, does not
identify tangible disaster contingencies, possesses no micro level risk assessment and
response guidelines are non-specific. The distinction between NDMP and NDRP is also not
very clear.
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. The planning at every tier is flood specific which is an annual feature before the monsoon
season, but a multi hazard planning concept does not exist.

. The PDMAs do not have any ‘provincial plan’, aligned with the National Plan, and hence,
district plans either do not exist or are fragmented in nature. The oversight mechanism at
the level of NDMA and PDMA is weak.

° Non-availability of reliable data / statistics / risk atlas affects planning. At the national level,
there must be one data source e.g., NADRA. Multi Hazard Vulnerability Risk Assessment
(MHVRA) is the best practice and a driver of response in planning and execution for the
disaster management spectrum. NDMA does have a Risk Atlas for a few districts but there
is no ‘national grid of data’ nor a real time communication network. This has an adverse
bearing on planning and response in a crisis.

. The NDMA has prepared several plans/SOPs/training manuals but their implementation at
the concerned tier is hindered due to the lack of enabling environment.

° There is no defined format of even flood rescue and relief plans at the district tier. Existing
plans, related mostly relate to flood relief are not contingency based, do not have logical
sequence, and do not lay down specific instructions for resource distribution, responsibilities,
SOPs and coordination.

Processes / SOPs

e A PDMA is the lead agency at the provincial level for natural disasters, but its role in a
manmade disaster, especially in terrorism incidents, is neither defined nor visible.

. District Authorities or DDMAs (as per the NDMA Act), by default, remain the 1% tier responder
in natural and man-made disaster incidents in their respective jurisdictions.

. The absence of an effective ‘district plan’ negatively impacts coordination during a crisis,
particularly in direction/ employment/ resource mobilization / integration / optimization and
formulating a coherent response. The planning, coordination and capacity shortfall either
exercises a premature pull on provincial and national resources, or local resources are not
optimally utilised.

° Since no contingency driven provincial or district plan exists, response is mostly reactive and
all relevant organisations work under respective department policies, a broad plan and
general SOPs of the respective department. It is a ‘one size fits all approach’.

o Non-availability of risk maps dilutes effective employment of resources.

e  Although NDMA has formulated a uniform system of a situation report’ to build a
comprehensive picture of an incident in a crisis situation, it is not uniformly adopted by all
provinces.

. The Incident Command System comprising the National Emergency Operation Centre
(NEOC), Provincial Emergency Operation Centres (PEOC), District Emergency Operation
Centres (DEOC), with representation from all key government departments and
humanitarian organisations is normally operationalised but its SOPs and mock activation
drills are not undertaken or followed. Being an ad-hoc organisation, with representatives
from varied departments, it needs operational SOPs for activation and functioning.

. Plans must be practiced/tested for their befitting application and assessment of viability.
The concept of regular mock drills and simulation exercises does not exist in an
institutionalised manner. LEAs and armed forces and to a limited extent RESCUE 1122,
due to their organisation strength and training, often carry out such exercises, but the
personnel of other departments are not exposed to such training.

Page |13




Page |14

IDENTIFYING GAPS IN PAKISTAN’'S CAPABILITY AND SYSTEMS REGARDING MANAGEMENT ...

. Inclusive approach at the district tier, involving civil society, NGOs and communities is quite
weak primarily due to the absence of local government system.

. The aspects of victim identification, casualty evacuation/ management, medical care and
disposal of dead persons rests with DDMAs but there are no well-defined SOPs for
requisitioning experts for information management, victim identification, chain of evacuation
of causalities / dead, designated mortuaries, collection /consolidation of data of casualties,
segregation of vulnerable groups (old/women/disabled/children). The normal process
involves police, RESCUE 1122, volunteers and philanthropist organizations evacuating
casualties to the nearest hospitals from where segregation takes place.

Management of Critical Crises: A Case Study of the Super Floods of 2010

Super Floods of 2010 were a litmus test for the NDM system of the country which was still in its
incipient stages. A Case Study of the Floods 2010 is at Appendix C.




Section-ll: Critical Review of the Provincial Manmade

Disaster Management: Framework and Processes

Part-1: Punjab

Manmade Disaster Risk Profile of the Province

Punjab has an unfortunate history of terrorism and manmade disasters. During the turbulent years
of 2007-2012, the province remained in the grips of severe terrorism and violence. This violence
was targeted against public sites and against minority communities.

Several militant groups operated in the province. The list includes the TTP and the notorious
Lashkar-e-Jhangvi as well. Recent years however have seen a remarkable drop in the number of
terrorist incidents. This is on account of a concerted state effort to rid the province of terrorism
and the military operations that were launched in the border regions of the country. The situation
now remains largely peaceful, with most areas of Punjab not having witnessed terrorism in years.

Legal and Policy Framework

Punjab boasts a relatively better record of legislation than the other provinces. This extends to
both disaster management, emergency response and policing. Punjab, for instance, has its own
PDMA and effective DDMAs. One interesting deviation in Punjab lies in the fact that the relief
commissioner in the province is the Senior Member Board of Revenue (SMBR), and not the DG
PDMA. The SMBR is often a senior and experienced civil servant and under the authorities vested
in him/her on account of being relief commissioner, often leads response to natural and man-
made disasters. The response to COVID-19, for example, was led by the relief commissioner who
mobilized district administration in enforcing SOPs and monitoring the situation on the ground.
Similarly, the Civil Administration Act too empowers district administration to lead relief and rescue
efforts.

The province possesses a sound legal framework for policing as well. This includes an act that
pertains to the safe cities project, the Counter-Terrorism Department (CTD) and Civil Defence.

Institutional Structures

Several institutions are involved in emergency relief and response in Punjab. These include:

Punjab Emergency Services (RESCUE 1122)

Punjab Emergency Services, commonly known as Rescue 1122, was set up in 2006 under a
provincial law. The service has made an impact in the society by emerging as a centre of
excellence in critical incident evacuation by its professional and prompt response in the last 15
years after its establishment.
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Rescue 1122 attends around 4000 emergencies every day, out of which about 1000 happen to
be road accidents while 2000 are medical emergencies. Rescue 1122 also shifted 23000 COVID
19 patients to various hospitals and buried around 4000 COVID 19 victims. Presently, the service
possesses 800 ambulances, 2300 motorbike ambulances, and 300 firefighting vehicles. In the
province, there are 5000 community teams, with each team comprising 12 volunteers, and
200,000 rescue scouts.

Islamabad, Sindh, and Baluchistan do not have this service. In KP, the service has been
introduced and is performing satisfactorily. Gilgit Baltistan also has a rescue service, while the
government of AJK has signed an MoU to establish Rescue 1122. The emergency service has
thus been introduced in AJK but is still in its rudimentary stages.

The role of the Punjab Emergency Service has further been extended under the Punjab
Community Safety Act 2021, which empowers District Emergency Officers of the Punjab
Emergency Service to inspect health clubs or buildings and ensure that safety procedures have
been adopted.

Rescue 1122 is one of the few public services which have won public trust and appreciation at all
levels. It has a strong organizational structure, trained personnel, dedicated ambulances, a
firefighting fleet, and an Internationally Certified Urban Search and Rescue Team. It also has a
proper and well-equipped training academy where nine hundred officials are under training and
are exposed to the equipment used in the field. The firefighting service of the local government is
also present, but it hardly performs. Such redundant organizations continue to operate and are
not dissolved, despite their poor performance.

Punjab Police

The role of protecting the life and property of the public extends the mandate of the police from
protecting citizens from violent crime to prohibiting kite flying and responding to emergencies such
as manmade and natural disasters. Police is present in the remotest part of the country and is
generally the most familiar of all government functionaries on account of its uniform. In case of
critical incidents, the police are generally the first responders. In the DDMA, the Deputy
Commissioner and the District Superintendent of Police are the two main managers / leaders. But
the response of the Central Police Office Punjab revealed that no disaster management plan
prepared either by the PDMA or DDMA has been shared with police management. Whatever the
police do during such conditions depends completely on the situation and local leadership. The
plans of the PDMA and the relevant DDMA, meanwhile, do not cater to critical incidents like
terrorism and accidents which often involve multiple fatalities.

When the IGP Punjab was asked whether a provincial plan exists to combat critical incidents in
the province, he responded that no such single provincial plan exists. However, comprehensive
SOPs/instructions have been issued to combat terrorism and to deal with post-blast/terrorist
activity. The Punjab Police has a dedicated unit called the Special Protection Unit (SPU) for the
security of foreigners and it has prepared project-wise contingency plans keeping in view the
topology and demography of the area in which the project is located. The SOPs that the CPO
enclosed with the response to the questionnaire was issued in 2007. Normally SOPs exist but
personnel operating in the field are not aware of them. These SOPs are also rarely rehearsed or
exposed to the officers who must implement them.
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For compensation to victims of terrorism, meanwhile, the Punjab Civilian Victims of Acts of
Terrorism (Relief and Rehabilitation) Act, 2016 is the pertinent law. However, no evidence exists
of this law being used to disburse compensation.

SOPs to deal with various crises exist but are not followed meticulously, while the conduct of the
implementing arm of the police is generally knee-jerk and unprofessional. Nobody knows what to
do at the scene of a terrorist attack. There is no practice of securing and controlling the crime
scene and more than eighty percent of evidence is destroyed either by the rescue services or the
public, while the remaining twenty percent is destroyed by untrained and unaware police officers.

There is no special mechanism to deal with the foreign victims of critical incidents. The police, for
instance, remain unaware of whom to inform in case a foreign victim is identified, while SOPs
should be developed to establish communication with relevant foreign embassies. To deal with
intelligence reports related to high casualties or threats to foreign nationals, Punjab Police
possesses the operations branch of the CPO which has a dedicated OPS room equipped with
the most modern means of communication. As and when any information/source report is
received, it is promptly disseminated to the concerned field formations through email and formal
channels without disclosing the source of information. The Operations Branch liaises with
intelligence agencies and collects and collates information generated by intelligence sources.
Directions are frequently issued by the OPS Branch to carry out mock exercises and flag marches
before any major event. The activity is carried out regularly and the same is effectively monitored
by the Operations Branch, CPO. At the same time, it remains true that too many routine
information reports have reduced their reliability, since operational units do not take them
seriously. Intelligence should be reliable and usable, and it should contain spatial and temporal
information.

Victim identification meanwhile occurs through NADRA which verifies any documents pertaining
to the victims. If no documents are available and the face of the victim is unrecognizable, DNA
samples are collected and sent to the Punjab Forensic Science Agency for forensic analysis and
support.

Counter Terrorism Department (CTD)

Although prevention and detection of terrorism form some of the basic responsibilities of the
police, general investigation of terrorism related incidents has increasingly been ascribed to the
CTD. CTD Punjab functions under the command of an Addl. IGP. It is mandated to carry out
intelligence and operational activities to wipe out terrorism from Punjab. Efforts made by CTD
have led to a major reduction in acts of terrorism across the province. CTD has an intelligence
wing that generates reports about activities of hostile elements. The Analysis Wing of the CTD is
essential to assess the authenticity and practicability of any information received. CTD has
devised multiple SOPs to streamline the response to an act of terrorism.

The CTD is equipped with necessary paraphernalia to prevent, counter and detect acts of
terrorism and that SOPs have been devised to tackle such situations. Despite this, the bottlenecks
in enhancing the CTD's response to holistic management of a major terrorist attack, in terms of
policy, laws, coordination with other stakeholders, and adequacy of resources exist.
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Punjab Safe City Authority

The Punjab Safe City Authority was established vide the Punjab Safe City Ordinance of 2015
which was converted into an act in 2016. The purpose was the establishment, development, and
maintenance of an integrated command, control, and communication system (PPIC3) to monitor
traffic and suspect activity and help the police in regulating traffic, monitoring law and orders
situations, and helping the investigation wing detect crime and terrorism. The last six cases of
terrorism in Lahore were detected with help of these cameras. But for the last two years, the
project has been facing serious problems. It has become a victim of the lack of ownership and
slow decision-making. Four thousand cameras out of eight thousand cameras are not functional
because of a lack of funds. There was a serious shortage of staff, but the summary has been
approved after a lapse of twenty-one months. The posts of MD, Chief Project Manager, CFO, and
SSP Operations are lying vacant and only the CEO is running the project.

The Authority is also seeking to expand the project to Nankana Sahib, and Lahore is also planning
to have more cameras. Cameras in DHA, Metro bus stations, Orange Line, ring road, and private
societies are also being made functional, but the decision-making is slow. The project is
deteriorating on account of the lack of maintenance and development. The project boasts
significant plus points. For instance, there was a decrease of 43% in fatal accidents when the e-
challan system was introduced but with the cameras getting out of order the percentage dropped
to 25% and presently it has touched 1%.

Civil Defence Department

The Civil Defence Department was established in 1948 under the name Air Raid Precaution
(ARP) in the aftermath of World War II. In 1951, the organization was renamed Civil Defence
under Civil Defence Ordinance 1951. The most important function of the Civil Defence
Department is responding to emergencies during a war. Although at the time of its inception, the
goal was to defend cities against air raids of the enemy, its scope slowly expanded to include
managing critical incidents and disasters. A few of its functions include:

e Assist local administration/army in rescue, relief, and evacuation measures.

e Form search and rescue teams and train them in each province/district of the country.

e Organize training and refresher courses and simulation exercises for government
departments, college and university students and volunteers on search, rescue, and first
aid.

¢ Organize training on bomb disposal for personnel of armed forces, police, and all other
concerned agencies.

¢ Organize training on firefighting for government officials and volunteers at district and
tehsil levels.

o Create community awareness of public safety organizations.

e Take action under petroleum and LPG Rules.

¢ In Punjab, volunteers of Civil Defence work at the shelter homes as well.
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Processes

Response: The CTD at the Forefront

In Punjab, the ambit to respond to man-made disasters lies primarily with the CTD. The concept
of the CTD, in fact, first emerged in Punjab and the CTDs subsequently formed in other provinces
have been developed on the patter prevalent in Punjab. The mandate of the CTD in the wake of
a terrorist incident involves being the first responders (along with the local police and cordoning
off the area). The CTD, along with the district police, secures the site and engages in preliminary
investigation and evidence collection. The CTD is also responsible for launching preemptive
strikes based on intelligence reports and engaging with combatants if hostilities persist.

Rescue and evacuation

Several departments are responsible for rescue and evacuation. The first responder is the 1122
emergency service, which boasts a response time of less than seven minutes. The 1122 service
is assisted by civil defence—which has become increasingly active in recent years. At the same
time, the police also effectively support these departments in evacuating and rescuing injured or
transporting corpses to hospitals or morgues. The fulcrum of the entire process is the district
administration and the DDMAs, which are legally authorized to lead rescue and relief efforts. The
relevant assistant or deputy commissioner leads the relief efforts and is responsible for overall
coordination according to the existing plans and policies in place.

Evidence Collection and Victim Identification

Punjab Forensic Science Lab is the only lab in Pakistan which adheres to international standards.
The PFSL has a database of a few million profiles. When needed, storage can be enhanced by
adding more server capacity. Based on the database, several ‘cold hits’ have been obtained by
the lab. Cold Hit is that case where the DNA of a suspect matches with his DNA profile which
already exists in the database of the Lab. It has solved many tedious cases, like the identification
of four children who were sexually assaulted and throttled. Their bodies were thrown in a trash
dump away from the Chunian town of District Kasur, Punjab. This identification was done by DNA
matching. The Director General of Punjab Forensic Science Laboratory also helped identify
several victims of PK 661 that crashed on 7 December 2016 at Havelian and PK 8303 which
crashed at Jinnah International Airport Karachi on 22 May 2020 involving 97 fatalities. Victim
identification is also done through NADRA, which helps identify victims through its database and
with the help of DNA matching.

Bottlenecks and Challenges in Manmade Disaster Management in Punjab

e Working of the PDMA is suffering on account of 232 vacant posts.

o There is an acute shortage of transport for officers of the PDMA.

e The PDMA has a shortage of office accommodation in the districts.

o Home Department is delaying much needed amendments in service rules of the PDMA.

o The Punjab Emergency Service also feels constrained due to the system it works under.
It takes a lot of struggle and time to get new initiatives through.

e Presently, the academy has sufficient land and resources, but the land may fall short over
time.
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Police have always remained severely deficient in human, physical and financial
resources.

All provinces have different police laws.

Police officers feel that when causalities are inflicted on the police personnel while dealing
with illegal mobs, the governments ultimately compromise with the perpetrators without
holding them accountable for the losses caused to lives and property.

Due to a lack of human resources, introducing a shift system is not possible. Police officers
do not get leaves or weekends off. Working hours are irrational and they do not get rest
and recreation opportunities which is their right according to the Universal Declaration of
Human Rights 1948.

The police are not sufficiently trained to deal with violent extremism, first aid, and security
at the crime scene.

Police officers do get equipment necessary in the field.

Investigation boxes are not available to investigating officers.

There are hundreds of cases with each investigator, and it is humanly impossible to carry
out a proper investigation due to case-to-investigator ratio being too high.

Research in 2019 revealed that on average, an investigator in Lahore police must appear
340 times before a court in one year.

On the policy side, developing a counter-terrorism narrative and powers to prevent
terrorism acts are two areas that need conceptual policy clarity.

On the legal side, the Anti-Terrorism Act, 1997 needs major revisions in the light of
Supreme Court judgment on the definition of terrorism. Likewise, scheduled offenses
added to the ATA courts should be sent to ordinary courts so that ATA courts can focus
exclusively on terrorism cases. Money Laundering and Counter-Terrorism Financing
should be mainstreamed, and the standard of proof required may be brought at par with
corporate and civil legal liabilities. Likewise, cybercrime especially related to hate speech
and cyber terrorism may be allowed to be investigated by CTD.

There is no legal basis for the Counter-Terrorism Department (CTD). Previously, it was
covered as part of the Criminal Intelligence Department (CID) which was working under
Police Rule 21.25 of the Police Rules, 1934. The legality, when challenged, will be a
source of concern for the administration of criminal justice of the CT cases.

The policy of CTDs must be clarified by refining their mandate and by adequately
equipping the department. Currently, their legal and administrative mandate is limited to
detection while increasing expectations exist from them to take preventive and counter-
narrative actions against extremism.

The Departmental SOPs are fragmented and must be consolidated to harness focus and
resources in one direction. The consolidation and periodic review of these SOPs must be
institutionalized and be flexible enough to meet evolving circumstances and the threat
matrix.

There is little or no competence regarding organized crime especially money laundering,
trafficking in persons, and climate change (environmental offenses) that make into feeding
predicate offenses to money laundering and counter-terrorism financing investigations
and prosecutions.

The information technology component of the CTD is dormant and is essentially being
used for the identification and reverse tracking of pieces of evidence. It must go further
and must be legally empowered to approach cybercrime from a change perspective.




SECTION-III

There is dual administrative control of the Home and Police Departments on the CTD. This
must remain under one leadership to increase the efficiency and effectiveness of CTD.
There are no clear-cut Key Performance Indicators for every level of the CTD, which allow
officers to monitor performance. Lack of such KPIs leaves the organization at the mercy
of every incumbent, while optimal performance of the organization is not gauged.

The police respond to an act of terrorism effectively. However, modern-day technology
can make a difference in response quality.

The laboratory needs more funds for maintenance and development.

The laboratory is short of supporting staff and experts in various fields.

The laboratory feels handicapped in DVI processes when important stakeholders like the
police and NADRA do not wholeheartedly cooperate.

Lack of ownership of Safe Cities Authority (SCA)by the government and even by the police
department.

A deliberate attempt to defeat the SCA by the bureaucracy so that they take over the
project.

Funds are not being provided for maintenance and development of the SCA.

The SCA was not allowed to recruit the required staff for the last two years.

Positions of senior management in SCA are lying vacant.

Departments like Excise and Taxation, Police, Traffic, LDA, PHA, etc., do not cooperate.
The SCA is working in isolation.

Recommendations

1.

2.

No

o

10.

11.
12.

Increase the number of police officers so that they can be deployed in three shifts and can
be allowed the leave that they deserve.

Career planning at all levels should be done. A slow promotion system dampens the
morale of police officers.

Improve the quality of recruitment. It is not possible to select good police officers in just
three days. Police should have recruitment centers and the process of recruitment should
be ongoing and thorough.

Career planning of PSP should be done by the National Police Bureau instead of the
Establishment Division.

The Integrated Command, Control, and Communication Center should be expanded, and
sufficient funds should be allocated for them.

The period of training of constables must be extended to one year if not two.

The political will to make police politically neutral and independent in administration and
operations

Community police should be mainstreamed as soon as possible

Rescue 1122 has enough resources to fight small and medium-level day-to-day
emergencies but for disasters, the Emergency Service will not suffice. Therefore, the
service should be provided with more modern technology like life finders, scuba diving
equipment, search, and rescue vehicles, etc.

The Rescue Service intends to buy gyrocopters and air ambulances, for which funds
should be allocated.

The authority should be allowed to hire senior management.

The provincial government should take ownership of the project and expand it to other
cities as well.

Page |21




Page |22

13.

14.
15.
16.
17.

18.

19.

20.

21.
22.
23.
24,
25.
26.
27.
28.
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Decisions taken on different expansion and development schemes of the safe city project
should be taken and required funds be released.

Provision of State-of-the-art Equipment especially IT based gadgets/ Apps to CTD.
Experienced IT experts must be provided to the CTD.

Jurisdiction in cybercrimes related to extremism should also be given to the CTD.

The CTD must be designed on the rule of law model instead of the security model where
there is no appetite for legality and rights-based safeguards.

The CTD must be brought under the specialized control of the Inspector General of Police,
Punjab. This will fortify the institutional strength of CTD and will provide synergy within the
police for better performance.

The legal framework for CTD must be prepared and should contain an elaborate system
of internal accountability.

Cybercrime to the extent of extremism-related matters must be devolved to CTD in
Punjab. The prevalence of extremism can only best be checked by entrusting CTD with
policing extremism.

Setting up a special division at the forensics lab for DVI purposes.

Cold Rooms are required for the storage of bodies.

Dedicated equipment will be required for the task of DVI.

Dedicated human resources and DVI experts are required.

Civil defence should have its own training academy.

Either completely revamp civil defence or merge it with Rescue 1122.

Create and develop interoperability between these key stakeholders.

Share and integrate their critical command and response systems.
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Part-2: Sindh

Disaster Risk Profile

Compared to other provinces, Sindh lately contains a more peaceful record in terms of incidents
of terrorism. Despite this, the province has witnessed significant bloodshed, particularly in the
largest city of the province—and the country—Karachi. Another incident that immediately springs
to mind is the gruesome bomb attack that occurred at Sehwan Sharif, killing around eighty people.
Recent incidents include attacks by insurgent groups on the Karachi Stock Exchange and on the
Chinese consulate in Pakistan’s economic capital.

Karachi has remained home to intense bouts of ethnic violence. A microcosm of the diversity
Pakistan boasts, Karachi withessed severe ethnic conflict on its streets from the 1980s onwards.
This violence was usually centered on the Muhajir community which felt itself besieged from the
other communities that call Karachi home. The violence reached its acme during the 1990s when
the political situation deteriorated significantly. Although pockets of ethnic violence continue to
exist in the metropolis, Karachi now finds itself far more peaceful today.

Sindh has recently witnessed a rise in the incidence of natural disasters. From debilitating
heatwaves in Karachi to the super floods of 2010 which wreaked havoc in the low-lying regions
of the province, Sindh is living through the negative effects climate change has wrought. These
heatwaves and floods have caused significant loss of life and property and is triggering seismic
social changes such as rural-urban migration and altering agricultural patterns.

The novel Coronavirus too left an indelible imprint on Sindh. Throughout the struggle to overcome
the virus, Sindh carried the highest infection and mortality rates of the country. This despite the
proactive efforts of the provincial government to impose a strict lockdown. Dengue and Malaria
too wreak havoc in the province during the humid months from July-September.

Legal and Policy Framework

Sindh does not possess a provincial disaster management plan or SOPs for rescue and
emergency measures. The lack of legal cover thus makes the Sindh PDMA a rather redundant
organization. Instead, emergency measures in the province rest on DDMAs and non-profit
organizations such as Edhi and Chippa. The former once again operates without any clear SOPs,
and the performance of different DDMAs rest on the alacrity and initiative of officers leading these
authorities. The crux of disaster management in Sindh, therefore, comes down to DDMAs and
their coordination with different departments such as the police and health officials.

The provincial government, however, has done well to launch the ‘Shanakht’ (identification)
programme and to develop the Sindh Forensic DNA and Serology Lab. The Shanakht program
assists in identifying victims and dead bodies. This is particularly relevant considering the fiasco
that occurred in the wake of the airplane crash in Karachi in 2020. Similarly, the Sindh Forensic
Lab plays a crucial in tagging corpses and collecting DNA samples.
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Institutional Structures

As already stated, Sindh operates without a provincial disaster management act or plan. This
makes the PDMA a largely redundant body, with the burden of disaster response falling on
DDMAs, the police and volunteer organizations.

DDMAs

DDMAs are headed by the deputy commissioners—the principal representatives of the state in
each district of Pakistan. Presently, there is no proper setup of DDMAs in the districts. There is
no dedicated permanent staff earmarked for DDMASs, nor have the DDMAs been granted any
funds or allocated any equipment. The Home Department, thus, must ensure that at least
permanent/ dedicated staff is posted to DDMAs in each district besides allocating them token
funds to be used in case of disasters. Home Department must ensure that district level SOPs for
DDMAs in districts are prepared. Without SOPs, DDMAs cannot function and deliver. DDMASs in
the first phase must carry out detailed exercises to identify local level evacuation areas, routes
and shelters where vulnerable communities can be shifted rapidly in case of a calamity.

Role of the District Police

The police are normally the first responders to a terrorist attack or criminal offence or any other
major accident in accordance with Section 155, 157 (I) of Criminal Procedure Code as well as
Police Rule 25.10. Furthermore, in case of a terrorist attack, police can cordon off the crime scene
under Section 21-A of ATA, 1997 to preserve the crime scene in a terrorist case upon the orders
of a senior officer. In addition to the above laws, Sindh also has a Sindh Witness Protection Act,
2013, which essentially operates under the close supervision of DIG CTD. So far, this law has not
been applied in any case.

No provincial level police plan exists in the province, however. Despite this, the police have
developed incident-based SOPs, such as SOPs for the crime scene unit for the sole purpose of
collection of evidence after a terrorist attack. In the same context, there is a SOP for identification/
retrieval of unidentified dead bodies in the aftermath of a critical nature incident.

At the same time, dedicated Sindh Police units like Foreign Security Cell, Special Protection Unit
(CPEC Security) have been established in Sindh for protection of Foreigners/ Chinese nationals
and each has its own contingency/ security plans. However, Special Security Unit (SSU) for the
purpose of providing enhanced/ foolproof VVIP security to foreigners in events like PSL, has been
established and has been working successfully for many years. Over the years, the SSU has
developed detailed contingency plans seamlessly integrating elements of Pakistan Rangers and
SSG of Pakistan Army. Sindh Police also has at its disposal Counter Assault teams in the form of
RRF (Rapid Response Force) and SWAT teams of SSU to deal with any large-scale assault or
hostage situation. SOPs are also in place in case foreigners are targeted, but these SOPs do not
differentiate between types of victims.

Counter-Terrorism Department (CTD)

CTD, earlier known as CID is headed by an Additional IG. It is mandated to collect intelligence
and conduct operations to wipe out terrorism from Sindh. Over the years, the CTD has played a
key role in suppression of terrorism in Sindh Province. However, it suffers from the following
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constraints: a shortage of officers, lack of requisite infrastructure and logistics, insufficient funds
and need for training on modern lines.

In order to keep abreast with the terrorist designs, CTD collects information through its intelligence
wings which is shared with sister agencies and Sindh police’s various formations. At the same
time, in the light of information on the intention of terrorists, it collaborates with local police to
undertake hardening measures. Over the years, the CTD has devised multiple SOPs to give an
effective but calibrated response to an act of terrorism. Although, Special Branch carries out
security audit of the protective arrangements of target personalities, the CTD also carries out
regular checks as and when required. It is also imperative that the CTD conduct mock exercises
regularly to test preparedness and to respond effectively to incidents.

As far as CTD’s role in preservation of crime scene is concerned, it is mainly local police which
acts as the first responders in almost all cases. However, CTD takes over the crime scene in
cases of terrorism under Section 21-A of ATA, 1997. CTD has no say in matters of compensation
and rehabilitation of victims of terrorism, as these matters are decided by the Provincial
government.

Presently, CTD has not framed any holistic SOPs. However, there is special law and SOPs are
in place for protection of witnesses of terrorism incident/ criminal cases.

Sindh Forensic DNA and Serology Lab

The Sindh Forensic DNA and Serology Lab is part of the International Centre for Chemical and
Biological sciences and was established over the last 5 years with the financial support of the
Sindh government expressly under the orders of the Sindh High Court. Since then, the SFDL has
been carrying out identification of dead bodies through DNA profiling in cases of natural and man-
made disasters.

While responding to a question about rules applied by different forensic experts in the
identification of dead bodies of victims of a disaster, Dr. Ishtiag Ahmed, in charge of the lab,
stressed that the most important thing is the proper tagging and sample collection for forensic
analysis. According to him, there is no hard and fast rule that all bodies should be handed to heirs
after confirmation of DNA results. A body can be handed over if the face of the dead body is intact
or his fingerprints are available. Bodies based on verified dental record can also be handed over.
Lately, if none of the above features/ evidence are available, then as a last resort, DNA testing is
carried out. Likewise, Odonatologists are also very important in cases where the jaws of the dead
body are still intact. Of all the methods, DNA collection remains the most reliable method in almost
every type of dead body identification cases.

While commenting on the fiasco created in the wake of PIA crash, Dr. Ishtiaq stated that
misidentification of bodies was mainly due to unprofessional tagging of the bodies by the Medico-
Legal officers at the JPMC. Further confusion was created by yet another unauthorized tagging
of the bodies by the PFSA, as they removed the original postmortem tagging and placed their
own tags. He further stated that their staff is trained on disaster management training by the
world’s foremost experts on disaster management like Dr. William Goodwill, Dr. Laila and Dr.
Mustafa.
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Volunteer Organizations: Edhi Foundation

Edhi Foundation remains the most prominent and well-established NGO in Pakistan. The
foundation boasts an ambulance service, rescue teams and shelters for women and children. In
the absence of a government sanctioned rescue service, Edhi, along with Chippa provides basic
services such as ambulances and recovering dead bodies. Volunteers of the organization are
trained through different courses focusing on emergency first response, cardiac responses, etc.
Despite their training, volunteers of the foundation are often accused of unprofessionalism.
Despite this, Edhi continues to fill the vacuum caused by the provincial government’s failure to
provide essential emergency services.

Processes

Intelligence Collection and Response

Upon receiving information or intelligence reports of an impending emergency, the Operations
branch of the CPO has a dedicated Operations Room, which disseminates to concerned field
formations any information or intelligence reports it reveals. Furthermore, to assess the gravity of
a threat and with the objective of preempting the imminent threat, district and divisional
administrations have district/ divisional intelligence committees which in turn collaborate and
cooperate with different relevant departments and accordingly frame their contingency plans. As
regards to target hardening amidst intelligence threat alerts, the Government of Sindh has framed
Sindh Security of Vulnerable Establishment Act 2015. Special branch Sindh under this act
regularly carries out security audit of such establishments (including CPEC projects) and issues
advisories to the inspected unit on how to enhance its security.

Relief and Rescue

The response and rescue to emergency situations is led by DDMAs, volunteer organizations and
the police. In the event of a major terrorist attack, the Operations branch of the district police
carries out coordination for inter-range mobilization of resources and manpower. Similarly, it is
also responsible for formally coordinating with Home, Health and other departments on need
based assistance. Operations branch has adequate resources and can muster additional
resources in the shape of manpower and equipment as and when the need is felt. In case of
foreigners falling victim to a terrorist attack, the information will flow/ emanate from the concerned
district and CTD where the incident took place to the CPO. The CPO will then pass on the
information to the government through the Home Department. The district police, meanwhile,
forms contingency plans for different events and for the security of important and sensitive
buildings or installations.

Identification of Victims: The Shanakht (Identification) Project

Identification of victims, meanwhile, takes place through a ‘Shanakht’ (identification) programme
jointly developed by Citizens Police Liaison Committee (CPLC) and Sindh Police. Under this
project, special terminals have been installed at mortuaries of Chippa and Edhi which are
essentially integrated with the NADRA database. In case a body in mortuaries remains
unidentified for more than seven days, the police collect DNA samples from the dead body and
send it to Sindh DNA and Serology lab at Karachi University or the DNA Lab at Liaquat University
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of Medical and Health Sciences (LUMHS) Jamshoro for DNA matching. The identification of dead
bodies, meanwhile, is done through fingerprint and photo matching with this database.

Bottlenecks and Challenges

Major bottlenecks in the way of improving capability of operations wing and district police force
include the lack of a dedicated and trained staff which can deal with disasters. Similarly, a lack of
coordination amongst various departments responding to a disaster like situation creates
confusion and distrust. Failure to share intelligence in real time among various organizations is
another troublesome issue in prevention or mitigation of critical incidents. In the same way,
ensuring adequate supply of vital resources in critical situations in a district can play a decisive
role in mitigating a crisis. Lack of professionally trained manpower to carryout rescue operations
in a disastrous situation can make a big difference in saving lives. Other bottlenecks include:

o PDMA Sindh, which is supposed to act as the leading agency in coping with natural or
man-made disasters, has had stunted growth in the last 11 years of its existence. PDMA
due to its incapacity has yet to frame its provincial disaster plan.

¢ Resultantly, the PDMA today can only play a limited role in the event of riverine and urban
flooding. Beyond that, it has no capacity in terms of resources or trained manpower to
respond to minor or major disasters in the province.

e There is sadly scant concern or urgency on the part of the provincial government to
properly revive, empower and equip PDMA/ DDMAs with dedicated trained manpower,
appropriate equipment and special funds. As a result of consistent negligence, DDMAs
today are virtually handicapped in properly managing any minor or major accident / natural
or man-made disasters.

o Home Department which should play a lead role in giving directions to different agencies
in a disaster like situation, hardly assumes its leadership role in either drawing up
provincial plans or taking charge of crisis/ disaster situations. Civil defense, which is
administratively under the Home Department, remains largely inactive.

e The recent poor and miserable state of KMC’s Fire Brigade again mirrors the lowest
priority the provincial government accords to disaster management. This can be gauged
from the fact that out of 44 Fire Tenders in 2018-19 only 8 were serviceable, till the time
the Federal Government came to their rescue by donating 52 new fire tenders which put
off the impending crisis. On top of this, the Provincial Government has placed a ban on
recruitments, which again prevents the fire brigade from filling up 300 vacancies.

¢ The Sindh Building Control Authority (SBCA) has also recently approved building with
inadequate fire-fighting facilities or escape routes which again poses significant danger to
residents in case of fire outbreaks or earthquakes.

¢ Non-existence of a dedicated rescue service like Rescue 1122 in Sindh.

e Lack of mobile medical recovery teams at district level.

e Lack of post incident medical and psychological assistance to traumatized/ injured victims
of disaster by government.

o No proper uniform policy for compensation and rehabilitation for the victim. Present
policies of compensation vary with each incident.

o Lack of effective coordination and information sharing protocol with foreign embassies/
missions in case of identification of foreign victims.
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e Although the Sindh police has framed several detailed security SOPs/ plans for different
scenarios, it has so far not worked out a single holistic provincial plan to cope with all kinds
of natural and man-made disasters. Up till now, all security plans/ SOPs are framed with
keeping in view preventing terrorism, ethnic conflicts, control of law and order in the face
of political agitation or rampant crime. However, there are hardly any provincial, regional
or district wise plans which focus on managing adverse effects of natural calamities like
earthquakes, riverine and urban flooding, large fires or even simultaneous multi terrorist
attacks in a city or several cities of Sindh.

e Lack of coordination between police and other first responders at the scene of disaster/
major crime at times adds to more confusion.

e Non-sharing of timely information/ intelligence between national security agencies and
police makes it difficult for police to prevent a disaster like situation or acts of terrorism.

e Lack of Safe City CCTV Cameras project in Karachi makes the job of police/ law enforcing
agencies and line departments difficult in responding/ managing effectively in a crisis like
situation.

e Lack of specialized training/ mock exercises and equipment prevent police from
meaningful intervention in disaster like situation.

e Lack of dedicated trained manpower to deal with large scale disasters or acts of terrorism
is not available with districts.

e CTD’s outreach in Sindh’s rural areas is negligible.

e Lack of quality human resource and insufficient funds as well as specialized equipment
makes CTD’s job difficult in monitoring and tracking terrorists.

o Forthe CTD, inadequacy of resources restricts the efficacy of the CTD to deal with large
scale critical incidents. Primarily, this is due to a lack of quality human resources,
inadequate funds/ infrastructure, non-availability of modern technical / digital equipment/
gadgetry used for collection of information on suspected terrorists and their monitoring
thereof.

e A lack of specialized training for specialized roles in intelligence collection, collation of
intelligence and conducting of operations also hampers efficacy of the CTD.

e Authorities often do not possess clarity on how to carry out search and rescue and proper
disposal/ identification of dead bodies.

e Big government hospitals in Karachi lack capacity and arrangements to carry out post-
mortem of many victims of a major disaster/ accident.

o Police is not trained in handing over dead bodies to their next of kin.

e Medico Legal officers are not properly trained in sampling, coding, tagging and handing
over of the dead bodies to their legitimate heirs.

e Lack of comprehensive SOPs clearly defining terms of engagement of different
stakeholders/ agencies involved in the identification of dead bodies.

o Involvement of external and out of province agencies in evidence handling and DNA
sampling.

Recommendations

1. As the first and foremost, step, PDMA must get its draft Provincial Disaster Management
Act passed from the Provincial Assembly, since the present functioning of its PDMA Board
in place of PDMC is in clear violation of clause 13 of the NDMA Act
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10.
11.

12.

13.

14.

Proper permanent recruitment against all vacancies should be carried out in PDMA. No
staff on temporary basis be hired or retained for PDMA like organizations, as there will be
no ownership on the part of temporary workers. The position of the PDMA head should be
given importance and a stable tenure of 3/5 years should be ensured for developing the
organizational vision.

Presently, PDMA has only two operational offices in Hyderabad and Sukkur, while
divisional headquarters like Mirpurkhas, Benazirabad and Larkana have no presence of
PDMA. Provincial government in the first phase must establish at least a liaison office in
those divisional headquarters for better coordination and response in case of a disaster/
crisis.

PDMA has been turned into a seasonal flood relief agency, which incidentally remains
active only between May and September. Accordingly, it operates/ activates its Provincial
Emergency Operations Centre (PEOC) only for that duration, whereas, being a disaster
management organization, it needs to operate its (PEOC) 24/7 all year and round the
clock. As a first measure, the Provincial Government should ensure that its PEOC
functions round the clock throughout the year.

PDMA has no dedicated Disaster Emergency Response Team (DERT) in Sindh, rendering
it incapable of responding to major incidents like building collapses, industrial disasters,
major accidents of plane, rail and roadways or terrorist incidents. In view of the criticality
of the matter, PDMA must urgently develop one DERT in Karachi and two in interior Sindh.
After completion of MHVRA survey of all the districts, PDMA must urgently draw its
provincial and district disaster management plans in close collaboration with all the
concerned agencies and line departments. Moreover, the plans must be discussed and
shared with police officials at all the three tiers for the sake of better coordination and
support.

PDMA needs to prepare its operational manual at the earliest. As without an operational
manual there cannot be a standard uniform response in case of an emergency or disaster.
PDMA must devise its IT based Disaster Information System as no modern disaster
management plan can smoothly run without the support of an IT based Disaster
Information System.

PDMA must review its present inventory of equipment, as almost all the equipment
pertains to relief and rescue for flood operations. The PDMA currently badly lacks
specialized equipment used for search and rescue in building collapses or major
accidents.

Establishing a Rescue 1122 Service along the lines of its counterpart in Punjab.

The KMC’s Command and Control Centre and Commissioner Control Room ought to be
merged with Sindh Police’s Command and Control Centre. This will at least create fusion
in information gathering and will significantly enlarge the coverage of the city.

Karachi’'s Fire Brigade needs urgent attention of the Provincial government as its
operations have been severely hampered by paucity of funds and non-filling-up of 300
vacancies.

Provincial government should seriously think of ways to requisition/ utilize the services of
private charity hospitals like Aga Khan, Indus Hospital, Liagat hospitals in case of major
disasters.

No forensic lab outside the province should be allowed to obtain samples for DNA testing
unless there are some valid reasons. The experience of allowing PFSA to obtain DNA
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15.

16.

17.

18.

19.

20.
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samples of the air crash victims created a mess which unfortunately resulted in
misidentification of few bodies.

Home Department must prepare detailed provincial plans for disaster management in the
province till the PDMA finds its footings.

Health department must seriously plan to develop a purpose-built mortuary to store at
least 200 bodies of victims of disasters in Karachi. Currently, this is being catered for by
Edhi Foundation and Chippa, but even these private facilities tend to run out of space in
case of major disasters.

Sindh Police instead of drawing event-based security plans must for once prepare a
holistic plan which should have detailed SOPs for dealing with all types of natural and
man-made calamities.

Sindh Police also needs to issue strict SOPs for rules of engagement which delineate
which unit will respond in case of an attack. In case of the attack on the Chinese
Consulate, it was obvious that a lot of police officers and members/ officials of the assorted
security agencies converged upon the scene of the crime which made the task difficult for
police to distinguish between friends and foes. Police also needs to train officers in
hostage negotiations, as their presence can save many lives.

Mock drills for police are a useful tool to enhance skills, as well as launching of coordinated
operations. It not only exposes one’s strength but also exposes one’s weaknesses.
Sindh police must create a specialized team on the pattern of Rangers ‘Qalandari Group’
who are trained in carrying out in-depth search and rescue using modern tools. Such units
will not only win much needed goodwill of the public but will also prove very handy in
rescuing victims of terrorism and natural disasters.
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Part-3: Khyber Pakhtunkhwa (KP)

Manmade Disaster Risk Profile

According to the census of 2017, the total population of KP is 30,523,371 spreads over 74,521
sg. km. After the 25" Constitutional Amendment, the Newly Merged Districts (NMDs) have
become part of the province, which has increased the geographical and demographic profile of
the province and added another 5,001,676 people to the population and an area of 27220 sq km®.
Prior to the merger of NMDs, the erstwhile FATA was governed under the Frontier Crimes
Regulations 1901 (FCR), after the merger, the administrative set-up of the province has been
extended to these NMDs, however there has been no ‘land consolidation’ in the region and
landownership is still tribal in most cases.”

After the merger, the province faces increased vulnerability both in terms of natural as well as
manmade disasters. KP’s vulnerability to natural disaster comes in all forms. According to the
Pakistan Meteorological department’s historical data, natural disasters come in all forms from
avalanches, cold waves, earthquakes, floods, flash floods, windstorms, drought and heat waves.
The North and West are mountainous with the Hindu Kush Mountain range in the North and West,
while the Peshawar valley lies in the east. Southern KP is mostly arid. KP was one of the most
affected regions of Pakistan during the earthquake of 2005 and later in the flash floods of 2010.

The province also holds the unfortunate distinction of being the worst hit province by terrorism.
The following table demonstrates the scale of destruction caused by terrorism in Pakistan (2001-
2015).

KILLED WOUNDED
CIVILIANS 21547 39600
SECURITY FORCES 6216 11581
MILITANTS 28954 11245
CIVILIAN CONTRACTORS 88 126
NGO AND HUMANITARIAN WORKERS 91 86
JOURNALISTS & MEDIA WORKERS 52 Unknown
TOTAL 56,948 62,638

Source: Costs of War, War-related Death, Injury, and Displacement in Afghanistan and Pakistan
2001-2014 Neta C. Crawfordl Boston University

Most of these deaths and injuries were on account of KP’s proximity with Afghanistan, a strong
presence of the Tehreek e Taliban Pakistan (TTP) and the military operations launched against
the TTP and other militants.

6 Pakistan Bureau of Statistics (2019)
7 "Federal govt repeals colonial-era FCR, notifies interim govt requlation 2018 in FATA | Pakistan

Today". www.pakistantoday.com.pk. Retrieved 3/14/2022
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Legal and Policy Framework

In terms of its legislative framework, KP adopted the National Disaster Management Act and
provincialized it. The predecessor of PDMA was the Provincial Reconstruction, Rehabilitation and
Reconstruction Authority (PaRRSA). PaRRSA was regularized in 2019 and its employees were
also regularized. PaRRSA was created due to the high vulnerability status of the province, both
due to manmade and natural disasters after the 2008 floods. The PDMA became a regular
department in 2010 and replaced PaRRSA under the PDMA Act of 2010. The agency is headed
by a Director General. With a view of Disaster Risk Prevention, the PDMA is also involved in
developing infrastructure like roads and embankments as mitigation measures. It was the
supporting agency in the recent COVID-19 pandemic, along with the Health Department. The
PDMA has also recently established 27 Citizens Facilitation Centers in the NMDs.

The PDMA, in a crisis, follows its mandate as per the act but is also involved in other initiatives of
the Provincial Government. It is also the lead agency for the provision of health and safety
equipment to hospitals. So far, twenty-seven batches of such equipment have been supplied.
Compensation for victims too now falls under the ambit of the PDMA under a recent notification.
The District Disaster Management Authorities (DDMAs), meanwhile, are responsible for Victims’
Compensation. Victims Compensation is only for the victims of natural disasters and accidents. It
does not include compensation to victims of terrorist attacks. In fact, terrorism is excluded from
the mandate of PDMA KP. A Monsoon Contingency Plan has been prepared every year since
2012. Winter Contingency Plans too are in place.

Institutional Structures

There are two key organizations responsible for the response to natural and manmade disasters:
the Provincial Disaster Management Authority (PDMA) and the provincial police. The military too
is often called to aid the civilian government under the aegis of Article 232 of Pakistan’s
constitution.

Provincial Disaster Management Authority (PDMA)

The PDMA derives it authority from the provincial version of the NDMA act. It is headed by a
director general with several supporting directors in charge of various departments and sectors.
The PDMA is responsible for provincial level coordination for responses to disasters. However, it
is important to note that man-made disasters, particularly acts of terrorism do not fall under the
ambit of the PDMA. Instead, the PDMA is legally limited to respond to only natural disasters. This
naturally impedes and hinders the ability of the province to respond to emergency situations
stemming from acts of terrorism.

Much like its counterparts in other provinces, the PDMA in KP too relies extensively on District
Disaster Management Authorities (DDMAs). The DDMASs, led by deputy commissioners in the
absence of a vibrant local government, act as the primary and first responders to disasters.
Although like the PDMA, DDMAs too are legally limited to responding to natural disasters, practice
dictates that DDMASs are actively involved in situations arising from terrorism as well. The DDMA
comprises the deputy commissioner as its chairman, and has representatives of line
departments—health, police, LEAs—as its members as well.
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Rescue 1122

Rescue 1122 was established under an act in 2012, on the pattern of Rescue 1122 in Punjab. In
2015, Emergency Rescue Services Regulations were notified. The regulations, however, only
define the service structure and human resource matters. The Act itself empowers it to be the
lead coordinating agency in emergencies and in organizing rescue operations. However,
anecdotal evidence reveals that the agency lacks capacity and training necessary to lead rescue
operations.?

Provincial Police

KP Police are the first responders in both natural and manmade disasters. Although the PDMA
excludes terrorism and does not envisage the role of the police department in case of natural
disasters and accidents, in practice the police perform key functions in all kinds of emergencies.

In accidents and natural disasters, the police acquire a key role on account of the proximity factor.
The police station is often the closest public outpost and possesses frequent interaction with the
local community. Hence, in case of a natural disaster, communities reach out to the station.,
especially in the case of road accidents and fires. Till the time rescue services and fire brigades
(if any are available in the vicinity) arrive, police officials organize the basic community level
rescue. The second important function that they perform is in cordoning off of the scene of the
accidents. However, there is no formal coordination mechanism between the police,
PDMA/DDMA and Rescue 1122 in KP.

In case of terrorist attacks, the role of the police assumes primacy not only as the first responders
but also as support for victims. The Police Act 2017 of KP in sections 22(3) and 52 (b) stipulates
and directs District Police Officers (DPOs) to make Annual Policing Plans. These plans are
supposed to include, ‘crime scene preservation, collection of evidence, evacuation of victims and
transporting them to hospitals, informing their families, security of hospitals and crime scene’. The
KP Police has also issued operational guidelines N0:13/2014-Role of Mobile Forensic Lab in
Crime Scene Processing, while Geo-tagging of Crime Scene in Heinous cases No: 14/2014 have
also been issued. In case of compensation to victims, the KP police deals only with compensation
of victims of the police force. The police do not possess the mandate to organize compensation
for civilian casualties of terrorism victims. Police personnel who are victims of terrorist attacks are
dealt with by AIG Welfare. Witness Protection is dealt with KP Police under ATA 1997 (Section
21). It is pertinent to note that the KP police do not possess any SOPs if victims are foreigners.
The usual practice is that the concerned DPO informs the embassy of the victim’s country. The
operations wing receives threat alerts and responds through the following steps:

e Target hardening
e Shifting of targets (in case of humans)
¢ Intelligence Based Operations (IBOS)

In far-flung areas, the police face a significant dearth of resources and challenges in evacuating
victims. There is also a coordination problem which the KP Police has identified, particularly where

8 KIl with nominated official from Rescue 1122.
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the victims are in large number like the recent Peshawar attack on an Imam Bargah. The narrow
lanes of the inner part of the city posed serious impediments to rescue operations.

Processes

Disaster response in KP does not operate under clear SOPs. This applies to the response to man-
made disasters. Although KP possesses a history of strife and terrorism-related violence, the
government has failed to develop a comprehensive response mechanism. Despite this, certain
informal mechanisms are in place to respond to emergency situations.

Response to a Terrorist Strike: The First Responders

In the immediate wake of a terrorist strike, the law of proximity applies. This implies that the
nearest police contingent or station will respond. This allows for effective and speedy responses
and ensures state functionaries are present on the ground when a situation occurs. The police
are responsible for cordoning off the area, securing the site and beginning investigation. In case
of ongoing hostilities, the police engage with the perpetrators as well.

Rescue and Evacuation

A multi-tiered approach shapes rescue and evacuation operations. Evacuating injured and
recovering the dead falls under the ambit of the Rescue 1122 which transports bodies to hospitals
and mortuaries. The police too play a prominent role, with communities often first engaging the
local station. In the meanwhile, DDMAs or local administration mobilizes response efforts that
include ambulances, fire brigades and if needed, community volunteers and the military. The
police is also actively involved in recovering bodies and shifting them to hospitals. The Annual
Policing Plans of districts, for instance, envision contingency plans for evacuation, transportation
and victim identification when a terrorist strike occurs.

Major Challenges and Bottlenecks KP Faces in Managing Manmade Disasters

e Coordination problem with PDMAs, DDMAs and Rescue 1122.

e Legal lacunas (no legal framework exists which can strengthen coordination, and which
can designate a lead agency to lead rescue operations).

o Absence of a strong witness protection law.

e Lack of capacity and resources.

e No forensic lab in the province.’

Recommendations

1. Construct a coordination mechanism involving all responsible agencies and which
allocates roles and responsibilities, backed by a legal cover through enactment of sub-
ordinate legislation.

2. Allocate more resources for rescue operations.
3. Building capacity of all responders.
4, Enactment of strong witness protection laws with adequate budgetary provisions.

9 Responses received from KP Police (Operations and CTD)
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5. Development of a forensic science lab for the province.
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Part-4: Balochistan

Manmade Disaster Risk Profile

Balochistan has traditionally remained exposed and prone to both natural disasters and
humanitarian crises. Major natural disaster risks faced by the province include earthquakes,
floods, cyclones and recurring spells of drought. In addition to natural disasters, Balochistan has
also historically experienced disasters originating from anthropogenic activities. On a spectrum
from less to highly extreme events, these man-made disasters include gas, LNG and fuel
explosions, mining accidents, road accidents, and incidents of terrorism. Hundreds of people are
killed and injured in road accidents every year, sometimes even surpassing the number of
fatalities from terrorist incidents. However, the most significant extreme events in terms of loss of
lives have been incidents of terrorism. The violent conflict landscape in Balochistan is quite
complex. On the one hand, the province is reeling from a separatist insurgency led by ethnic
militants. On the other hand, the province has witnessed deadly attacks by sectarian militants
targeting the minority Hazara community as well as lethal attacks by Islamic militants targeting
state personnel, journalists and civil society. Major incidents of terrorism include the recent attacks
on law enforcement agencies in Sibbi (March 2022), Panjgur, Nushki and Turbat (Jan 2022), the
2021 blast in Serena Hotel Quetta, 2019 attack on PC hotel in Gwadar, the 2016 attack on the
lawyer's community and the deadly suicide blasts against members of the Hazara community in
2013 and 2012.

Several other disasters too have found home in Balochistan. These include epidemics such as
the novel Coronavirus, Malaria and Dengue—the latter of which is more prevalent in the southern
part of the province. Prevalence of Polio in bordering districts of Balochistan has also remained a
major issue.

For the purpose of this study, the legal, policy and institutional framework and processes with
regards to terrorist incidents have been reviewed and analyzed as terrorism remains the most
threatening and dangerous risk.

Overview of Policy Framework

The province of Balochistan has not yet developed a concerted and holistic strategy for dealing
with terrorist incidents. Although the National Action Plan makes references to Balochistan, it has
failed to translate into concrete strategies and standard operating procedures on the ground.
Similarly, the recently promulgated National Security Policy (NSP) too only makes one reference
to Balochistan—to the security challenges prevailing in Southern Balochistan. Law enforcement
agencies (LEAs) thus operate in a significant policy and operational vacuum. Since no SOPs or
mechanisms exist to coordinate emergency, response to terrorist strikes is usually not well-
planned and coordinated.

While written SOPs do not exist, LEAs follow some unwritten and informal SOPs. Furthermore,
there is no separate SOP to deal with terrorist incidents involving foreigners. Nevertheless, the
gravity of the situation intensifies whenever victims are foreigners. The DIG or IG Police gets
involved directly in such cases.
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Recently, the Quetta Police in consultation with the Army 12 Corps and FC authorities are in the
process of finalizing SOPs and a contingency plan to deal with different kinds of terrorist attacks.
The recent attacks on Panjgur and Noshki military camps further underscored the need to develop
a holistic SOP for responding to terrorist incidents. Thus, all LEAs are jointly establishing a clear
roadmap and SOPs they will follow if similar strikes occur in Quetta. As of March 2022, the policy
remains in the planning phase. However, some of its salient features include:

e Strengthening the CTD and making it the LEA responsible for counter-terrorism
operations.

¢ Identifying 70 plus targets in the provincial capital and devising an individualized response
mechanism for each target.

¢ This mechanism includes setting up control rooms to coordinate response.

e Devising a traffic plan to ensure swift and unhampered road access.

e SOPs to cordon off area and conduct evacuation.

e A media cell to share news of the event.

e Coordination with district administration and PDMA for emergency and relief measures.

Institutional Structures

Before delving into the mechanism LEAs adhere to in the province, it is important to first enlist the
LEAs operating in Balochistan. This will shed light on the extensive security apparatus in the
province, and how this can pose logistical challenges and problems of coordination. As of
February 2022, these LEAs do not have clearly defined mandates or SOPs to navigate
overlapping jurisdictions. LEAs operating in Balochistan include:

1. Police

a. Operations wing

b. Counter-Terrorism Department (CTD)

C. Anti-Terrorist Force (ATF)

d. Data Command & Communication Centre (D3C)
Frontier Corps (FC)

Pakistan military and intelligence agencies

Balochistan Levies force

Civil Defence Balochistan

aprwDd

Processes

There are no defined procedures for preparing for terrorist incidents. CTD shares timely
information about an impending attack, occasionally undertakes security audit, and participates
in mock drills with other stakeholders if there is a particular threat. CTD also works and
coordinates with other intelligence agencies if there is a specific threat alert i.e., Intelligence
Bureau and Inter-Services Intelligence (ISI). Effective mechanism is in place for real time sharing
of intelligence between CTD and district police. General patrolling of Police is increased if there
is a generic threat of an attack.

The CTD has also established the Data Command & Communication Centre (D3C) in the Central
Police Office in Quetta. D3C is well-equipped, with latest technology and a digital cameras

Page |37




Page |38

IDENTIFYING GAPS IN PAKISTAN’'S CAPABILITY AND SYSTEMS REGARDING MANAGEMENT ...

dashboard. D3C provides support in strategic planning and monitoring as well as post-incident
investigation.

Responding to a Terrorist Incident: The Rule of Proximity

As stated earlier, no defined SOPs exist in response to a terrorist strike. This vacuum extends
both to the jurisdiction of police and levies force, the responsibilities associated with each force
and the coordination that will take place.

In the immediate aftermath of a strike, the rule of proximity applies. Law enforcement agencies
such as Police, FC and Levies are usually the first respondents. Quetta, for instance, is divided
into ‘wings’ for the Frontier Corps (FC) and beats for district police. If a terrorist strike occurs, the
first responder is the one which can reach the site the quickest. Once on site, the FC and district
police cordon off the area, with the FC often controlling the outermost circle.

Rescue and Evacuation

Rescue 1122 and ambulances of Edhi and Chippa normally evacuate the victims. Two parallel
Rescue services operate in the province. Police supports them in cordoning off the area and
clearing the routes. Police and FC, along with district administration also typically reach hospitals
to ensure availability of beds and doctors in the trauma centre and ensure basic security to prevent
potential secondary attacks. Police and FC are usually not involved in investigation or forensics.

Combat and Investigation

With the FC and/or Police having cordoned off the area, the CTD assumes a central role in the
innermost circle at the site of attack. CTD Evidence Response Team (ERT) reaches the crime
scene along with a mobile forensics’ lab for collection and preservation of evidence. ERT is also
accompanied by two Special Operation Wing (SOW) teams (1x6 per SOW team), are responsible
for cordoning off the innermost circle of the crime scene. The SOW'’s role includes engaging in
combat, undertaking rescue operations and entering and clearing debris. Along with SOW of CTD,
the Bomb Disposal Squad also operates in the inner core of the cordoned off area.

CTD teams initiate the process of investigation and undertake forensics once the situation is
settled. The CTD is the most significant entity in the wake of terrorist strikes. It is, however,
pertinent to mention that the CTD in Balochistan is still in its nascent stages. The organization is
not as effective or developed as its counterpart in Punjab, while it lacks the personnel to effectively
counter terrorist organizations in the province. This paradigm, however, is changing, with the
provincial government increasingly recognizing the significance of the CTD.

CTD’s operational presence in the innermost circle of the crime scene applies to both A areas
and B areas.

The army is rarely ever mobilized in the wake of a terrorist strike. Two exceptions exist to this.
First, if a terrorist strike occurs on a military installation or in a garrison, the military is expected to
be the first responder and to lead rescue or combat operations. Second, if a situation escalates
and other LEAs feel it is necessary to engage the military—in hostage situations, for example—
the military will be asked to intervene.
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Furthermore, in certain cases, joint investigation teams are constituted to investigate a high-profile
incident. These JITs usually have representatives from CTD, IB, ISI and other law enforcement
agencies.

Victim Identification and Compensation

Police typically provide support in identifying victims and informing their families. Apart from
police, other departments like district administration, hospital staff and volunteers also help in
victim identification and provision of basic care. If the afore-mentioned process fails to confirm
identity of a victim, then victim’s photograph is published in leading national dailies.

If a foreigner is among the victims, then the provincial government informs the concerned foreign
embassy. In case of certain important foreign policy partners, police also remain in touch with
concerned embassy officials through already established communication channels.

The operational wing of the police also supports the process of provision of compensation to
victims. The cases for compensating the civilian victims are moved by the district administration.
The Police moves compensation cases of the martyred and injured police officers to the provincial
government.

Major Bottlenecks in Manmade Disaster Management

With a new policy still in its incipient phase, Balochistan’s mechanism of counterterrorism suffers
from significant shortcomings. Some of these include:

e Lack of an over-arching policy or SOP to manage major terrorist incidents. The PDMA
plans do not cover terrorist incidents.

¢ No clear delineation of the roles and responsibilities or jurisdictions for LEAs

¢ No central authority such as NACTA to coordinate response mechanism

e Although PDMA is supposed to coordinate response in theory, it is not trained and
equipped to deal with terrorist incidents. As a result, there is no organization responsible
for leading and coordinating response to terrorist incidents. This has resulted in weak and
fragmented horizontal and vertical coordination. Furthermore, given the involvement of
Police, FC, and other agencies, PDMA is unlikely to command the respect of other
agencies. Police, CTD and FC are unlikely to take PDMA seriously to lead the response
mechanism

e Astill nascent CTD and dearth of resources and staff

e There is no Forensic Laboratory or Agency in Balochistan to undertake forensic analysis
of evidence. Forensic samples are usually sent to the Punjab Forensic Science Agency
for testing and analysis, which results not only in unnecessary delays but also increases
the risk of contamination of evidence

e Multiple LEAs and lack of uniformity stemming from division of province into ‘A’ and ‘B’
areas

e Rescue 1122 services are fragmented under two entities and are not specialized enough.

e Mistrust towards LEAs such as FC and Police

¢ No clear coordination between district administration, PDMA and LEAs in emergency relief
measures
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Recommendations

Key recommendations to strengthen management of terrorist incidents in Balochistan include:

1.
2.

©oNo O

11.

Developing a clear policy with SOPs identified for each LEA (a policy is in the works)
Strengthening CTD and enhancing its capability in counter-terrorism operations,
intelligence gathering and investigation, particularly forensics

Strengthening intelligence gathering mechanisms and developing greater liaison between
different intelligence gathering organizations operating in the province

Establishing a central body on the provincial level to coordinate operations and response
mechanisms

Integrating district administration and PDMA in emergency response and relief plans
Incorporating terrorism-related incidents in ambit of PDMA

Developing a detailed emergency response plan that should include:

Dispatching and route of medical emergency teams

Provision of fire brigade and ambulances and situating them close to potential targets
Emergency mechanism in hospitals to ensure provision of basic supplies and presence of
doctors

Presence of machinery to assist with removing debris and in recovering injured
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Part-5: Islamabad

Crisis Management System in the Capital City

One of the most modern capital cities, built around the scenic Margalla Hills in the 1960s by a
Greek architect who designed it on the same model as the Australian capital Canberra, has a
strange aura of superficiality around its modern infrastructure. The real capital of power is the
older garrison city of Rawalpindi only a few miles away, home to the army headquarters. The
irony of this is also reflected in the distribution of resources, with the balance strongly tilted in
favour of the military establishment against the civilian government machinery.

This imbalance is reflected in how the civilians in the capital have so often failed to cope with
different crisis situations, be they natural disasters, law and order situations or acts of terrorism.
Two glaring examples are as follows: first, during the earthquake of 2005, a residential tower
came down and what followed was utter confusion and incoherent response to the tragedy of
multiple casualties. Eventually, the military moved in to carry out the rescue and relief operation.
The second incident was a brazen act of terror when Marriott Hotel was attacked in 2008 through
an explosives-laded vehicle that managed to reach the hotel gate despite elaborate security
checkpoints in the city in view of the terror threat alerts.

Right under the shadow of the highest offices of the executive like the President and the Prime
Minister, the crisis management structure and administrative machinery is weak and mostly
ineffective.

While the Police, rescue services and district administration respond and deal with terrorist
incidents and other disasters in ICT jurisdiction, the National Disaster Management Authority has
no role in management of terrorist incidents. There is no such document as disaster management
plan in police and they respond and conduct investigations of terrorist incidents as per criminal
procedure code. Surprisingly, there are no special procedures in case foreigners are the victims.

The following key stakeholders are involved, directly or indirectly, in handling both natural and
manmade disasters:

° Ministry of Interior: NACTA; FIA; NPB; Chief Commissioner; IG Police; NADRA,
Intelligence Coordination Cell.

. Ministry of Climate Change: NDMA

° Ministry of Foreign Affairs: Foreign Missions

Police respond to intelligence reports by conducting sweeping operations, intelligence-based
operations, and enhancing security. The police are also responsible for additional deployment in
vulnerable areas and coordinating efforts to neutralize the threat, establishing intelligence fusion
cell for inter-agency coordination and conducting mock exercises with all stockholders. The CTD
contingency plan is in place. Police Department in general and Operations Wing play all roles
mentioned above. However, the Police have inadequate resources.

Bottlenecks and Challenges

. Inadequacy of resources.
. Poor coordination with other stakeholders.
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Ambiguity of Operations Wing and District Police role.

No mock exercises.

Inadequate training.

Inability to perceive threat level.

Lack of manpower, especially intelligence staff, to prevent critical incidents.
Irrational utilization of Police force.

Nominal coordination between LEA’s agencies.

Lack of technical assistance.

Lack of access to record of certain departments. NADRA, ETO, PTA etc.
Shortage of Logistic support.

Identification of seriously injured/dead is a complicated and daunting task.

Recommendations

=

©COoNOA~®WN
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Enhanced coordination among all stakeholders.

Intelligence sharing/ Intelligence Fusion.

Adequate manpower.

Provision of technical assistance.

MOU with multiple departments for unhindered access.
Capacity building Programmes/Practices/Exercises.

Rational use of force.

Comprehensive SOPs.

Job-oriented training.

Procurement of necessary equipment, machinery and gadgets.
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Part-6: Azad Jammu and Kashmir (AJK)

Policy and Institutional Framework

The State Disaster Management Authority of AJK headed by the Secretary SDMA works under
the directions and guidance of the State Disaster Management Commission chaired by the Prime
Minister of AJK. The Commission consists of the leaders of the opposition, various ministers,
senior bureaucrats, and members of civil society.

The main functions of SDMA include monitoring and enforcing the disaster risk measures,
preparing strategies, building the capacity of the institutions, and pooling resources.

According to a response to the questionnaire, the Authority deals primarily with natural, manmade
disasters, while critical incidents are not included. The control room of the SDMA is called the
State Emergency Operations Centre. The SDMA is the monitoring, guiding, and coordinating
authority while the District Disaster Management Authorities are its implementation arms. When
asked if there was a set procedure of coordination between various rescue centres like police
rescue, emergency service, the reply was affirmative. The SDMA and the DDMA have also
earmarked many public and private sector buildings across AJK that will act as evacuation
shelters in case of a catastrophe. These buildings include schools, colleges, community buildings,
etc.

Moreover, the SDMA has 10 warehouses of 500 MT in ten districts (500 MT). The main
warehouse has a capacity of 3500 MT. Normally, these warehouses are used for non-food items.
There is no facility to store food and medicine on account of the lack of cold storage facilities.
Most donations for these centres come from humanitarian organizations, the UN agencies, the
World Bank, etc. Compensation to the victims of disasters is paid by the government through the
Board of Revenue. The compensation system needs enhanced accountability and one window
operations. The traditional verification process involves many tiers from Patwaris to the Deputy
Commissioners, which needs to be simplified, and made more transparent efficient.

AJK also possesses a Rescue 1122 system which is very helpful in rescuing repeated LoC
violations, floods, road slides, and other emergencies. The rescue service signed an MoU with
the Punjab Emergency Services in 2007 and is built along similar lines.

Bottlenecks and Challenges

e Lack of modern technology and equipment.

o Like all other organizations, the SDMA has inadequate human, physical, and financial
resources.

e Multiple decision-makers at the scene of the disaster.

e Lack of public awareness and unstructured public response.

e Lack of cross-agency coordination, communication, and flow of information.

e The functionaries of the state and district authorities face significant capacity challenges

o There are no disaster management experts, and all work is done by generalists who lack
the capability to effectively execute strategies and plans.

e The Rescue 1122 service has no headquarters which has resulted in the haphazard
launching of the service in various districts.
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Recommendations

1.

The performance of the SDMA can be improved by continuously working on cross-agency
coordination challenges, communication gaps, information challenges, and common
sense challenges.

Implementation of the preparedness program includes identifying and assessing
resources, preparing plans, developing a system to manage critical incidents, and training
employees so that they can execute plans and implement prevention and mitigations
strategies.

The government should provide sufficient human, physical, and financial resources to
strengthen the capacity of state and the district authorities and extend full support in the
implementation of MHVRA and Community Based Risk Disaster Management (CMDRM)
plans.

Rescue 1122 is the basic and one of the vital components of critical incident management
strategy which should be strengthened and provided to all the districts of AJK.
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Part-7: Gilgit-Baltistan (GB)

Man-made Disaster Risk Profile

Gilgit-Baltistan police has two vital roles in responding to disasters: to provide for the safety and
security of the community and travelers, and to be first responders during times of crisis and
emergency situations. Responding to disasters is a shared responsibility and every police officer
is aware that emergency management planning is for all hazards. The GB police is also cognizant
of the fact that it requires a team effort to keep communities and travelers safe. The mountainous
communities of Gilgit- Baltistan are at high risk of disasters because of the geography of the area
and the increasing frequency and intensity of natural disasters and landslides. Floods, debris flow
and avalanches also pose significant threats to the safety of tourists and travelers in Gilgit-
Baltistan, while travelling in mountainous areas. The road infrastructure in GB includes inter-
provincial highways such as the Karakoram Highway, the Babusar Pass Road and the Ghizer-
Shandur Road. The area also boasts a decent network if inter-district roads that include the
Juglote-Skardu Road, Ghizer Valley Road and the Astore Valley Road. To protect this
infrastructure and the lives of tourists, the government has also rasied the Tourist Police GB in
2020. This is a separate police unit whose mandate includes helping tourists in distress and
supporting the government in moments of emergencies in GB.

The police in Gilgit-Baltistan, meanwhile, have taken the following steps to support travelers and
tourists:

Establishment of an Emergency Helpline

Gilgit-Baltistan Police has established a dedicated 24/7 helpline with the code-1422 under the
tourist police. This helpline aims to:

. Provide reliable information and guidance to tourists and locals, issue travel advisories about
road and weather conditions.

° Co-ordinate with mobile patrol and motorbike patrol on ground to provide help and
assistance.

° Use social media platforms to swiftly disseminate information in case of any emergency or
disaster.

Patrolling of Highways and Inter-District Roads
For this purpose, the Gilgit-Baltistan Police has deployed:

° 35 Patrolling Mobiles/Cars of tourist police on KKH, Juglote-Skardu Road (JSR). Astore
Valley Road (AVR) & Ghizer Valley Road (GVR) to respond and help in emergency
situations.

. Thirty-five motorbike patrols in all remote tourist destinations to extend help.

First Aid in Accidents and Emergencies

In case of accidents, emergencies and disasters on inter-provincial, inter-district highways/roads
and remote areas/tourist destinations of Gilgit-Baltistan, personnel of the tourist police are the first
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responders, who have been trained to give first aid by Pakistan Red Cross. They are also
equipped with Fist Aid Kits. As a result of all of this, the Gilgit-Baltistan Police has extended help
to thousands of tourists and travelers in 2021 who were stranded during natural disasters, on the
KKH and Baltistan Highway.

Police Response to an Emergency in High Altitude Mountain Passes and Plateaus

The Gilgit-Baltistan police is also deployed at high altitude mountain passes; Babusar Pass
(Elevation 4,173-m or 13,691 ft), Khunjerab Pass (4,693-m or 15,397 ft), Deosai National Park
(elevation of 4,114-m or 13,497 ft) in summers, and are the first responders in emergency, like
rains, snowfall and landslides etc. The Khunjerab Security Force (KSF), meanwhile, which is
responsible for the management of the Pakistan-China Khunjerab border rescued five hundred
stranded travelers and tourists who were trapped on account of heavy rains and landslides on the
road between Dhee and Sost in August 2021. KSF personnel also provided accommodation and
food to the tourists for two days in their HQ at Dhee. The GB police which is deployed at Babusar
pass, meanwhile, rescued thousands of stranded tourists during the snowfall and landslides of
2021.

Evacuation and Rescue Work

Gilgit-Baltistan Police personnel are always at the fore front during disasters and actively
participate in evacuation and rescue work in the wake of emergencies. From the disaster at
Attabad Lake to glacial lake outbursts in Ghizer, Astore and Hunza, the role of the police is well-
established and acknowledged.

Provision of Rescue Truck

The GB police has also prepared a rescue truck with all the requisite small equipment available to remove
landslide/mud slide debris to rescue travelers in highways during emergencies.

Capacity Building of Police to Respond to Disasters

Gilgit- Baltistan police require the following equipment toimprove its capacity to effectively
respond to disasters:

e First aid Kits

e Rescue stretchers

e Recovery vehicles

e Bags for dead bodies

e Fall safety equipment’s and victim rescue harnesses
e Torches and search lights

e Car accident first responder’s cut and spread tools

® Hydraulic cutter/rescue tools




SECTION-III

Part-8: Counter Terrorism Critical Incidents Management

Perspective of Police Chiefs

A Focus Group Virtual Discussion was organized by CGR with Inspector Generals of Police and
their representatives on 18 February 2022. The thematic topic of discussion was Critical Incident
Management. Police has a leading role to play in critical incidents as first responders, especially
in case of terrorism incidents. Many gaps were identified by the participants in the response to
any critical incident. The key findings are presented as follows:

General

Lack of coordination between the concerned stakeholders was the first key finding. All the
four provincial police chiefs and their representatives were unanimous on it. In the
aftermath of terrorist incidents, crime scene preservation was a serious challenge as
multiple agencies, including health service providers and rescue teams compromised the
crime scene and forensic evidence for investigation was hence polluted. Lack of
coordination between various agencies was found to be directly proportional to the scale
of critical incident. There was hardly any example for a coordinated mock critical incident
response exercise. Such useful mock exercises are not carried out anywhere in Pakistan
resulting in a chaotic response, with dispersed responsibilities. It has not been established
by any regulation or practice as to who would be in-charge of the response and which
department was responsible for what. It was also observed that instead of coordination,
the response mutates into a contest so that credit could be claimed.

Capacity issues were another significant gap. The lack of capacity was identified in police
as well as other rescue services. In an example of a fire incident, it was stated that despite
the availability of rescue equipment, the rescue staff were not trained to operate it
rendering it useless and causing more casualties. The Police and other first responders
are not trained properly. Even the evacuation by ambulance services is done without
proper handling of victims (like placing a neck collar to preserve the spine) or properly
putting the victims on the stretcher.

All Police Departments have developed SOPs for response to critical incidents. However,
the police officials leading the response teams are usually of lower ranks, restricting critical
decision making.

The compensation to victims is often a delayed process and it takes months, or more. It
is processed by Finance Department and the cheques are given by the Deputy
Commissioners. The entire bureaucratic red tape is involved which causes this delay of
compensation to victims.

Only Lahore has a decent Forensic lab for Victim identification, and it is overwhelmed by
requests from within Punjab and other provinces. Sindh, has approved a PC-1 (project
document and financial approval) for a Forensic Lab. Other two provinces and AJK lack
this facility. It causes delay in victim identification.

Province Specific Issues

In case of Khyber Pakhtunkhwa (KP), there is a high vulnerability of both manmade
disasters and natural disasters. However, the Rescue Services (Rescue 1122) have been
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established relatively recently but are not trained properly. They also have little or no
presence in remote districts like Torghar. The Police in KP is also overstretched as they
are dealing with the renewed threat of terrorism and have now to cover Newly Merged
Districts (former FATA).

Sindh, especially Karachi has unique dynamics. The attack on Chinese Consulate was
cited in which the response of Police was appreciated, which was led by a female officer.
It demonstrates that gender is not a barrier in policing. There are also many Chinese
nationals who live in Karachi, who work with private sector projects under CPEC. Police
Department has no data about them, creating a vulnerability and a security challenge.
Karachi also hosted Pakistan Cricket League matches and the evacuation plans were
made in case of any mishap. The evacuation plan made for PSL matches catered for
routes, medical help with standby equipped ambulance and alert at two nearby Hospitals:
Agha Khan Hospital and Ziaudeen Hospital. Pakistan Army’s specific Company
specializes in evacuation, and it helps the Civilian Government, when international events
are being organized.

Balochistan is a sparsely populated province. The disaster vulnerability of the province is
quite significant both for manmade and natural disasters. The representative of
Balochistan Police highlighted that there was a significant lack of coordination between
Police, other LEAs and Levies Force as there was a fragmentation in the law enforcement
structure, with A&B areas bifurcation. The recent terrorist incident in Makran were cited as
example, where the Corps Commander chaired a marathon meeting for incident
management. There were also no Rescue 1122 Service yet in Quetta or other cities but
there was a plan to have a service in Quetta. In view of rising number of acts of terror in
the province (421 in 2021 and 43 in 2022 so far), there is a greater need to build the
professional capacity of the first responders to the critical incidents with multiple
casualties.

AJK is critical for this study as there are 0.7 million UK Citizens/dual nationals living in
parts of the territory. There is also the problem of Line of Control (LOC), which causes
harm to civilians by cross border firing and shelling and often results in multiple victims.
There is no CTD in AJK region, but it is being raised. An SP rank Officer’s post for
foreigners’ security is being created but more security personnel were needed considering
the large number of foreigners living in the territory. There is also a resource constraint
faced by AJK Police.

Recommendations

1.

o g

There is a need for Critical Incident Management conference at a much senior level, which
may lay out the roles and responsibilities of all civilian and military agencies involved in
the critical incidence response, establishing the rules of the game.

The response teams from all agencies may be rigorously trained and the level of their
preparedness must be standardized according to international best practice.

A coordination mechanism needs to be established.

There needs to be more and adequate resource allocation to the critical incident
prevention and management.

Forensic Labs should be established in all major cities in all provinces and AJK.

Multi agency mock simulations and exercises may be made a regular feature.
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10.

11.

The database of foreign nationals, residing in all areas of Pakistan must be developed and
constantly updated for ensuring their security and rescue after a critical incident.

Victim compensation should be fast-tracked, and bureaucratic bottlenecks should be
removed.

The response level teams should be led by higher ranking officers from all agencies.
NDMAs and PDMAs may play a more proactive role and lead the process of developing
a comprehensive critical incident response structure and plans.

The existing SOPs of major stakeholders must be integrated to formulate a
comprehensive incident response plan at local levels. Each locality has it's own set of
challenges and strategically located / existing first-responders and agencies / services that
can improve the existing ad hoc response in critical incidents will make all the difference.

Page |49




Page |50

IDENTIFYING GAPS IN PAKISTAN’'S CAPABILITY AND SYSTEMS REGARDING MANAGEMENT ...

Part-9: Crisis Management Perspective of NGOs and INGOs

The local NGOs and INGOs were engaged through a Focus Group Discussion on Crisis
Management on 24 February 2022. Local NGOs were represented by the National Humanitarian
Network (NHN) and INGOs through the Pakistan Humanitarian Forum (PHF).

PHF is an independent organization registered under Trust Act of 1882 and is mandated to
collectively represent INGOs with the Government of Pakistan, the UN humanitarian /
development agencies and civil society organizations. The PHF represents 35 INGOs in Pakistan
along with 9 affiliate members that include the National Humanitarian Network (NHN) and IFRC /
ICRC as well.

In the context of the role of NGOs and INGOs in a crisis emerging out of natural or manmade
disasters, the engagement resulted in the following FINDINGS:

NGOs have an orientation either towards interventions related to Disaster Risk Reductions
(DRR) or humanitarian relief activities after a natural disaster.

The NGOs were found to play a limited role in manmade disasters or crises, including acts
of terrorism.

The NGOs have frequent interaction at the level of the PDMAs but their active involvement
in disaster management plans is lacking. A communication gap and trust deficit has been
noticed through a frank exchange of views with the representatives of local NGOs and
INGOs.

The NGOs have concerns related to government policies and processes related to NGO'’s
operational remit. The absence of ‘One Window' approach adversely hampers their
operations in time and cost.

The institutional relationship between the NGOs and PDMAs is a missing gap due to
frequent transfers of government officials

The Pakistan Red Crescent Society (PRCS) and the National Disaster Management
Authority (NDMA) signed an MoU in Islamabad on 19 March 2022 to enhance
humanitarian cooperation between the two organisations. Such measures of cooperation
and collaboration need to be encouraged.
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Section-lll: Case Studies

Attack on Marriott Hotel in Islamabad-2008

Background

Terrorists belonging to Harkat-Ul-Jehad-Al Almi attacked the Marriott Hotel, Islamabad, about
8pm on 20 September 2008 using a large VBIED (Vehicle Borne Improvised Explosive Device).
A truck loaded with 600 Kilograms of TNT and RDX was rammed into the hotel. The hotel had
previously been attacked in October 2004 and January 2007. The main explosion was preceded
by a small fire in the truck which the hotel security staff were unsuccessful in extinguishing. Fifty-
seven people, including locals and foreigners, were killed and 228 injured, including some hotel
staff. One of the fatalities was the newly appointed Czech ambassador who was temporarily
resident at the hotel.

The hotel was extensively damaged and only able to open several months later. There was
significant collateral damage in terms of economic loss and reputational damage internationally.
For example, British Airways stopped flying to Islamabad following the bombing, only restarting
flights in 2019.

The hotel was an obvious target given the guests regularly and frequently staying there included
foreign diplomats, and in particular the USA staff and military personnel. The Marriott presented
a high value target for the terrorists due not only to its residents but also due to its location in the
heart of the capital city and only a short distance away from the seat of Government.

A FIA investigation led to the arrest of several facilitators of the suicide attack, but they were all
subsequently acquitted.

Bottlenecks and Challenges

° Both the hotel management and the law enforcement agencies failed to properly identify
the risks to the hotel given its profile and resultant propaganda value to the terrorists of a
successful attack.

. Despite two previous attacks there was insufficient physical security measures in place.
A coherent and detailed risk assessment followed by mitigating security features would
have made the attack much more difficult. As it was the terrorists who were able to drive
the truck to the target and breach the limited security measures in place almost at will.

. The hotel security staff are not trained or equipped to deal with a determined terrorist
attack albeit they provide an effective security function for conventional security issues
faced for a high-end hotel.

. The deployment of law enforcement agencies, supported by other specialist resources
from the military, at the hotel was necessary to respond to the prevailing terrorist threat.
This did not happen or at least not to the required degree.

. There was intelligence reporting suggesting that an attack, most probably a rocket attack
from Margala Hills, was likely but the Marriott Hotel was not specifically mentioned. The
intelligence is rarely precise but given the context, the proximity of the hotel to the
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significant Government buildings the intelligence should have triggered a greater level of
preparedness by the law enforcement agencies.

There was little evidence of joined up thinking and planning between the key stakeholders.
This planning should be in place not just in respect of a terrorist attack but other
emergencies also, such as a major fire or building collapse. The lack of training and
suitable equipment was on clear display.

Lessons Learnt

Whilst in general security terms the hotel can be well protected it was clearly not protected
from a determined attack by terrorists using a large VBIED. There was insufficient
attention paid to preventive security against such an attack.

The response from the emergency services was uncoordinated. There was no clear
response plan. Whilst individual agencies and individuals ‘did the best they could’ this
was not enough to provide an effective response.

Casualty evacuation was hampered due to the traffic in the area being grid locked.
Venues such as this hotel need to have bespoke plans that address all aspects of a major
and critical incident. For example, entry and exit routes must be pre-identified and then
kept clear to allow emergency response personnel to respond in a timely fashion.

There was scant evident of coordination at the strategic or operational level in the
immediate aftermath and even in the more settled response phase between the key
stakeholders.

Given the scale and method of attack it can be argued that there was an intelligence failure
in predicting the attack. Equally, intelligence is not a replacement for prudent protective
and preventive measures that, given the prevailing security situation at the time, should
have been in place to prevent such an attack.

This was a large VBIED. The fact it was able to penetrate one of the highest security
areas of the capital city must cause introspection of how this was possible. It's surprising
that the bomb-loaded-truck travelled a long way to reach the destination through very
important areas of the capital without being detected and stopped.

Both capability and capacity to respond to such an incident resides in different
organizations. Whilst this is necessary given the different roles there was little recognition
of the overall capabilities available. This was largely borne out of a lack of coordination.
Coordination between all key stakeholders was not routine as it should be.

Conclusions

There is no such thing as ‘fool proof security’. Those determined enough will seek to find
and exploit weaknesses in the security arrangements. It is incumbent upon those charged
with protecting the public, whether they be private or state entities, to ensure they carry
out timely and effective risk assessments and deny the terrorists by putting in place
effective protective and preventative measure. Equally important is the preparation of fully
coordinated response plans in the event the preventative measures have failed.

No single organization has the resources or expertise to deal with such incidents without
effective coordination being in place with other agencies who will also be responding to
such incidents. Organisational and individual egos and agendas must not be allowed to
override the need to protect the public.
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Recommendations

1. There should be a robust risk assessment process in place with regular reviews. This
should be owned by the hotel, but it must be supported by joint working with law
enforcement agencies.

2. Similar arrangements should be put in place for other venues, whether private or in the
public sector.
3. Key stakeholders need to prepare joint contingency plans dealing with a variety of

scenarios based on good risk assessment methodology. These plans must then be
regularly reviewed and updated.

4, Staff must be properly trained and equipped to mitigate and respond to the identified
threats.
5. Basic first responder training should be imparted to designated staff.

Attack on Sri Lankan Team in Lahore-2009

Background

The Sri Lankan cricket team was scheduled to play two test matches and three ODIs. On 3rd
March 2009 the third day of the second test match was being played at Qaddafi Stadium in
Lahore. The Sri Lankan team bus was attacked enroute to the stadium by 12 gunmen, who had
been hiding near Liberty Square, when it reached the Liberty Market roundabout at 08:39 am.
The armed police escort responded to the attack, but this was mainly ineffective. In the ensuing
gun battle six police officers and two civilians were killed, including the driver of the minivan
carrying the umpires and the support staff. Several officials and six Sri Lankan players were
injured. The driver of the team coach, through his heroic actions and quick thinking, minimized
the team’s casualties by refusing to stop and instead by driving the coach to the safety of the
stadium. All the attackers managed to escape, leaving behind their rocket launchers and hand
grenades.

The inquiry reports held the senior command and the supervision responsible for complacency,
laxity, irresponsibility, cowardice, and casual behaviour. However, the process of accountability
did not take place. The Judicial Commission found the police officers of showing cowardice as
defined in Police Order 2002.

Bottlenecks and Challenges

o The security plan was prepared during the Government of PML-N under the personal
stewardship of Shahbaz Sharif, the Chief Minister, who took a personal interest in the
security arrangements. Following the dissolution of the PML-N government, the
Governor’s rule was enforced on 25 February 2009. The interim government installed a
new police administration that felt no ownership of the security plan and failed to
implement it effectively.

. The administration did not respond appropriately to credible security alerts issued by the
CID that RAW planned to attack the Sri Lankan players to damage the reputation of
Pakistan.
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The security plan had not been exercised, staff were not briefed on their deployment and
some important parts of the plan requiring deployment of roof top snipers were not
implemented.

Many police officers and police mobiles in the vicinity of the incident failed to respond to
support the police officers initially engaged in the incident.

The Judicial Commission found that senior officers were not present on the spot, the police
officers deployed with the motorcade were not briefed and were un-prepared to respond
to any terrorist attack. Some officers simply did not or could not respond and worse still
some simply fled. An effective response by only one police officer and the presence of
mind and courage of the coach driver saved the lives of the Sri Lankan players.

Lessons Learnt

The vehicles carrying the principals did not provide adequate physical security against the
threat of firearms and IEDs. The principals are now transported in appropriately designed
and constructed vehicles that provide protection against firearms and IEDS.

The principal’s vehicle was not provided with close formation protection. The team
coaches are now provided with close formation vehicular protection by appropriately
armed police officers, including mobile units of the Elite Force.

There was inadequate technological route surveillance to identify any suspicious activity
and allow for threat mitigation. The Integrated Command Control and Communication
Centre of the Safe City Project was subsequently implemented, and hundreds of security
cameras now provide the commanders with live surveillance footage to assist threat
mitigation.

The heavily armed terrorists were not able to be effectively challenged by the armed
capacity and capability of the police. The battlefield experience of the Pakistan Army and
Rangers gained during operations against terrorists is now used to inform the planning of
security details. The Army and Rangers also provide appropriate specialist personnel and
other resources in support of the police.

The post incident procedures, both in the immediate aftermath and following days, were
poorly understood and implemented.

Conclusions

The politicization of the police had a strong bearing on both the ownership and
implementation of the security plan. Law enforcement agencies must be operationally
completely independent but accountable to the public through open and transparent
processes. The IGP needs to be responsible for the postings and transfers of all the staff
so that officers are not compromised by political patronage.

The police officers need to be equipped and trained to deal with the threats identified on
an ongoing basis. Each operation must be planned meticulously based on the best
available intelligence and utilize personnel who are well briefed on the task in hand.

Recommendations

1.

There must be in place an effective command structure to implement the security plans
and respond flexibly to changing circumstances. Senior officers must provide visible
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leadership and take personal responsibility for the effective implementation of security
plans.

All the staff must be properly trained and equipped to discharge their assigned functions.
They must be fully and effectively briefed so each officer understands their role in the plan
and how it fits into the wider plan.

3. Lahore Safe City Project cameras should always be maintained in good working order.
The financial provision must include both revenue costs and capital investment on an
ongoing basis.

4. The Safe City Ops Room is the focal point for coordination amongst the stakeholders. It
must be resourced to allow it to function effectively.
5. Effective systems must be implemented to receive, assess and respond to intelligence

reports received from the various agencies. Records should be kept as to what action
was taken to mitigate the identified threats.

6. The security arrangements must state in unequivocal terms the responsibilities of each
stakeholder and lay out clearly the command and coordinating structures. There must be
increased focus on contingency planning and exercising of the operational plans.
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Murder of Foreign Tourists at Nanga Parbat Base Camp-2013

Background

About 10 pm on 22 June 2013, 16 terrorists in camouflage uniform stormed the base camp of
Nanga Parbat at Buner Valley. They overpowered everyone in the camp and tied the hands of
all the foreign trekkers and the local guides. One trekker, a US citizen of Chinese ethnicity,
resisted and escaped. He alerted the police. The escape infuriated the attackers and they started
killing their captives. According to reports, the attackers originally wanted to kidnap the trekkers,
especially the US citizen, and demand a ransom and release of a few TTP commanders detained
in Afghanistan.

Before killing their captives, the attackers collected their passports and currency and are then
said to have shouted that they had avenged the death of Osama bin Laden.

The bodies were repatriated to the victims’ respective countries after the completion of the legal
requirements. Senior Pakistan Government officials accompanied the bodies.

Five of the attackers were sentenced to death. On 25 February 2015, one of the main attackers
escaped from Gilgit jail whilst still under trial. Another of the attackers was killed by the police
while attempting to escape.

Bottlenecks and Challenges

° The local police at Goner Farm police station had a strength of 12 officers which remains
unchanged to this day. The police simply did not have the capacity or the capability to
respond effectively to the report of the kidnapping and the subsequent murder of the
captives.

. The location of the attack was in an extremely isolated area without any means of
communication. The police did not have satellite communications or a long-distance
wireless network. The inadequacy of the policing function was highlighted by the fact that
the tourists were in contact with their tour agents through satellite telephones but no way
of contacting the local police.

° Most areas of Diamer districts, especially Darel and Tangir are extremely underdeveloped
and under the control of the local religious leaders. The police presence in Darel and
Tangir was symbolic and certainly not equipped to respond to such an incident.

. Tourism had been promoted as a boost for both the local and national economy. However,
the infrastructure needed to provide appropriate security, medical and transport facilities
was not in place. This made consequence management extremely difficult, and the
military had to step in to provide helicopters for evacuation of the casualties.

. In this instance there was not a need for any injured to be evacuated or be provided
medical treatment. Had this been the case the lack of transport infrastructure again would
have meant relying on the military for support.

Lessons Learnt

. The organizational culture is one of complacency and procrastination. There is little
endeavor to be proactive to plan for such events however remote or unlikely they maybe.
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That is not to say that all eventualities can be foreseen but Nanga Parbat is popular with
both domestic and international tourists which demands that authorities plan to meet the
needs of the tourists.

° The local law enforcement agencies did not have the resources to respond to such an
incident. It can be said that this type of incident was unforeseen and very few police units
would be equipped to respond to such a deadly and organized attack. Better
arrangements need to be in place between law enforcement and the local military to
respond to such events according to agreed protocols.

o The State has a responsibility to secure the safety of not only its own citizens but those
that visit the country. As such the tourists must be fully informed on the prevailing security
situation of the area in order that they can make informed choices about their presence
and activities in the area.

Conclusions

° The remote areas of the Diamer district have a primitive character and despite the
presence of the police and local administration have seldom faced terrorism on such a
scale. Whilst the policing arrangements have managed the petty crimes, they are not at
all well placed to deal with threats from terrorism.

o While the Government is heavily promoting both domestic and international tourism as
part of its economic strategy there is little evidence of the infrastructure that is needed to
support tourism. The infrastructural development should not only focus on roads, hotels,
shops and hospitals but also appropriate levels of security provisions to meet the new
threats of terrorism and serious crime. However, local law enforcement requires the
support of the military through formally agreed arrangements given the local terrain, lack
of facilities and transport.

Recommendations

1. The police should have dedicated units that provide security to the tourists. These units
must be trained and equipped with sufficient personnel to provide visible security to the
tourists.

2. The local police deployed in the region should be increased to cover the vast and isolated
areas.

3. The police must be provided with suitable communications equipment and vehicles.

4, In the remote areas of Diamer District, paramilitary and military contingents should be
permanently deployed to support the local police.

5. Consideration must be given to improving the local facilities in order that the tourists who
visit the area have access to appropriate medical facilities.

6. Consideration is given to the mandating of medical insurance for all international tourists.

The level and scope of the cover should be such that no burden falls on the State to
provide these provisions unless in the case of an emergency.

7. A compensation scheme should be developed for the families of the deceased where the
death is a result of a criminal action.
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Suicide Blast at Igbal Park Lahore on Easter Sunday 2016

Background

About 6:40 pm on Sunday 27 March 2016, a suicide bomber exploded near the swings in
Gulshan-e-Igbal Park in Lahore. Igbal Park is one of the largest parks in the city and was crowded
with children and their parents. This being Easter Sunday the park was busier than normal, and
revellers included many members of the Christian community.

Terrorists had previously targeted members of the Christian community by attacking churches but
there was no intelligence reporting to suggest that the park would be targeted although law
enforcement agencies are generally on higher alert on such occasions.

A total of 75 people, including 29 children, died and more than 300 were injured. Due to the Easter
celebrations, many of the victims were Christians. Ambulances from both the public and private
sector responded to the scene and the injured were taken to the nearby Sheikh Zayed Hospital,
Jinnah Hospital and private hospitals. The bodies of the deceased were taken to Mayo Hospital
and handed over to their families after post-mortem examination and identification. Out of the total
of 75, 20 bodies had already been identified by the police and CTD and were tagged with
identification marks.

The responsibility for the attack was claimed by the same terrorist organization who had also
claimed responsibility for the twin suicide bombings at churches in Lahore the previous year.

Bottlenecks and Challenges

. Lahore is a mega city which has grown rapidly due to population relocation from other
parts of Punjab. The growth of the city has been unplanned. There is inadequate
provision of both human and financial resources to provide appropriate levels of policing
and other security provisions.

° The Lahore Safe City Project had not started working although the enabling Act had been
passed in 2015.

° Victim identification was done using traditional methods and internationally accepted
standard and protocols for identification were not implemented.

° Large crowds gathered at the site either to assist or simply spectate. The scene needed

to be managed and crowds prevented from gathering to mitigate against the threat from
the presence of a secondary device, a tactic that has been use by terrorists across the
world to maximise the number of casualties.

Lessons Learnt

o The authorities quickly claimed that the attacker had been identified through identification
of a decapitated head. The family and friends of the individual were arrested but it then
transpired the decapitated head was that of a victim and not the attacker. This rush to
make a premature announcement resulted in unnecessary and entirely unjustified physical
and psychological trauma to the families of the deceased, effectively victimising them
twice over.
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The rush by both law enforcement and civil authorities to make announcements without
any sound basis discredits and prejudices the investigation and any future prosecution.
In the absence of any formal provision for compensating the families of the victims the
Government announced a compensation scheme on an ad hoc basis. However,
positively, the Government then followed the lead given by the Baluchistan Government
and passed legislation like Baluchistan’s Civilian Victims of Terrorism (Relief and
Rehabilitation) Act 2014 to compensate victims.

Whilst security agencies can prevent and deter attacks through various methods it is not
possible for the menace of terrorism to be tackled through a security-based approach
alone. The Government did not have an overall strategy (notwithstanding the National
Action Plan following the APS attack in Peshawar in 2014) to tackle sectarianism and
violent extremism.

To deal with critical incidents the reserve police units have been made available at the
headquarter that are immediately dispatched to the crime scene. Two trucks containing
generators, lights, barriers, furniture to set up a control room, ropes, and all the equipment
that may be needed to protect the crime scene and divert traffic, are available around the
clock with drivers and supporting staff.

Conclusions

Whilst it is not possible to prevent or deter every attack this incident once again exposed
the large schisms in society based on discrimination, intolerance and violent extremism
based on religion. The park was targeted to maximise the loss of life and that particularly
of the Christian community. The timing could not be clearer with Easter Sunday being
one of the most religiously significant days for the Christian community.

Post incident investigation and prosecution are of course important but more important is
tackling the root causes of the problem. This makes it simply not a security but also a
political issue.

Recommendations

1.

The Lahore Safe City Project must be funded to not only maintain but enhance its
efficiency and effectiveness. This will require ongoing investment to ensure technological
yields are maximised.

The Safe City Project should be replicated across other cities, but the scale should be
based on risk assessment and situational context.

The compensation payments to victims and their families must be streamlined and made
in a timely manner. Financial hardship should not add to the losses already suffered by
the families.

Multi- agency co-ordinated contingency plans must be prepared to ensure a timely and
effective response to any critical mass fatality incident. These plans must be regularly
reviewed and exercised.

Suitable temporary mortuary arrangements should be made available to deal with
incidents where the routine capacity of hospitals and voluntary organisations is unlikely to
be sufficient to deal with a mass casualty incident.
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6. The DVI arrangements must be implemented that accord with internationally accepted
protocols. They must also provide for effective liaison and information sharing with
relevant foreign missions where there are foreign national victims.

Havelian Air Crash-2016

Background

On 7th December 2016 an ATR aircraft belonging to Pakistan International Airlines (Flight PK661)
enroute from Chitral to Islamabad crashed killing all 47 people, including five crew, on board. The
deaths occurred as a result of trauma of the aircraft impacting the ground or the ensuing fire on
the ground. The burning wreckage was strewn over an area of about 5,000 square meters on the
side of a hill between villages of Saddha Batolni and Gug near Pakistan Ordnance Factory,
Havelian in Khyber Pakhtunkhwa. The ensuing investigation into the crash did not identify any
criminal involvement.

The remains of the deceased were recovered to Ayub Medical Complex in Abbottabad by road
before being flown to PIMS in Islamabad. Eight of the deceased were identified through
conventional means and the remainder by DNA before their remains were handed back to the
families.

Bottlenecks and Challenges

o The crash happened in a remote area thus making response to the crash site difficult. The
local populace helped the authorities in the recovery operation. The burning wreckage
was not able to be extinguished and effectively burnt itself out.

° Majority of air crashes happen in the take-off or landing phase of the flight. In this instance
the crash happened in the cruise phase of the flight resulting in much more severe impact
injuries and resultant difficulties in body identification.

° There is no single agency charged with legally and practically being responsible for DVI.
This led to different announcements by different agencies about the identities of the
deceased. This is distressing to those who have suffered the loss of a loved one.

o Air crashes by necessity and international protocols require several stakeholders to work
together in the investigation. For example, the airframe and engine manufacturers
attended the scene, and the flight data and cockpit voice recorder were taken abroad for
specialist analysis and interpretation.

. Air crashes by their nature attract wide publicity and in this case the death of Junaid
Jamshed, former singer turned preacher, only heightened interest.

Lessons Learnt

. Whatever the capacity and capability of the civil agencies there will always be
circumstances where these are not sufficient. Therefore, there needs to be in place clear
written agreements and protocols for requesting military support. These protocols need
to cover areas of command and control and coordination as well as operational
responsibilities of each agency.
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. Understandably and commendably staff from several medical facilities volunteered their
services. There need to be well prepared plans in place for formal mobilisation of staff to
avoid ad hoc arrangements for implementation.

° The families and friends of the casualties naturally want accurate and timely information
about what happened, where the victims are and when they can access them. It is
important that an information management and dissemination strategy is developed very
quickly in the response phase to address these issues.

. The personal involvement of Minister for CADD, District Administration and PIMS
Administration ensured timely identification of the deceased and their return to their
families. However, this also highlighted the fact that DVI and associated processes are
not formalized and institutionalized. DVI is too important and sensitive to be dependent
on certain persons.

o The activation of the National Emergency Operations Centre (NEOC) ensured a timely
and prompt response.
° NDMA teams were deployed to the crash site as well at PIMS Hospital in Islamabad for

effective coordination and transportation of the deceased. There is lack of clarity to the
role of NDMA as to whether it has operational responsibility or overall strategic
responsibility for planning. It is not clear why the NDMA became the lead authority in this
area rather than the local Capital administration.

o It is appropriate to speculate how well the authorities would have managed had this been
an international flight with victims from multiple nationalities. The clamour for information,
both from the media and the foreign missions affected, would be huge. The evidence from
the management of this and other similar incidents does not give confidence that the
response would be well executed.

Conclusions

° The authorities faced a difficult situation given the remote location of the crash site and
the media profile of the incident. Conversely this profile also helped to ensure that
agencies were much more responsive. While some aspects were handled well, others
require improvement.

. Air crashes are fortunately relatively rare. However, contingency planning can be generic
in many aspects and effective planning will allow for effective response to a variety of
mass casualty incidents.

Recommendations

1. It must be urgently identified as to which agency or post holder has legal responsibility for
identification of any deceased and not just restricted to mass casualty incidents. Formal
identification information should then only be released once authorised by this legal entity.
No single agency should be permitted to release any identification information without the
agreement of the legal entity responsible for identifications.

2. There should be a clear DVI strategy that sets out in very clear terms the structures, roles,
responsibilities of DVI teams.
3. An assessment should be made of what DVI capacity and capabilities are needed for

identifications in mass causality incidents. This will require using established planning
assumptions to determine the size of the teams. The total capacity should be strategically
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dispersed to provide an effective response but there must also be in place formal
agreements between the provinces to support each through the provision of mutual aid.

4. In all incidents a DVI strategy should be formulated to address the needs of the incident.
5. A ‘talking head’ should be appointed to lead media messaging which should be
coordinated through a strategic coordination group which also has responsibility for overall
management of the incident. Leadership responsible for sharing media information should
be very composed and well trained in these elements.
Army Public School Attack Peshawar-2014
Background

About 10.00 am on 16" December 2016 seven terrorists of the Tehreek-e-Pakistan (TTP) entered
the Army Public School (APS) situated in the Peshawar Cantonment area by climbing over the
back wall. There was no barbed wire fencing on the boundary walls. The terrorists first attacked
the children assembled in the school hall for first aid training before moving to the classrooms to
continue attacking and killing students. They hunted down those who managed to hide
themselves.

The terrorists were armed with hand grenades and automatic rifles. In total 150 people lost their
lives, including 132 children. The attack was meticulously planned and executed. The plan was
not to take hostages and not to get captured as all attackers wore suicide vests and blew
themselves up after they were cornered, magnifying the damage. It took eight hours for the Army’s
Special Services Group (SSG) Commandoes to clear the premises. All the attackers were killed.

The pupils were mostly the children of Armed Forces personnel. In the view of knowledgeable observers,
the most probable provocation for the attack was Operation Zarb-e-Azb, a government anti-militant
offensive in North Waziristan, one of Pakistan’s tribal regions.

Bottlenecks and Challenges

° The children had to be rescued whilst there was still a firefight ongoing between the SSG
and TTP terrorists. Also, as the news of the attack spread scores of parents of the children
and onlookers converged in the area. The Army had to clear the area of the people to
allow ambulances and other emergency responders to be able to manage response in a
better manner.

. The nearest hospital to the APS was Lady Reading Hospital (LRH). The hospital had a
well-equipped trauma centre with 250 beds so most of the injured were taken to LRH. The
other two civilian tertiary care hospitals were some distance away, so a decision was taken
to use LRH and the Combined Military Hospital (CMH). Approximately 100 injured victims
of the attack were treated in these hospitals.

. Whilst the Rescue 1122 service was ostensibly operational it was nevertheless not well
equipped or trained at that time. Therefore, civil hospital and Edhi ambulances were used
for transporting the injured to the hospital.
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Lessons Learnt

° In a terrorism case such as this a single chain of command is more effective in the
response phase until the threat is neutralized. The location of the APS and the nature of
the incident resulted in the SSG being able to respond quickly. Their capability and
capacity were absolutely needed to neutralize the threat from terrorists who were not only
prepared to kill but also to die.

o This positive aspect also exposed some risk areas. For example, if the only response
available to this incident had been from the Police it is difficult to see how they would have
been able to overcome the terrorists who were well armed and extremely motivated. As
such the loss of life would have been a lot greater.

° There will certainly be circumstances where only the capability and capacity of the Army
and its special forces, such as the SSG, will be necessary to neutralize the threat.
° There is advantage in having agreements and protocols in place as to how the services

of the Army can be requested without unnecessary bureaucracy. Whilst this was not in
place at the time of this incident it is important that such an agreement is in place together
with clear command roles and responsibilities.

. Whilst a single command structure is more suitable for organizing an effective response
and rules out inter-agency coordination problems in the immediate response phase until
the threat is neutralized it is nevertheless important that other stakeholders play their part
from the outset too.

° Lack of traffic management has serious consequences with gridlocked roads and
emergency responders not being able to respond effectively. Secondly, the often-ignored
traffic problem assumes critical proportions if it is not controlled at the outset. The traffic
jams in this case were quickly cleared and roadblocks quickly established so that rescue
operations could be carried out unhindered.

. The multiagency response and contingency plans need to be prepared using a multi-
agency approach.
. Despite the ongoing operations against the TTP terrorists in North Waziristan it is

guestionable as to whether the authorities had fully assessed the implications and how
the TTP may respond. The lack of actionable intelligence was a concern.

Conclusions

° The terrorist chose their target carefully in order to garner most coverage and demonstrate
their callousness and ruthlessness and contempt for the authorities. By attacking an Army
institution and killing so many children and adults they demonstrated their capabilities to
hit where they knew it would hurt.

. The brazenness and callousness of the attack on young children in a school where they
should feel safe brought all organs of the State and the general public together, at least for a
short time. The NAP was the result but as in many instances previously good intentions were
not fully or properly translated into action on the ground.
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Recommendations

1. Security and contingency plans must be set out in clear terms the command-and-control
structures and where these are deemed to be inappropriate then the plans must address
how the different agencies will coordinate their response to be most effective.

2. Institutions that are assessed to be potential targets for terrorists must have in place their
own contingency plans that address issues such as emergency evacuation, how to keep
yourself safe and practice these plans regularly. Any learning should result in the plans
being reviewed.

3. Work is undertaken to assess if there are any areas where the Army is not able to provide
a response in a reasonable time to mitigate an ongoing threat. Where such areas are
identified then those areas must improve the capability and capacity of their own officers
in order to neutralize any threat. However, this does not negate the Army still being
needed in some circumstances where only their training and weaponry is able to neutralize
any threat and therefore clear protocols need to be in place as to how this military support
will be requested.

Chinese Consulate Attack Karachi-2018

Background

About 9.15am on 23 November 2018 Baluch insurgents attacked the Chinese Consulate in
Clifton, an affluent area, Karachi. The terrorists planned to take hostages with the aim of
embarrassing the Pakistani Government, draw attention to their cause, to strain the close Pak-
China relationship and to dissuade the Chinese from investing in CPEC projects in Baluchistan.
The insurgency had been supported by the intelligence agencies of the neighboring countries.
The Consulate was guarded around the clock by personnel from the Police, Rangers and Frontier
Constabulary. There was a layered system of security in place.

The three terrorists were armed with assault rifles, hand grenades, IED and liquid chemicals. The
terrorists first attacked the outer police picket/ check post manned by officers from the foreign
security branch. The terrorists quickly killed two officers but one of their number was also killed.
The terrorists then managed to enter the reception area of the visa section but failed to penetrate
the main building using grenades after being thwarted by the secure gate. The security forces
responded swiftly and in the ensuing gun battle two civilians, a father and son, were killed and a
security guard injured.

All the terrorists were killed during the incident which lasted around 90 minutes and was broadcast
live by the TV channels. The staff of the Consulate remained safe.

Bottlenecks and Challenges

o The Consulate was guarded by personnel from three different forces i.e., Police, Frontier
Constabulary and Rangers. All the forces had their separate commands thus causing a
level of confusion in time of crisis like situation notwithstanding that Police and Rangers
generally maintained good coordination through routinely and regularly carrying out joint
exercises.

. The live broadcasting of the incident into millions of homes across the world presented
both strategic and operational challenges to the authorities. Strategically the terrorists
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were able to draw disproportionate attention to their cause versus their ‘investment’ in the
operation. Authorities tread a tightrope between allowing free and full reporting against
being seen to be suppressing the free media. Operationally, the terrorists are much more
aware of the LEAs activities and can change their response accordingly. This was not
unique to this incident and authorities are facing this dilemma cross the globe.

The CPEC project and the associated Chinese interests in Pakistan present a serious
security challenge as any security failures in safeguarding those interest will be highly
spotlighted.

Lessons Learnt

LEAs in Pakistan are insufficiently prepared to cope with a hostage situation. Over the
past few years, the Police and other LEA have improved their capabilities, but they are
still poorly placed to deal with a hostage situation, especially where foreign nationals are
targeted.

The police communications system was overloaded with routine messages and
insufficient airtime capacity available to the responding officers. This resulted in officers
not being able to communicate with each other during a critical phase of the response.
The APCs were slow in reaching the scene of attack. Also, Karachi has many different
types of APCs with different levels of protection, and some were not suitable for use in an
incident such as this attack. The situation was exacerbated by the staff not being properly
trained in the deployment of the APCs.

The police and other LEAs responded to the incident in an uncoordinated way and in such
numbers that it caused confusion at the scene. Furthermore, personnel in plain clothes
from several intelligence/security agencies converged on the incident thus causing
difficulties for the first responders in differentiating between friend and foe in a highly
dynamic situation.

Conclusions

The terrorists failed to achieve their objective of taking hostages, but the incident did give
them the publicity they desired. Whether the incident overall damaged Pakistan-China
relations or affected Chinese investment in CPEC is difficult to assess but outwardly there
seems to have been little impact. However, this incident and other attacks on Chinese
workers engaged on CPEC have certainly forced changes in the security arrangements
to both protect Chinese workers and the CPEC infrastructure.

The response of the LEAs was generally deemed to be a success but there are lessons
to be learnt.

Recommendations

1.

A single LEA should be responsible for the guarding of the Consulate and other similar
establishments. The appropriate LEA should be determined following a full risk
assessment which should be kept under regular review. If other factors prevent a single
LEA approach, then a fully coordinated command and control structure should be put in
place.
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2. Communications systems must be made resilient enough to cope with increased demand
in situations where large numbers of personnel are deployed. A dedicated
communications channel should be assigned to the incident. Dependent on the nature
and scale of the incident consideration must be given to having separate channels for
command and control and different units.

3. The requirement for APCs and their protective specifications must be based on
assessment of risk. Only APCs and other equipment fit for purpose should deployed.
4. Staff should be fully trained to operate their equipment efficiently and effectively. Training

should be refreshed based on a robust training needs analysis.

Crash of PIA Flight in Karachi-2020

Background

At 2.37 pm on 22 May 2020 PIA aircraft A320, Flight No. PK-8303, originating from Lahore,
crashed just short of Karachi’s Jinnah International Airport whilst making its second approach to
land after a failed landing. Of the 99 people on board, including eight crew members, 97 were
killed. Eight people were injured on the ground one of whom later succumbed to the injuries.
Both the surviving passengers were taken to nearby hospitals by members of the public. The
crash was patrticularly poignant as people were mostly returning home to celebrate Eid with their
families.

The investigation into the crash attributed the crash to pilot error. There have been several
crashes involving PIA and other airlines in Pakistan in recent years. PIA’s safety record has
raised concerns not only in Pakistan but also internationally.

Bottlenecks and Challenges

° The emergency services responded promptly and evacuated the local area before
recovering the bodies of those who died. However, there was no one in charge overall to
make critical and timely decisions. This was exemplified by no one being able to decide
as to where the bodies should be recovered to for post-mortem and identification.

. The intervention of the CEO PIA resulted in the bodies being sent to JPMC and Civil
Hospital, Karachi, due to insufficient capacity at JPMC. The intervention of the CEO of
the airline concerned in such decisions was fundamentally wrong and against all norms
given the conflict of interest. However, this must be balanced against no one else deciding
so ‘something has to be done’ came into play.

° There were no properly established and documented plans for DVI resulting in an ad-hoc
approach to tagging of the bodies, post-mortems and obtaining of DNA samples. This
resulted in some bodies being released without proper identification, post-mortems or
DNA samples being taken. This failure to comply with even the most basic of standards
for identification protocols resulted in misidentification in some cases with bodies having
to be exhumed.

. Politics, politically connected and influential people made things worse. The PFSA was
allowed to take five samples in order to identify the body of a senior Punjab Government
official. However, PFSA instead, without authorization, obtained over 50 samples from
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bodies lying at Chippa and Edhi mortuaries and after obtaining the DNA samples the PFSA
replaced the original tagging with their own which further added to the confusion. Suffice
to say the lack of planning, proper processes and management of even the ad-hoc
arrangements laid bare the failure of the concerned authorities.

° The PFSA placed its DNA results on social/electronic media when it was not authorized
to do so.

Lessons Learnt

. There was no effective plan to deal with such a mass casualty event. Whilst agencies did
their best this was clearly not sufficient. There was little coordination.

. The lack of planning and suitable contingency plans was particularly evident in the
absence of proper DVI procedures.

. This was a domestic flight. Had this been an international flight with potentially many

foreign nationals on board the ramifications of this totally chaotic and unacceptable
handling and identification of the deceased would have resulted in immense reputational
damage as well as legal ramifications.

° The needs of the victims’ families were not to the forefront as they should have been.
Information regarding the victims was being released in a way which would have
traumatized the families further.

Conclusions

. The crash understandably received wide media coverage. As often the case the post
incident scrutiny highlighted the many inadequacies of the way families were treated and
how their loved ones who lost their lives were dealt with.

. Whilst incidents of this scale will always present challenges even to the most well-
resourced and practiced authorities this is no excuse for the many shortfalls identified.
The dead needed to be treated with dignity and respect which sadly didn’t happen in many
cases.

Recommendations

1. There must be a robust and documented DVI strategy, including the provision of the
necessary facilities such as mortuaries, that deals with the not only the deceased but also
the injured. DVI should not be seen just in terms of the technical processes of identification
but as an end-to-end process.

2. There must be in place a response plan to deal with all aspects of mass casualty events
that addresses the roles of each of the authorities, the command and control and
coordination arrangements. These plans must be reviewed and exercised on a regular
basis.

3. The NGOs like Edhi/ Chippa provide a vital service without which large cities, especially
Karachi, could not function. Therefore, it is imperative that they and other relevant NGOs
are formally incorporated into the contingency plans.

4. The NGOs involved in emergency response situations must be trained both in technical
aspects but also in the coordination arrangements with the statutory bodies.
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5. Provincial governments must have in place properly agreed protocols for
receiving/providing mutual aid from/to other provinces or the Federal Government. They
must accord with the existing legal framework to avid individual agencies getting involved
without their involvement being formally sanctioned.

Serena Hotel Terrorist Attack 2021

Background

About 10.15pm on 215 April 2021 the Serena Hotel in Quetta, one of the most sensitive sites in
the provincial capital, was attacked using a suicide bomber in a Vehicle Borne Improvised
Explosive Device (VBIED). It was estimated that nearly 60 to 70 kilograms of high-grade
explosives were used in the blast, which killed five and injured twelve people, including two
officers of the district administration and several police officers. The hotel regularly hosts several
foreign nationals, particularly employees of international organizations and visitors from other
parts of the country.

The attack was most likely targeted at the Chinese Ambassador to Pakistan who was staying at
the hotel but not actually present in the hotel at the time. It is safe to presume that the attack was
designed to derail progress under CPEC and send a message to the Chinese looking to expand
their footprint in Baluchistan. The Baluchistan Counter Terrorism Department (CTD) attributed
the attack to the Tehreek-e-Taliban Pakistan elements situated in Quetta and surrounding districts
such as Mastung. A special team was established to investigate the incident.

Part of the attacker’s remains were recovered but fingerprint comparisons by NADRA did not find
a match leading to speculation that the attacker was an Afghan national. Over the course of the
next few days, CTD teams arrested 10 suspects.

Bottlenecks and Challenges

. The attack highlighted the fact that there was no coordinated multi agency security or
contingency plan. This poses significant challenges to response and rescue operations.
At its most basic protective and preventative security should have been capable of
preventing the attacker being able to penetrate the security cordon.

° The CPEC project and the insurgency has presented security challenges that the
Baluchistan CTD is not sufficiently well-resourced to meet. Post incident investigations
suffer from lack of locally available forensic capabilities which are only available through
the facilities in Lahore, Punjab.

. The Safe City Project in Quetta is in its infancy. A more fully developed system would
allow not only for proactive surveillance but also aid post incident investigations.

Lessons Learnt

. A combination of poor or non-existent intelligence, poor planning and implementation of
the security plan is a toxic mixture. Even the best plans can fail but robust risk
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management requires that the plans are such that inadequacies in one part are mitigated
by the robustness of the other elements.

. The presence of the Chinese Ambassador at the hotel should have been a red flag, in
security terms, based on previous attacks on Chinese nationals and interests in Pakistan.
Despite this the security arrangements appear to have failed to appropriately anticipate
such an attack. Given the nature of the attack it raises serious questions about the
intelligence community’s ability to anticipate or to predict and therefore prevent such

attacks.
Conclusions
. The attack was a significant failure on part of the LEAs and the hotel administration. It is

acknowledged globally that intelligence cannot predict all such events. Therefore, the
security and contingency plans will necessarily rely on reasonable risk assessments
based on professional knowledge and experience. The plans then need to be effectively
implemented to achieve the desired objectives and mitigate the identified risks.

° There is a myriad of LEAs operating in Baluchistan but without coordinated common
standards and little in way of agreed and practiced multiagency command and control or
coordination protocols.

Recommendations

1. There should be multi-agency planning to deal with known and anticipated security
threats. The roles of each agency must be clearly defined. The plans must also include
contingency planning to ensure an effective response in the event the risk mitigations
plans fail in their primary objectives.

2. The Baluchistan CTD should be sufficiently resourced to meet the current threats which
must be kept under regular review.

3. Vulnerable and potential targets should be identified, and site-specific protective security
measures must be implemented.

4, Intelligence sharing protocols should be agreed between the relevant agencies,

particularly in respect of the threat from terrorism, to assist improved risk assessments
and threat mitigation. Regular reviews should be undertaken to ensure the protocols
remain fit for purpose.

Multiple Fatalities at Murree in January 2022

Background

Murree Hills is a tourist resort that attracts many thousands of visitors from all over Pakistan with
many visiting to experience the snowfall. On 7" January 2022, despite the meteorological
department warnings of heavy snowfall, around 32,000 vehicles arrived in the town. Ordinarily
most would have returned home in the evening, but blizzard conditions caused roads to become
gridlocked with fallen trees and electricity pylons causing road blockages. The blizzard conditions
continued unabated till the following morning. Many of the visitors were not familiar with issues
that such weather and road conditions present.
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Kuldanna-Barrian road is an isolated place where there are no residential areas, shops, or hotels.
Hundreds of cars were buried in heaps of snow with people forced to spend the night in their cars.
Approximately a hundred cars were stranded due to frozen radiators or running out of fuel. The
next morning, it transpired that all the occupants of four cars on Kuldanna-Barrian Road and one
near Jheeka Gali had died with a total tragic death toll of 23.

The local police got the dead bodies identified and the post-mortem was by external examination
only. The medico-legal officer declared the cause of death of all the dead bodies being due to
“cardio-pulmonary arrest due to asphyxia and suffocation”.

The Chief Minister of Punjab constituted an Inquiry Committee that held fifteen officers of different
Government departments responsible for complacency and unmindful crisis management efforts.
The Committee made several recommendations several of which have already been
implemented.

Bottlenecks and Challenges

o There was a serious lack of coordination between NDMA, PDMA, DDMA, and other
important stakeholders such as the Police, Rescue, C&W and Armed Forces.
. The local administration had a prepared response plan but were not able to translate it

into action in a meaningful way. For example, the IESCO and Forest staff were not
contactable by phone thus no one was available to clear the roads of the fallen trees and
electricity poles. The snow-removing vehicles had insufficient fuel for the task.

° Volume of traffic, especially on all the interjection and connecting roads, caused prolonged
traffic jams and roadblocks. This added to the problems of the emergency and rescue
services not being able to reach the stranded people.

. The roads are generally in poor condition and approximately 90% of the building
construction does not comply with planning regulations. This has resulted in haphazard
developments with the local administration being ‘blind’ to the resultant issues. For
example, there is no coordinated assessment of supporting infrastructure such as parking
spaces.

° Encroachments and illegally constructed shops and workshops on Lower Topa- Jheeka
Gali and Sunny Bank cause the bottlenecks when entering Murree from Expressway and
GT Road.

. The government organizations don't have the necessary funds to employ staff,
buy/maintain/operate equipment or for other services such as information resources.

o The post-mortem report was based on external examination only declaring suffocation as
the cause of death which was subsequently contradicted with the cause of deaths being
by carbon monoxide gas leaking into the cabins of the cars due to the exhaust being
blocked with car engines running and the cars being totally covered by mounds of snow.

Lessons Learnt

. There was little proactive action taken by the authorities to deal with the severe weather
event warning. Murree was simply not equipped to deal with the volume of traffic and
number of people in such weather conditions.

. Whilst plans existed on paper their implementation was poor. For, example, even basics
such as positioning the snow clearing vehicles strategically as per the plan did not happen.
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. The Government has encouraged and lauded tourism, but little has been done to improve
the infrastructure that is required to support it. Many tourists complained of insufficient
hotel accommodation and even what was available was being offered at exploitative
prices.

° Both the tourists and the Government organizations failed to take heed of the weather
warnings. Most drivers were simply not prepared for the heavy snow and lacked driving
experience in such conditions. The incident again highlighted poor compliance with traffic
regulations which made an already difficult situation worse.

. The Government organizations were reactive rather than being proactive. Little was done
in response to the weather warning. This was not an unexpected sudden event and a
better response coordinated between all the stakeholders would have much reduced both
the loss of life and general distress that was caused.

Conclusions

° This was not some sudden unexpected event. The snow was predicted, and warnings
issued. However, there was a collective failure on the part of the authorities to respond
appropriately and in a timely manner.

o The response when it did come was ineffective. There were insufficient resources and
little coordination between the various organizations.

Recommendations

1. Consideration should be given to limiting the number of vehicles permitted into the area
especially in adverse weather conditions. Operational commanders must have access to
live data that can be used to make decision about the number of vehicles to be permitted
into the area. For example, automated entry and exit counters should be installed at the
entry and exit points of Murree.

2. The planning laws are to be rigorously enforced to ensure development is both controlled
and structured to meet the needs of both the residents and the visitors. This should
include necessary infrastructure such as hotels and parking spaces.

3. A safe city network should be established like other large cities.

4, The tourism department should launch a campaign for awareness of the visitors,
especially during the snowfall season.

5. Any implementation of the Inquiry Committee’s recommendation to change the status of

Murree from a Tehsil to a District, with the resulting need for a District HQ, must consider
the increased traffic flows into the area and the needs of the additional visitors.
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Section-IV: International Best Practice

Part-1: Crisis Management in the UK

The Civil Defence in Peacetime Act of 1986, enacted at the end of the Cold War, enabled local
authorities to utilize their civil defence resources in connection with emergencies and disasters
unconnected with any hostile attack by a foreign power. However, the Act and the associated
arrangements for multiagency working were found wanting in the wake of the fuel protests and
mass flooding of 2000 and the foot and mouth outbreak in 2001. Following a government review
and in order to improve the multiagency working and response the Civil Contingencies Act 2004
was enacted. The Act established the Civil Contingencies Secretariat (CCS), housed in the
Cabinet Office, with the aim of improving the UK’s resilience through working with others on
anticipation, assessment, preparation, prevention, response and recovery. The CCS does not
have operational responsibility for managing critical incidents but instead acts as an enabler.

The events of 9/11 had further highlighted the need for effective partnership working for agencies
other than law enforcement and the intelligence agencies. The London bombings in July 2005
provided the first test of the newly formed arrangements in respect of incidents of terrorism.

In order to clearly identify the various command and control/co-ordination roles and to aid
interoperability the agencies, particularly the emergency responders, work to a national
framework, like the National Response Framework in the United States. This framework is
comprised of three levels that are different in terms of functions: the Gold level is the strategic
level responsible for setting the overall strategy and then monitoring it to ensure its objectives are
achieved; the Silver level is responsible for devising the tactics to achieve the strategic aims and
the Bronze level is the operational level which gives effects to the tactics.

Part-2: Local Resilience Forum-UK

The Local Resilience Forums (LRFs) were set up in each police force area following the
introduction of the Civil Contingencies Act 2004 (CCA 2004). They are often chaired by a senior
police officer or can be co-chaired by the police and fire and rescue service and local authorities.

The Act repealed the Civil Defence Act 1948. The Act establishes a new and broad definition of
"emergency" as follows:

@ an event or situation which threatens serious damage to human welfare in a place in the
United Kingdom,

(b) an event or situation which threatens serious damage to the environment of a place in the
United Kingdom, or

(©) war, or terrorism, which threatens serious damage to the security of the United Kingdom.

Previous legislation, which was enacted during or after the Second World War, provided for civil
protection solely in terms of "civil defence”, which was defined as "measures, other than actual
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combat, for affording defence against a hostile attack by a foreign power". The Act now includes
several local bodies which have duties in the event of an emergency; previous legislation only
related to local authorities, police authorities and certain fire authorities. The previous
arrangements were not deemed able to cope in the event of domestic threats to services such as
the fuel protests of 2000, or natural threats like the mass flooding in 2000 and the outbreak of foot
and mouth disease in 2001.

Following these three events the Government formally reviewed the emergency planning
arrangements. The review concluded that existing legislation was no longer adequate, and that
new legislation was required and the CCA 2004 was the result.

The LRF coordinates the actions and arrangements between the responding partners who fall
into two categories:

. Category 1 — core responders which mainly includes the ‘blue light' emergency services
such as the police, fire and rescue, ambulance, HM Coastguard as well as others such as
local authorities, NHS (National Health Service) trusts and the Environment Agency; and

° Category 2 — key co-operating responders that act in support of the Category 1
responders. The main Category 2 responders are utility companies and transport
companies such as electricity distributors and transmitters, gas distributors, water and
sewerage companies, telephone service provides, road transport operators, railway
network and train operators.

The LRFs produce a Community Risk Register and accompanying information booklets and
online information for the public as to how prepare for various types of emergencies and respond
in the event of an actual emergency.

Under the CCA Category 1 responders are under a legal duty to assess the risk of, plan, and
exercise for emergencies, as well as undertaking Business Continuity Management. Category 1
responders are also responsible for warning and informing the public in relation to emergencies.
Local authorities are required to provide business continuity advice to local businesses. The CCA
also places legal obligations for increased co-operation and information sharing between different
emergency services and to non-emergency services (Category 2 responders) that might have a
role in an emergency.

The LRFs work to help communities prepare for, respond to and recover from emergencies and
major incidents. They do this by:

° Identifying the types of hazards that might affect their area.

° Putting plans in place to address different types of emergencies.

o Delivering training and exercises to test the plans.

o Ensuring staff in all organizations are kept up to date.

. Providing advice, information and assistance to the public, business community and

voluntary organizations.

The LRFs are usually supported by a small secretariat but the LRF’'s members are people who
hold key relevant posts in their own organizations and are empowered to make decisions and
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commit resources if necessary. The LRFs meet regularly to review the risk register and update
plans accordingly.

In the event of an emergency the emergency services and relevant support agencies, dependent
on the nature of the incident, will mobilize pre-arranged strategic coordinating arrangements and
implement operational plans.

Part-3: UK DVI Arrangement

Disaster Victim Identification in the United Kingdom

The world becoming a ‘global village’ has many advantages, but it also poses many challenges.
With increased travel whether it be for business, domestic, social or pleasure purposes means
literally millions of people are travelling across the world every day. In the context of this study
the focus is on the response to and management of major and critical incidents in Pakistan where
the casualties, whether injured or fatal, include United Kingdom (UK) nationals.

In such circumstances the UK Foreign & Commonwealth Office (FCO) will play a key role in
providing support to both the families of the deceased and injured and to those who are injured.
The FCO has arrangements in place with the police services of the UK, through the National
Police Chiefs Council (NPCC), to mobile police support both in the UK and abroad following an
incident where the FCO deems it necessary and appropriate to provide consular and other
support, particularly in respect of Disaster Victim Identification (DVI).

Following any major incident, it is to be expected, and almost inevitable, that the media in all its
guises and social media particularly will play a major role in reporting the incident widely. This
will generate a level of public anxiety and a demand for information, especially from those who
either believe or even suspect that their loved ones may be involved. Therefore, any response
and subsequent management must factor in the need to provide timely and accurate information
to both the victims’ families and the media.

The purpose here is not to provide a detailed account of the response plans, management
structures or the roles of all the agencies that maybe involved but to identify the main roles of
personnel who will be involved in respect of DVI. However, technical aspects of DVI are not
addressed here suffice to say the technical work is done by relevant organizations and
professionals who are trained and accredited to the stipulated standards. They are commissioned
by the police who secure their services following laid down procurement rules.

Definitions

Firstly, its useful to define what is meant by both a major and critical incident. In policing terms,
a major incident is defined as:

An event or situation, with a range of serious consequences, which requires special
arrangements to be implemented by one or more emergency responder agencies

A critical incident is defined as:

Any incident where the effectiveness of the police response is likely to have a significant
impact on the confidence of the victim, their family and/or the community
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Whilst these definitions have not been adopted by all emergency responders, they do
nevertheless provide a useful framework in multiagency working.

Casualty Bureau Incident Room (CBIR)

The CBIR is the central point where all information relating to people believed to be involved in
the incident is received, collated and assessed. It is not a command-and-control facility for the
overall management or deployment of response resources. It provides a facility for handling high
volumes of data using established processes. The CBIR can not only deal with information being
received from agencies dealing with the incident but can also provide both a telephone line and
online reporting facility, the Major Incident Reporting Portal (MIRP), for the public to report people
involved in an incident.

The CBIR facility is provided on a regional basis and is likely to be activated when the demand
from the public for information exceeds the call handling capability of an individual police force.
Forces can support the work of the CBIR by providing additional call handling capabilities through
the provision of mutual aid arrangements.

It is important to note that where the CBIR has been activated in response to a mass fatality
incident it manages all information in relation to the recovery, reconciliation, identification and
repatriation of victims and criminal investigation.

Efficient and effective functioning of the CBIR is the responsibility of the Casualty Bureau
Manager.

The Identification Commission

Her Majesty’s Coroner will conduct an inquest into the death of a person in their area where there
is reasonable cause to suspect that the person has died:

. a violent or unnatural death.
. a sudden death where the cause is not known; and
° in prison, place or circumstances where legislation requires it.

Once the legal jurisdiction of the coroner is established the legal control and care of the body
passes to the coroner to allow them to carry out their legal duties and the investigative process.
Once this is over, usually after the post-mortem and the formal identification, the body can be
released to the next of kin.

The coroner (The Procurator Fiscal in Scotland) is responsible for chairing the Identification
Commission where the identification of the deceased is confirmed. What form of identification is
acceptable will depend on the nature of the incident, the state of the bodies but the key point is
that the Identification Commission must be satisfied of the identification before making a formal
declaration of identification.

The Identification Commission is assisted by the Senior Identification Manager (SIM) whose role
is described below.
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Senior Identification Manager (SIM)

The SIM is a senior police officer who is an investigator and is responsible for the overall process
of identification of bodies. The SIM is appointed by the Gold Commander (Police Strategic
Commander) and the SIM works closely with the Senior Investigating Officer.

The SIM is responsible for:

° setting up the CBIR

° liaising with the coroner

° setting the identification strategy

° obtaining ante mortem and post-mortem data and submitting it to the ldentification
Commission

° ensuring the next of king are kept informed regarding developments in the investigation
and identification process

. agreeing the terms of the reference with the SIO for approval by the Gold Commander

. developing communication strategy

Senior Investigating Officer (SIO)

The SIO is also appointed by the Gold Commander. The SIO will be appointed where the major
incident is a result of criminal action or in circumstances where the incident warrants an
investigation to establish whether there is criminal culpability. The SIO is responsible for:

o the overall investigation
o agreeing the terms of the reference with the SIM for approval by the Gold Commander

Strategic Coordination Group SCG)

The SCG is responsible for the overall management of the incident where a multi-agency
response is required. The Chair of the SCG is mainly a Chief Police Officer but in certain types
of incidents the SCG can be chaired by a senior executive/officer from another agency.

Family Liaison Officer (FLO)

The FLOs are appointed to work with victims’ families in order to achieve the SIO’s investigation
and SIM’s identification strategy. FLOs are themselves experienced investigators and whilst they
are empathetic and sympathetic and do provide some practical support to the families their role
is not to provide emotional support. This is better provided by other trained crisis support workers
and the FLOs can assist families by signposting them to services and support that is available.

Family Liaison Coordinator (FLC)

In a mass fatality incident, it may be necessary to deploy several FLOs. This will be determined
by the SIM (in conjunction with the SIO if necessary). When several FLOs are deployed the
appointment of the FLC, normally a police officer of supervisory rank who themselves will be
experienced in the field of family liaison, fulfils an important role in both supporting the FLOs and
the SIM in discharging their responsibilities.
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Foreign and Commonwealth Office (FCO)

One of the FCO’s roles is to provide consular services to British nationals abroad through its
extensive network of consulates and embassies across the globe.

In the event of a crisis abroad the Consular Crisis Group (CCG) within the FCOs consular
directorate is the lead department. The CCG will assess the situation and determine how the
British nationals affected by the crisis can be best supported. If the circumstances warrant it the
CCG can expand to a FCO emergency response team which can include providing a dedicated
telephone line for those who are concerned to contact the FCO for information and support.

In some instances, the nature of the crisis will warrant the deployment of the Rapid Deployment
Team (RDT) who will then work alongside the consular staff in the affected country. Where there
are mass fatalities the RDT may have UK DVI assessors deploying alongside who can then
assess further need for mobilization of UK DVI resources.

It should be noted that there is a distinction to be made between crisis resulting from accidents
and natural disasters and those resulting from criminality. Where the crisis is the result of a
terrorist, kidnap or hostage incident then the FCO response is led by the Counter Terrorism Policy
Department.

The role of UKI DVI in support of the FCO is described below.

UK DVI Unit

UK DVI is a small unit funded jointly by the Home Office and the FCO. It is reasonable for
coordinating the DVI capability that sits within individual police forces in order to ensure there is
an effective national capability to deal with mass fatality incidents at home. However, part of its
function is also to respond to mass fatality incidents abroad at the request of HM Government
and this would be usually where British nationals maybe involved. However, this capability can
be considered for deployment abroad even where there are no British nationals suspected to be
involved but the HM Government nevertheless deems it appropriate.

The UK DVI Unit structurally sits alongside the National Police Coordination Centre (NPoCC),
whose role is described below, and reports to the national police lead on DVI, a police officer of
Chief Officer rank.

DVI Capability in the UK and in Support of the FCO

There is no dedicated ‘standing army’ of DVI staff in the police forces apart from the UK DVI Unit
that sits with the NPoCC. Each force has its own DVI capability through trained cadres of police
officers and police forensic staff, but this can be limited. In order to ensure effective capacity and
capability the individual forces collaborate as part of one of the nine police regions (covering
England, Wales & Northern Ireland) and in turn the regions collaborate to provide the national
DVI capability. It should be noted that whilst Police Scotland is not part of the FCO on call
arrangements it is still part of the DVI mutual aid arrangements.

In terms of support to the FCO this is provided on a rotational basis by each region being ‘on call’
for a period of five weeks. The staff would be mobilized to provide operational support to the FCO
in the event of a crisis abroad involving British nationals. Prior to the region starting its ‘on call’
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period the FCO provides a specific briefing to the concerned staff. Each region is required to
provide a Gold Commander (a police officer of Chief Officer rank), a SIM, a SIO and the capability
to activate the CBIR. Arrangements are also put in place for regions to support each other in the
event it becomes necessary due to demand and resilience issues.

Police National Co-ordination Centre (NPoCC)

The NPoCC is managed on a day-to-day basis by the Head of NPoCC but reports to the Chair of
the National Police Chiefs Council (NPCC). The NPoCC was set up in 2013 (replacing the Police
National Information and Coordination Centre - PNICC) and enables operationally independent
and locally accountable Chief Officers to co-ordinate national operations.

The NPoCC is responsible for coordinating the deployment of police officers and staff across UK
policing to support police forces in managing large scale events and operations. It also performs
this same function in respect of national crisis such as large-scale flooding and civil emergencies.

The NPoCC remit includes:

° Coordinating and mutual aid in both steady state and in times of crisis

° Coordinating a continuous testing and exercising regime to ensure effective mobilization
of national assets in a crisis

. Coordinating, collating and acting as a national repository for capacity and capability in
relation to the Strategic and National Policing Requirements on specialist UK policing
assets

o Developing reporting mechanisms with the Home Office and Central Government crisis
management

° Supporting the chair of the National Police Chiefs’ Council (NPCC) in COBR (Cabinet

Office Briefing Room) during times of national crisis and for large scale events.

Summary

The arrangements for managing major and critical incidents, particularly in respect of DVI)
described above are intended to provide the reader with a brief insight into these arrangements.
They do not purport to describe in detail what are, necessarily, very elaborate and detailed
arrangements.

These arrangements are not advanced as the ‘perfect solution’ but as those that have been tested
and applied with a great deal of success across a range of incidents. It must be acknowledged
that each incident will present its own unique challenges and learning in order develop these
arrangements further.

This study, in the context of Pakistan, has highlighted several issues that need to be addressed
in order to improve the arrangements in place to deal with major incidents and the DVI element.
Accordingly, the following recommendations are made.

Recommendations

1. Arrangements should be put in place to provide a single dedicated telephone line with
appropriate call and data handling capability in response to calls from the pubic following
a major incident with mass fatalities.
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A police service DVI capability is to be developed that meets the expectations of families
of victims and legislative requirements for timely and accurate identification of bodies to
international standards.

Necessary legislation should be enacted to establish a victim Identification Commission
with operational and identification protocols and standards that accord with internationally
accepted standards.

Suitable arrangements should be made for the reception and storage of bodies as well as
the necessary facilities for postmortems, taking of DNA samples and other identification
processes.

Arrangements need to be put in place to allocate properly trained FLOs to the families and
next of kin of victims in mass fatality incidents.
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Section-V: Conclusions and Recommendations

Part-1: Conclusions from the Literature Review

The literature review for this study was broadly divided into two categories i.e., management of
natural disasters and manmade critical incidents. While the basic document examined for the
management of natural disasters in Pakistan was the UNDRR report on Pakistan (2019), other
documents/ surveys were studied to see whether the observations of UNDRR were corroborated
or not. The available literature on manmade disasters was examined separately. The gaps and
recommendations shall be broadly categorized into the four priority actions of UN Sendai
framework. The following main gaps and recommendations emerged:

Natural Disasters

Understanding of the threat from disasters is inadequate due to lack of reliable,
standardized data.

Risk governance is weakened by overlapping roles in dealing with all the stages of natural
disaster management, as well as centralization of the entire effort. The weakest link in the
chain is the cutting edge, at the district level i.e., DDMA.

The involvement of the community in disaster management is peripheral.

Serious resource constraints, both in terms of funds and expertise, particularly at the
district level.

The disaster management response is reactive rather than proactive.

Manmade disasters

There is a dire need to improve understanding of manmade critical incidents in Pakistan,
as a dimension of disasters, by collecting requisite data, and carrying out risk and
vulnerability assessments for every province. Terrorist attacks are not a part of the district
MHVRA, hence do not form a part of the DDMA plans.

The most significant conceptual gap in Pakistan's disaster management effort is that its
National Disaster Response Plan (2019), deals only with natural disasters and is seriously
deficient in terms of addressing terrorist attacks, as disasters.

Inadequate coordination mechanisms, between different stakeholders dealing with
manmade critical incidents, is a serious bottleneck in managing an incident when it takes
place.

Like in natural disasters, the focus is more on reacting to a critical incident, rather than
anticipating it and preparing for it.

As far as investing in DRR is concerned, there is no PDRM fund in Balochistan. Lack of
funding is a serious bottleneck in dealing with DRM.

Preparedness in dealing with a manmade critical incident is the weakest area in the DRM
response in the provinces and districts. As per surveys, the medical/para medical staff of
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Karachi and Quetta were found to be ill trained to handle the medical cases in a terrorist
attack. In KP, there was no academy to train their emergency health staff, as stipulated in
the law, and they were being trained at the Lahore academy. Ambulances in Karachi were
found to be poorly equipped to deal with emergencies as a terrorist attack. Also, the
equipment to deal with a chemical accident was found to be lacking in a mock exercise in
District Rahim Yar Khan. In the two main hospitals of Karachi, no drills had been ever
carried out on how to deal with the medical challenge arising out of a terrorist attack. Not
all the districts of KP have emergency response systems like 1122, making it difficult to
respond in case of a terrorist attack in any of these districts. KP had another peculiar issue
of providing security to healthcare officials in case of a terrorist attack, from the relatives
of the victims.

Part-2: Conclusions from the Critical Incident Management Case Studies

The case studies have exposed the inadequate event and contingency planning, failure to
implement properly even the plans that are in place, command and control, interagency
coordination, intelligence gathering and assessment, threat mitigation, disaster victim
identification strategies and processes, poor investigation and prosecution and victim care. The
conclusions and recommendations from the individual case studies have been grouped into
themes and therefore do not represent the totality of the more detailed conclusions and
recommendations made in respect of each case study.

It is important to acknowledge that it is not possible to prepare specific plan for every single
scenario and location. However, it is both appropriate and necessary to prepare specific plans
for certain venues and scenarios. In so doing planning assumptions will need to be made based
on good intelligence and modelling of certain types of events. The plans need to be flexible and
capable of adaptation.

Conclusions

e There is no clear legal framework that brings together the different public and private
entities to prepare for and respond to major incidents.

e There is clearly insufficient resources allocation to the area of contingency planning.
Whilst there will always be competing demands for scarce resources it is dangerous to
treat contingency and response planning, capability and capacity as the poor cousin.

o There is little evidence to show that appropriate strategies and structures exist to provide
effective responses to mass casualty events, whether they be natural events or manmade.
This to some degree is often ameliorated by the sheer commitment, tenacity,
unselfishness, generosity of the many first responders and members of the public.

o Elements of protect and prepare are fundamental to the security of sensitive and critical
infrastructure. There is little evidence to suggest this has been fully documented based
on a robust risk assessment basis and appropriate contingency plans prepared.

e The emergency responders are not properly trained in multi-agency working. This leads
to agencies working in silos and to their own procedures with little or no regard to what
needs to be achieved overall. This is the case both at operational and strategic levels.
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There is a lack of information sharing protocols and how any information is to be utilized
and what constraints need to be applied. This leads to individual agencies making
pronouncements without due regard to how it may impact on the work of other agencies
and harm public confidence. For example, often operational sensitive information relating
to investigation is released by agencies.

There is a need for a single ‘talking head’ in major incidents. This helps to ensure
consistent messaging, avoids agencies trying to trump each other with more sensational
media and social media releases.

There’s not a healthy public/private/third sector relationship to harness synergy in the
preparation for and responding to major incidents. The public sector needs to lead the
coordination but must ensure that other stakeholders are bought into the process through
open dialogue and constructive engagement.

There is no clearly defined entity responsible for DVI. Whilst there is capability for
technical identifications to be made there are no standardized processes for body
recovery, storage, post-mortems thus leading to an ad-hoc approach with several
misidentifications being in mass casualty events.

There is a lack of planning that fully recognizes the benefits of mutual aid, particularly
between different jurisdictions. Any political sensitivities or legal barriers need to be
overcome for the greater good.

Whilst there is some legal provision for compensation of victims of terrorism this is not
universal across provinces. Consideration needs to be given to widening this to victims
of all violent crime. Furthermore, these provisions are not made widely known the
defeating their intended purpose.

There is little well-being support for the families of the victims or indeed the victims who
suffer non-fatal injuries.

There is politicization of events, often on party political basis, which detracts from or can
even prevent a coherent response. For example, the clamor by politicians to be
photographed visiting scenes and handing out aid positively detracts the professionals
from the task in hand.

Part-3: General Recommendations

Suitable legislation should be enacted that places a duty on emergency responders to
work together to prepare response and contingency plans based on sound planning
assumptions, risk assessments and current intelligence.

A suitable legislation is required that places a duty to cooperate on civil administrations
(Local Government) in support of the emergency responder agencies response and
contingency plans.

A partnership approach should be developed with the private and third (voluntary / charity)
sector in order to harness this valuable resource to augment both the capabilities and
capacity of the statutory public agencies.

Suitable command and control and coordination arrangements should be in place for
multi-agency working.

Joint training must be undertaken between the agencies to aid interoperability.

The contingency plans and the coordination / command and control arrangement should
be reviewed and tested on a regular basis through both table-top and live exercises.
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10.

11.

12.

13.

14.

15.

Appropriate funding, both capital and revenue, should be made available commensurate
with the threats identified.

Information sharing protocols should be put in place between the different agencies clearly
setting out what will be shared. These should clearly identify any constraints and limitation
on the utilization of the information.

There should a single entry in each Province which is legally responsible for the
identification of all bodies in mass casualty incidents. The legal framework must address
the need for the body to be retained for investigation purposes while being fully sensitive
to both the cultural and religious needs of the families.

There must be a single ‘talking head’ appointed and the media (including social media)
communications strategy should be put in place for all major incidents. Messaging should
be consistent and individual agencies must work with the agreed communications
strategy.

A comprehensive DVI strategy that addresses all the issues from initial body recovery to
final release to the next of kin following identification and the completion of all other legal
and investigative requirements. The strategy and associated operational plans must
clearly set out the roles of each agency, the processes and training standards required to
achieve the objectives of the strategy at each stage.

There should be in place formally agreed mutual aid agreements at each tier and across
jurisdictions. They must address any legal or political barriers to effective implementation.
There should be in place a victim compensation scheme of all violent crime and not just
victims of terrorism.

Statutory provision should be there for making available well-being support for the families
of victims as well as the victims who suffer non-fatal injuries.

The mass casualty events with all the associated trauma, for both the direct and indirect
victims should be politicized. Victims should not be seen as pawns to be exploited for party
politics.

Specific Recommendations: Natural disasters

1.

2.

Hw

Data collection, collation and sharing be improved from district to national level, to improve
understanding of the DRR.

NDRP (2019) be reviewed to eliminate the overlapping of roles and responsibilities at the
national, provincial and district level. Clear chain of command during a crisis be
established.

The role of community needs to be increased in the NDRP (2019)

Adequate PDRM funds be provided to the PDMAs.

The cutting edge of the DRR effort is the district, therefore, at the end of the day, our effort
to deal with a disaster shall be as good as the DDMA is. It should be ensured that the
DDMA is provided with required expertise of personnel, knowledge, equipment, funds and
clear chain of command.

Periodic monitoring of the implementation of the annual plans of NDRP, can ensure that
the agencies are kept on their toes and not become active only when the disaster strikes.
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Specific Recommendations: Manmade disasters

1.

2.

Manmade disasters, specifically terrorism cases, be added as a separate section in NDRP
(2019).

Data collection plus risk and vulnerability assessments of manmade critical incidents be
carried out at the national/provincial level and included in MHVRA at the district level.
Removal of overlapping of roles and ambiguity in chain of command must be addressed
at all the levels. Lack of coordination be tackled by regularly monitoring implementation of
NDRP and insisting on carrying out periodical drills between all stakeholders.

Focus must be shifted to a proactive approach in dealing with any man-made critical
incident.

Inadequacy of resources be addressed, particularly at the district level by providing
requisite funds, training, expertise, equipment, coordination and anything else the DDMA
may ask for.

Most importantly, evaluating the state of preparedness to deal with DRR, at all levels must
be monitored periodically, preferably after every four months. It falls within the roles of
NDMA and PDMA specifically.

Conclusion

It is both how the emergency and crisis management system is designed as well as how
implementation takes place among responsible institutions that would determine, let alone impact,
the success of crisis management in Pakistan. This study, hopefully, is a harbinger of positive
development in that direction.




Appendix-A: Literature Review of Critical Incident
Management in Pakistan

Since the focus is on studying the management of natural as well as man-made disasters in
Pakistan, the literature review shall have two parts i.e., Natural Disasters Management and Man-
Made Disaster Management. The reason for this is that while the NDMA Act 2010 indicates that
both natural and man-made disasters are within its purview, it focusses exclusively on how the
natural disasters should be managed, leaving the man-made disasters, largely uncatered for.
Also, being the seventh worst affected country in the world from terrorist attacks, an important
form of man-made disasters in Pakistan are the terrorist attacks involving multiple victims.

The literature on disaster management in Pakistan can be divided into three broad categories i.e.,
international reports, official reports issued by NDMA Pakistan and independent reports by
academia etc. The latest report issued by UNDRR on Pakistan (2019), is a comprehensive, recent
evaluation. As per this report, Pakistan was the 8" worst affected country by natural disasters in
the world from 1998-2017. The report uses the UN approved Sendai Framework for identifying
gaps in the Pakistan Disaster Management System, which has four “Priorities for Action”. This
UNDRR report shall be used as the basic framework for the literature review, with other references
in the existing literature, which substantiate or negate the inferences of the UNDRR Report. The
salient points regarding the gaps in Pakistan, as per the UNDRR Report, are as follows:

1)Understanding disaster risk

As per UNDRR report, there is a need to improve the understanding of the disaster risks in
Pakistan, which is hampered by an incomplete baseline data, that adversely affects the
formulation of an informed, holistic DRM policy development (World Bank,2013). Furthermore,
the system prescribed by the NDMA to share information about a natural disaster, is followed by
some provinces and not by others. In its Post Monsoon Report 2016, NDMA points out the fact
that during monsoon 2015, only PDMAs of Baluchistan and KP provinces followed the prescribed
standardized data sharing format, called SITREP, while the other provinces did not. Resultantly,
complete error free data was not available for analysis and planning for the monsoon, making
decisions difficult. This view is also endorsed by other studies (Shabana Faiz, 2015). To address
this issue, a Pakistan Shared Platform for Disaster Resilience Information was being developed
with World Bank support. Also, to get a complete picture of the disaster risks, the Implementation
Roadmap (2016-30) of National Disaster Management Plan lays down that Multi Hazard
Vulnerability Assessment (MHVRA) is to be carried out for the districts and it has still not been
completed for all the districts in Pakistan. This is a serious missing link in Pakistan's understanding
of the entirety of the challenge of natural disasters, adversely impacting its response.

2) Strengthening disaster risk governance to manage disaster risk

According to NDM Act, 2010, the governance structure of disaster risk management has three
levels i.e., the national level (NDMA), the provincial level (PDMA) and the district level (DDMA).
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While the NDMA has an overall policy making role, the PDMA has an enabling role, and it is the
DDMA that forms the cutting edge of Pakistan's disaster management governance. The UNDRR
has broadly pointed out three areas of concern in Pakistan's response to disaster management
governance. One, overlapping functions and roles, of different levels and different institutions
involved. Two, lack of decentralization in DRM. Three, the civil society and NGOs play only a
peripheral role in DRM. The UNDRR states that while Pakistan has come up with a
comprehensive National Disaster Management Plan (2012-2022), there were overlapping
functions of DRM agencies and operators, from national to sub national level, resulting in lack of
clarity over the chain of command and adversely affecting the efficacy of the NDMP and its
implementation. The UN report recommends revisiting DRM institutional arrangements and
mandates at all levels to clarify the division of tasks and chain of incident of command. NDMA
substantiates this view by pointing out that during the floods of 2015, the road between Rawalpindi
and Kashmir was blocked by a landslide, which was opened after a delay of couple of days,
because it was within the purview of Rawalpindi, which was far off, while all the necessary
equipment was available at Muzaffarabad, which could not be used due to lack of jurisdiction.
Another instance of confusion in roles of different stakeholders of disaster management, pointed
out by NDMA was that to prevent flooding, the encroachments on Jhelum River had to be
removed. It could not be done because it was not clear, who was supposed to do it i.e., the district
administration, National Highway Authority or WAPDA. Another bottleneck pointed out by the
UNDRR is centralization of authority and resources at the national and provincial level, leaving
DDMAs deficient in terms of performing their due role, as laid down in NDM Act 2010. The report
points to the need to decentralize DRR in view of diversity of threats in different areas and people
with requisite expertise be made available at the district level. This bottleneck has also been
highlighted by Faiz 2015 and Khosa (2013). Disaster management is a huge challenge and
involvement of the civil society can play a very important role in supplementing government
efforts. The UNDRR highlights that in Pakistan, NGOs roles are still peripheral in DRM and limited
to relief distribution. Potential of NGOs must be optimized through various coordinating platforms
that enhance synergies and complimentarily of state and non-state actors. Giving greater role to
the NGOs can augment the government effort to deal with disasters.

3)Investing in disaster risk reduction for resilience

Another significant bottleneck brought out by UNDRR is that at the provincial and district level,
PDMAs and DDMAs have varying financial capacities and faced budget constraints for DRM
activities. Each district has formulated a DDRM plan but implementing the plan has been
hampered by a lack of resources. Addressing the financial challenges is a critical area. A Disaster
Risk Finance Strategy is imperative to address financial costs arising from disasters and climate
change. This area of concern, about the inability of the DDMA, i.e. the structure at the district level
which is primarily responsible for implementing the NDMP, to perform its due role as laid down in
NDM Act, has been highlighted by both Faiz (2015) and Sana Khosa (2013). Not only that, NDMA
in its Needs Report 2012, emphasized the need to develop capacities of line departments to
improve DRM, by institutionalizing a mechanism in the form of a Disaster Risk Force, at the district
level, consisting of professionals and volunteers.
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4)Enhancing preparedness to have a more effective response not only in dealing with the

disaster but also in recovery, rehabilitation and reconstruction

Another bottleneck pointed out in the DRR was that while the policy framework and institutional mandates
strive towards a proactive, holistic approach, the government interventions are still reactive rather than
preparedness and risk reduction focused. The preparedness must be strengthened, especially for recurrent
hazards like floods. Both, Faiz (2015) and Khosa (2013), emphasize, on the basis of their studies on the
way the floods of 2010 were handled, that the response at the district level was less to improve preparedness
to future threats and more on reacting and managing the disasters as they happen. To improve preparedness,
Asim and Jennifer (2017) suggest measures like giving more importance in letter and spirit to the disaster
preparedness itself and its associated institutions, in the NDRP. It has been emphasized that emphasis on
preparedness is an essentially political decision involving political will to tackle the challenge and allocate
the required funds. They also suggest that effective disaster preparedness needs a drastic improvement of
local capacity as well as incorporation of local level knowledge in larger plans. By building local capacity
and empowering local officials and communities, people would be better prepared to withstand flooding
and other disasters. The same point has also been emphasized by Khosa (2013).

To sum up, as per the foregoing literature review, the main gaps in Pakistan's response to natural
disasters are as follows:

° Understanding of the threat from disasters is inadequate due to lack of reliable,
standardized data.
° Risk governance is weakened by overlapping roles in dealing with all the stages of natural

disaster management, as well as centralization. The weakest link in the chain is the cutting
edge, at the district level i.e., DDMA.

. The involvement of the community in disaster management is peripheral.

. There are serious resource constraints, both in terms of funds and expertise, particularly
at the district level.

. The disaster management response is reactive rather than proactive.

The suggested way forwarded recommended in the reviewed literature is as follows:

° Understanding of the dimensions of the disaster can be improved by ensuring
standardized and timely data collection as well as sharing it amongst all stakeholders.
NDMA to be given greater clout to ensure that its instructions about standardized
information formats like SITREP are promptly implemented in letter and spirit. Also, the
importance of completing the district MHVRAS cannot be exaggerated.

. Revisit the NDRP, in the light of experiences gained, to sort out the overlapping areas of
responsibilities and roles of all stakeholders at each level i.e., national, provincial and
district level.

. High priority be given to the capacity building at the disaster level for improving their
capability to deal with natural disasters.

. Greater role for the civil society and the local community in disaster management be
examined and concrete steps taken

. A Disaster Risk Finance Strategy be prepared to have a look at the funds needed for the

entire cycle of DRM, how to procure these funds and monitor their proper utilization.
Monitoring of the usage of funds is essential, in the light of widespread corruption in
Pakistan
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. A paradigm shift in NDRP 2019, is needed to lay greater emphasis on preparedness as
compared to managing the natural disasters.

Literature review on managing the manmade disasters like terrorist

attacks, accidents etc. in Pakistan

As stated earlier, literature on disaster management is predominantly focused on natural
disasters, while manmade disasters, particularly terrorist acts, is hardly commented on. In fact, in
the UNDRR on Pakistan (2019), the disaster risk profile of Pakistan finds no mention of
management of terrorist attacks although according to Global Terrorism Index, Pakistan was the
7" worst affected by terrorism in 2019. This conceptual reluctance globally, in categorization of
terrorist attacks as disasters, is a big bottleneck in addressing the victim’s related aspect of
terrorist attacks i.e., evacuation, identification and rehabilitation, because the response does not
leverage the national effort to deal with disasters. The UN needs to incorporate terrorist attacks
with multiple victims as man-made disasters. This will lead to member countries, particularly those
worst affected by terrorism, like Pakistan, to start applying the tools of risk reduction and managing
the disasters to terrorism cases also, thus adding an important dimension to their counter
terrorism response. Pakistan’s NDM Act 2010, does not go beyond mentioning that both natural
and man-made disasters are within the purview of the focal institution at the national level to deal
with disasters i.e., NDMA. The National Disaster Response Plan, 2019, is silent about dealing
with terrorist attacks as disasters. This missing link has serious policy implications for the way the
concerned institutions look at dealing with man-made disasters.

NDMA published a report in 2017 on a mock exercise of a chemical accident carried out in Fauiji
Fertilizer Factory, District Rahim Yar Khan, which provides a glimpse of the gaps in our response
to man-made disasters. The report points out the weak areas and makes the following
recommendations to improve the response:

° SOPs to deal with such accidents be regularly updated and shared with stakeholders

° Specific areas be designated in the SOPs for use by those managing the disaster

° Traffic management plan must be a part of the DM plan

° Availability and use of specialized personal equipment required to deal with chemical
accidents

. The victims should be evacuated by trained paramedical staff and evacuation plan be
prominently displayed for all concerned

. Training and awareness campaigns may be periodically arranged.

Three different studies point out the gaps in training and facilities of the medical staff and the
emergency services of 1122. A study carried out in Quetta, Balochistan, concludes that “skills and
expertise needed to address a terrorism related disaster are lacking in nurses. Adapting nursing
curriculum specifically, for terrorism related disaster management collaboration between various
stakeholders is required to efficiently manage terrorism related disasters” (Khilji, 2021). Another
report on disaster management in Baluchistan, by Auditor General, Pakistan, gives a very critical
evaluation of the working of PDMA (Special study on preparedness response of PDMA
Baluchistan, on manmade disasters. Audit year 2017-18). The basic points made in the report
were as follows:
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. Specific provincial manmade disaster plan not prepared by PDMA

o No risk and vulnerability assessment for manmade disasters made by PDMA

. PDRM fund did not exist

. Weak coordination between PDMA and other government depts. dealing with disasters is
weak

. Services like the rescue 1122, did not exist

o No dedicated DRM staff at DDMA level

° PDMC, the apex disaster management body at the provincial level did not convene
meetings

Another survey report published in 2009, about the capability of the health staff in Karachi to deal
with situations arising out of treating victims of terrorist attacks, paints an abysmal picture.
According to the report, out of the 90 doctors surveyed by them in 2 hospitals of Karachi, only 3
stated that they felt confident about managing of bomb blast victims. 87 doctors said they required
further training. No drills had ever been carried out for disaster management in the emergency
departments of the two hospitals. Ambulance drivers had no paramedical training, and the
ambulances were equipped with only stretchers and oxygen cylinders. No resuscitation measures
were available in the ambulances. The report proposed that regular training in disaster victims'
management be carried out for junior doctors and paramedical staff. Also, it was observed that
there was need to improve coordination between different departments dealing with disaster
management, including hospitals (Pakistan, the new target of terrorism. Are Karachi's emergency
response medical systems adequately prepared (Siddiqgi et.al. 2009)?

Another report emphasizes the importance of protecting health care officials in KP. It is
emphasized that as per KP Emergency Rescue Service Act 2012, a KP Emergency Service
Academy was to be set up, which wasn’t there and resultantly the emergency healthcare officials
had to go to Lahore for training. The report also states that 1122 be extended to all districts of KP.
The report also highlights the point that the doctors in KP faces a higher degree of personal threat
from the relatives of the victims etc., particularly in cases of bomb blasts, because the relatives
get violent and force the doctors to do their biddings. The report states that there have been cases
where, an armed man stood next to the doctor asking him to carry out immediate surgery of
somebody hurt in a bomb blast. The report also asserts that the disaster management policies
have created bodies which have overlapping roles and it led to confusion in dealing with disaster
situations by the health care officials. (Protecting health care in KP; A legal analysis. Violence
against health care. ICRC document)

To sum up, the following gaps have become obvious in the light of the available literature on
management of manmade disasters

° There is a need to place greater emphasis on managing man-made disasters, including
terrorist attacks, in the national disaster management plans of countries like Pakistan
which are seriously affected by the terrorist threats. National Disaster Response Plan of
Pakistan (2019) is seriously deficient in terms of addressing terrorist attacks as disasters.

o Training of personnel required equipment and coordination mechanisms to deal with
chemical accidents are lacking.
. Skills and expertise needed to address a terrorism related disaster is lacking in the para

medical staff of Quetta. It may be true for other provinces also.
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No risk or vulnerability assessments of man-made disasters have been made in
Baluchistan province. Such assessments need to be conducted for all four provinces.

No PDRM fund exists in the province of Baluchistan.

No dedicated staff at the district level to deal with disaster management in Baluchistan.
Need to check if that was true for all the line departments at the district level, in all the
provinces.

86% of doctors in two main hospitals of Karachi, considered themselves not trained
enough to deal with the victims of terrorism. There is a need to have similar surveys in
other hospitals, across the country.

No drills had ever been carried out in the two hospitals surveyed in Karachi for dealing
with disasters, particularly, terrorist attacks.

Ambulance drivers were not trained as paramedics and the ambulances in the two
hospitals of Karachi were only equipped only with stretchers and oxygen cylinders.

Poor coordination between different departments dealing with disaster management.

In KP province, there is no Emergency Services Training Academy as stipulated in the
law and they must train their personnel at the academy in Lahore

Not all districts in KP have emergency response systems like 1122. This is a serious
shortcoming if any man-made disaster takes place in these districts.

Security of the health care officials in KP is a serious issue when dealing with victims of
terrorist attacks. This is a very serious gap hampering the performance of their duties by
health care officials in such situations.

The suggested way forward in the light of the above literature review is as follows:

The NDRP 2019, may be updated by NDMA by including a separate section dealing with
manmade disasters, especially terrorist attacks.

Training needs of all line departments dealing with man-made disasters, particularly
police, hospitals and fire brigades, be carried out and necessary skills and expertise
ensured through a national/provincial training programme.

Equipment needs for dealing with man-made disasters be carried out, country wide and a
phased program launched to fulfil these needs.

Risk and vulnerability assessments be made in all the provinces for managing man-made
disasters, including terrorist attacks.

PDM funds be placed at the disposal of PDMA to deal with man-made disasters.
Ambulance drivers be trained as paramedics and ambulances equipped with necessary
emergency medical aids.

Emergency health services to be started in all districts and particularly in those prone to
terrorist attacks. Training academies be started in all provinces for training them as being
done in Punjab.

Security of the health care officials to be ensured by providing them adequate protection,
specifically in KP province and generally to all such officials.




Appendix-B: CCM Stakeholders Identified

S.no | Stakeholders Remarks

1

Ministries

a Ministry of Interior

b Ministry of Defense

c Ministry of Foreign Affairs

d Ministry of Water Resources
e Ministry of Energy

f Ministry of Maritime Affairs
g Ministry of Railways

h Ministry of Communications

[
J-

Ministry of Information
Ministry of Aviation

Departments/ Autonomous
Organization

a

SQ ™ 0 o O T

NDMA

Federal Flood Commission

Pak Meteorological Department
Geological Survey of Pakistan
NACTA

NADRA

Chief Commissioner Office

IG ICT Police

Civil Aviation Authority

NHA
PEMRA
PIA
WAPDA

Provincial Tier

Riverine Floods in major rivers and dams’
operation

Cyclone in Arabian Sea, Port accidents,
Ship accidents

Related to Railway infrastructure
destruction, disruption in operations and
train accidents

Related to restoration of infrastructure

Related to airports, aircraft accident and
hijacking

Riverine floods

Earthquake & tsunami

Related to airports, aircraft accident and
hijacking
Destruction of strategic infrastructure

Related to aircraft accident and hijacking

Related to Dam operations in floods and
damage to dams owing to terrorist activity
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a Home Department

b Irrigation Department

c Communication and Highways
Department
Health Department
PDMA

f HQ IG Police

g HQ of Civil Armed Forces

(Rangers, FC and GB Scouts)

[ Civil Defense Department

j Rescue 1122 Emergency
Services

k Forensic Science Agency / Lab
I Safe City Project

Civil Revenue Division, & District Tier
and ICT

a Office of Commissioner

b Office of Regional Police Officer
(RPO)

c District Deputy Commissioner
(DC) Office

d. District Disaster Management

Authority (DDMA) / Local Govt /
Metropolitan Corporation

e District Police Officer
(SP or SSP) and its outfits
f Local Civil Armed Forces Outfits
g District Irrigation Department
h District Communication &

Highways Department
[ District Health Department

j District Civil Defense Ouitfits
Rescue 1122 Outfits

S.no | Stakeholders Remarks

Riverine floods and terrorism incidents
against hydraulic structures (headworks
etc.)

More relevant to Punjab & Sindh

SDMA in case of AJ&K and GBDMA in
case of GB

Rangers in Punjab & Sind, Frontier
Corps (FC) and Frontier Constabulary in
KP & Balochistan and GB Scouts in GB

ICT in process of raising and varying
capability /coverage in remaining
provinces /AJ&K/GB

Relevant to selected cities of all
provinces; ICT and Lahore have
established ones.
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S.no | Stakeholders Remarks

5

ICT
a
b

(¢}

o O T Q9

Office of Chief Commissioner
Office of IG Police

Deputy Commissioner (DC)
Office

Disaster Management Authority

(DMA)

Local Civil Armed Forces Oultfits
CDA

Islamabad Metropolitan
Corporation /Local Govt

Rescue 1122

WFP
UNHCR
UNDP

UN Women

Pak Humanitarian Foundation
National Humanitarian Network

Edhi and Chhipa / Equivalent
Philanthropist Organizations

CPLC Karachi
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Appendix-C: Case Study of Super Floods 2010

General Overview

The floods in Pakistan began in late July 2010, resulting from a cloud burst due to interlocking
of eastern monsoon system with a western system, in the catchment areas of rivers of Indus River
basin. It resulted into heavy rains (peak 300 mm in 24 hours) which affected all provinces, Azad
Jammu & Kashmir and Gilgit Baltistan regions causing flash floods in hill torrents, urban flooding
in city centers and exponential riverine flooding in Indus River Basin. The monsoon rainfall of
2010 over the whole country was the highest recorded since 1994 and the second highest during
last 50 years.

The 2010 floods were ranked as the worst natural disasters in Pakistan in terms of total population
impacted and economic loss suffered. It was a profound humanitarian disaster since coping with
the destruction was not possible for any national government alone. According to NDMA when
the number of affected populations, total area impacted and households damaged are all taken
into consideration it can be claimed that this disaster was bigger than the combined impact of five
major disasters in the last ten years which are: the 2004 Indian Ocean Tsunami, Hurricane Katrina
in 2005, the 2005 Earthquake in Pakistan, the 2008 Nargis Cyclone in Myanmar and the Haiti
Earthquake in 2010. This disaster is often compared with the Haiti Earthquake and rightly so
because both disasters took place in the same year but had different dynamics. The death toll
was fairly high in the Haiti Earthquake compared to the death toll of around 2000 in the floods,
but the area impacted, and total population impacted was far more. The impacted area was
around 20 times more than Haiti and the total displacements were 13 times more than the
displacements in the Haiti Earthquake.

Approximately one-fifth of Pakistan's total land area was affected by floods, with the Khyber
Pakhtunkhwa province facing the brunt of the damage.-All provinces of Pakistan, especially cities,
towns and villages along River Indus, River Kabul and River Swat suffered unimaginable
devastations.

» Districts Affected - 78

* Human Losses - 1,985

» Population Affected - 20.18 M

* Houses Damaged - 1,602,765

* Crops Damaged - 5,171,026 Acres
* Education Facilities Damaged - 1,0192

« Direct Loss - 10,056 US$ M

Key Highlights

The floods impacted different parts of the country in a dissimilar fashion.
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e The Khyber Pakhtunwa (KP) and AJ&K, due to peculiar terrain experienced flash as well
as riverine floods with very less reaction time and high impact especially resulting in
human loss in KP and infrastructure destruction.

e Baluchistan also experienced flash floods and high intensity riverine floods in some
districts of its lower region.

e Punjab and Sindh with their flatter terrain and lower riparian regions faced high impact
of riverine floods with a reasonable warning time. This resulted into wide scale flooding of
area affecting certain city centers and large rural areas. There were mass displacements
with attendant challenges of continuous and consistent reliefs measures i.e., survival
goods and services e.g., clean drinking water, sanitation, basic food, medical and health
facilities and temporary shelter.

o A disproportionate impact was experienced on the rural households and communities in
all provinces.

¢ Disaster had a cascading effect with huge threat of food, health risks, shelter and loss of
livelihood of displaced

The simultaneity, scale, magnitude and expanse of disaster saturated the response at every tier
i.e. federal, provincial and district. All available resources got committed including the reserves
hence flexibility of reinforcement and re distribution of resources did not exist. There was a cute
paucity and insufficiency of resources against the monumental caseload.

The rescue and relief efforts were carried out at surge rate with the assistance of armed forces.
The rescue apparatus could not be recycled, the non-food items especially the tents/shelters
became deficient within the first few weeks. The logistic supply was disrupted at number of places
due to damaged road & railway infrastructure and limited capacity of aviation assets.

The Govt's appeal resulted into huge humanitarian assistance from the world community, a
massive relief operation by UN agencies and establishment of an ‘air bridge’ by NATO for
transportation of relief goods. Large number of INGOs, local NGOs and philanthropist
organizations got involved in relief operations. The enormity of coordination was huge and almost
all relevant Govt Ministries and Armed Forces were involved as per respective role.

The key issues that emerged from the disaster management process can be grouped around
three main aspects i.e., capacity of all stake holders, coordination and understanding of the roles
and responsibilities of different stakeholders. The important aspects are only highlighted as under:

Capacity

e The NDM System had its first stress test after its establishment since 20017. NDMA
proved its usefulness as focal organization for coordination. However, its capacity deficit
was apparent to cope up with the enormity of planning, monitoring and coordination tasks.
Pre-disaster organization structures will always be lean and small, but it must have a surge
capacity. This element was found challenging.

e At the provincial level, there was a a distinct lack of capacity for provision of relief, except
for Khyber Pakhtunkhwa (KPK) that had recent experience with humanitarian
catastrophes. In the other three badly hit provinces, Punjab, Baluchistan and Sindh, the
situation remained adverse at critical phase of disaster.
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Capacity was an issue for most stakeholders including UN agencies, INGOs and national
NGOs. The short-term deployment, sometimes for as little as two or three weeks of UN
and INGO personnel to Pakistan from other emergencies was identified by stakeholders
as a problem area, as they had little time to understand the ground realities before leaving
again.

Creating sufficient surge capacity both nationally and internationally proved a huge
challenge.

Regrettably, except for the Armed Forces and the Ministry of Science & Technology, other
ministries and departments were unable to render assistance to FPCDL and respective
PDMA’s in most befitting manner at critical phases.

Coordination

Coordination was one of the most challenging and complex aspects of the relief phase,

whether between center -province, NDMA - PDMAS, PDMA — DDMA, government-UN,

inter agency, intra UN agencies or within the overall humanitarian community in
general.

There was an obvious friction between Govt and UN on planning and management

humanitarian relief which resulted into delays in response.

The Strategic Leaders Forum comprising key stakeholders proved an effective

coordination mechanism.

There were significant successes in the coordination mechanisms utilized, such as the

various clusters at the federal and regional hub levels, and the Strategic Leaders Forum,

there were.

The Devolution had attendant implications on decisions, coordination and execution

domain.

Lessons Learnt

The management of disaster caused by Super Floods 2010 involved broad spectrum of activities
in the domain of flood management, flood fighting, rescue, relief, recovery and rehabilitation. The
self-explanatory responsibility matrix as under defines the role of various organizations and
agencies in each type of said activities.
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' Responsibility Matrix — Flood

: Federal Level
National coord FFC
- NDMA - Provincial Level
rovincial Coord PIDs
PDMAs PMD / FFD Tarbela &
N
WAPDA

Flood Disaster Management Riverine Flood
(All Types of Floods) Management
(Rescue, Relief, Recovery,

Reconstruction & Rehabilitation)

Urban Flooding
Municipal Corporations / Telecommunication

Development Authorities of m by PTA
City Governments

Infrastructure

National
B Communication

by NHA

Railway
Communication by

Pak Railways

DDMAs

This Case Study primarily focuses on the observations and recommendations related to NDM
Structure, primarily in the rescue and relief phase being most sensitive in critical crises incident
management of such nature.

The major lessons learnt in the Post Disaster Report released by NDMA were as under:

e A comprehensive review of the National Disaster Management Act to be undertaken to
further strengthen it and provide complete clarity on mandates, and roles and
responsibilities of NDMA, PDMAS and DDMAs and all relevant State actors. In addition,
Rules of Business need to be developed.

o Efforts should be made to achieve consensus between the Federal and Provincial
Governments on the NDMA's lead coordination role in major disasters to avoid
incoherence in disaster response.

o A set of guidelines and SOPs must be developed providing clear definition of roles and
responsibilities of all stakeholders including Government Ministries/Departments, military,
donors, UN agencies, humanitarian organizations, philanthropists and civil defense, in
disaster response.

e Proper resourcing of NDMA required through sufficient funding and staffing

e Government Ministries and agencies should identify suitable officers for training in disaster
management and only such officers be posted on future secondment to NDMA.

e A strategic planning network on disaster management to be established comprising all key
stakeholders including Government Ministries/Departments/agencies, PDMAS, DDMAS,
military, civil response agencies (such as RESCUE 1122), donors, UN, humanitarian
communities (Pak Humanitarian Forum (PHF). National Humanitarian Network, (NHN),
PRCS and others), and the media, which should meet periodically (preferably quarterly)
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to prepare a cohesive response for all disasters. This will also help address shortfalls and
also create a sense of ownership among stakeholders.

At the provincial level a shift in focus is required towards the capacity development of the
PDMA's of all provinces in terms of increased resource allocation, personnel training,
warehousing and focal point functionality

The reporting line of PDMAs should be uniform and clearly defined in order to avoid
divergent practices in different provinces. ldeally, the PDMA should report to either the
Chief Minister or the Chief Secretary of the province, to better facilitate their engagement
with multiple departments and authorities.

At the district level, DDMAs require strengthening through the allocation of dedicated
personnel and equipment as well as aligning them with the Revenue Department that has
visibility down to the village level.

In all future major disasters, a Joint Aviation Coordination Call must be established
immediately. The importance and effectiveness of the JACC was a lesson learned from
both the 2005 earthquake and the 2010 floods.

An incident command system, as envisaged in the NDM Act 2010, needs to be
operationalized for future disasters, comprising the national emergency operation center
(NEOC), provincial emergency operation centers (PEOC). district emergency operation
centers (DEOC) as well as representation from all key departments of government at
federal, provincial and district level, armed forces, and the humanitarian community.
NDMA should ultimately have a dedicated air rescue team at its disposal to facilitate
immediate response and rescue in the event of any disaster, but until then the military may
earmark resources to be deployed at short notice when needed.

Standard Operating Procedures must be developed by NOMA in relation to the
acceptance of unsolicited relief goods shipped by air or sea from abroad to ensure that
only goods that are considered as priority and not available in Pakistan are sent that the
receiving organization is credible and able to immediately arrange distribution and that the
cost of shipment to Pakistan does not outweigh the value of the shipment.

There should be permanent threat specific warehousing of likely required relief stores
established in different regions.

Donors and major humanitarian actors need to assist the development of the capacity of
local organizations for effective resource management, compliance with humanitarian
standards, and result-oriented reporting to improve their eligibility for direct funding from
donors.

The Cluster System coordinated by UN must be reviewed for cost-effectiveness, efficiency
of effort and aid effectiveness. This review should include reorganization in order to
achieve greater congruity with relevant tiers of government as well as local organizations
with greater knowledge of national context in consultation with NDMA to decide the scale
of deployment of clusters in order to ensure the flow of resources to priority sectors; the
application of a standard system of monitoring and reporting across clusters with a
process of ensuring compliance and requisite training of personnel.

A single reporting system is critical to properly monitor aid effectiveness and assist
planning. t must be supported by all stakeholders, and the compliance be made
compulsory.

The UN system in Pakistan should follow the strategic guidelines and policies set down
by the GOP at all levels of UN operations in the country.
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e There should be unity of command between the UN's humanitarian and development arms
to achieve coherence in disaster response.

o Contingency plans for all disasters flood, earthquake, cyclones, landslides, industrial and
nuclear - must be prepared by NDMA in consultation with key stakeholders, and regularly
reviewed and updated. Contingency plans must include an inbuilt provision for surge
capacity at federal, provincial and district levels.

e Mock exercises on a regular basis for all types of disasters must be conducted by NDMA
with the participation of stakeholders

e GOP through NDMA and provincial governments through their respective POMAS, should
create a permanent liaison with media, and institute training on disaster reporting for
media

o Disaster risk reduction is an investment in a safer future. Donors must be encouraged to
fund programs that focus on reducing the risk to communities as identified in the Medium-
Term Plan developed and launched by NDMA. These programs include:

District Capacity Enhancement

Multi-Hazard Risk Assessment of major human settlements and economic centers

Technical studies on climate change associated hazards

Amore robust NIDM to continue DRM capacity building activities

Preparation updating of district and provincial disaster management plans

Training resilient communities through and extensive CBDRM activities

Assisting technical agencies in developing comprehensive multi-hazard early

warning systems

O O O O O O O
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Appendix-D: Management of Natural Disasters in

Provinces: A Critical Overview

Part-1: Punjab

The Provincial Disaster Management Authority (PDMA)

Punjab Government has adopted the NDMA Act of 2010 and the Punjab National Calamities
(Prevention and Relief Act) 1958 is also relevant.

NDMA Act provides Provincial Disaster Management Commission for implementation of disaster
management plans and provision of funds for mitigation and preparedness. The Chief Ministers
are the Chairpersons and the leader of the opposition and several provincial ministers, elected
representatives, provincial secretaries, Additional IGP Operations, and four members of NGOs or
civil society are the members. Provincial Disaster Management Authority is the implementation
authority that works under the guidance of the commission. The basic functions of the Authority
are:

Securing lives and livelihoods of the affected people; mitigation, preparedness, and providing an
organized response, and coordination between the key provincial departments like Rescue 1122,
Police, Civil Defence, and district governments. In case of a disaster, PDMA oversees the search,
rescue, and evacuation of the affected people and takes care of providing immediate relief
recovery, and rehabilitation to the affected people.

Localized emergencies such as small-scale fires, landslides, canal breaches, and low-level
epidemics are usually taken care of at the district level. Such emergencies are generally
considered level 1 emergencies. PDMA is responsible for level 2 emergencies that overwhelm
the capacity of the district administration to manage the situation. A large-scale disaster that calls
for a response beyond the resources of the provincial government is known as a level 3
emergency. The Prime Minister declares an emergency in the case of a level 3 disaster. In case
of level 2 and level 3 emergencies, PDMA activates its Command, Control, and Communication
Center. This center generally known as the 3C is equipped with the latest communication and
analytical technologies and brings together the representative of various line departments. PDMA
utilizes the 3C to coordinate the response efforts among different governmental departments.
PDMA would engage the armed forces in case their assistance or resources are required for a
holistic response. The department is also responsible for ongoing coordination with the UN
Agencies, CBOs, and NGOs active in the field.

The PDMA Punjab has issued Response plans, 2021 being the latest. Besides this, it has issued
the Community Based Disaster Risk Management Plans for every district and Multi-Hazard
Vulnerability Risk Assessment (MHVRA) for twenty districts. For the other sixteen districts
assistance from international organizations. Under this project, all the available infrastructure
facilities in vulnerable areas are mapped using Geographical Information Systems that can be
used as shelters in case of emergency or large-scale disasters.
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According to the response plan, PDMA issues four levels of alerts from A to D. A means the
disaster has taken place, B is for imminent danger of a disaster, C is for the likelihood of
occurrence less than 100 percent, and D is for the perception of the occurrence. PDMA has a
control room from where floods, climatic changes, smog, smoke, and a pandemic are being
monitored and reported. 1129 helpline is operative in collaboration with PTA and PITB. Residents
of the flood risk areas will get updates through SMS service and media.

In the field of rehabilitation, the PDMA ensures that critical infrastructure like roads, hospitals,
bridges, and schools are repaired or reconstructed. Financial relief is provided by the provincial
government through various programs and following the relief and rehabilitation laws. In the field
of floods, the most relevant department is the Irrigation Department.

PDMA and the Government of Punjab in collaboration with the United Nations World Food
Program (WFP), established two state-of-the-art warehouses at Muzaffargarh and Lahore, having
a storage capacity of around 6,000 MT. The HRF at Muzaffargarh enabled PDMA for the provision
of rescue and relief items effectively and reduced the response time for supplies to southern
Punjab. Apart from the above warehouses, PDMA has also 11 Flospans (small warehouses) in
11 vulnerable districts of Punjab with a storage capacity of 300-500 MT (each).

Comments

¢ In the 2021 report, PDMA Punjab had predicted more than usual monsoon rains causing
floods, but no serious situation was created. Such miscalculations and misprediction lower
the public trust and even that of the organizations involved in operations. The Incident of
Murree on 7 February 2002 is the most glaring example.

e The NDMA Act adopted by the PDMA and the National Calamities Act of 1958 both have
enumerated potential disasters like flood, earthquake, famine, locust or any other pest,
hailstorm, fire, smog, epidemic, etc., but did not specifically mention the acts of terrorism,
serious road, rail, and air traffic accidents. There was no concept of terrorism in 1958 but
in 2010 terrorism was at its peak which claimed thousands of lives in Pakistan. During a
personal interview with the DG PDMA and the Deputy Commission, Lahore, both the
officers observed that the population explosion and poorly planned and uncontrolled
urbanization of Lahore is going to be a serious disaster, if not prevented will cause
irreversible and irreparable loss to the society.

e The building of the PDMA is in a rented building. When the incident of Murree took place,
the post of DG PDMA was vacant. It shows the lack of priority the provincial government
gives to the Authority.

e There are no technical professionals in the Authority. There is one post of an officer who
must come on deputation from the Irrigation Department. The posts of the PDMA do not
carry ‘technical allowance’ like the irrigation department, therefore officers try to evade
their posting to PDMA.

e During an interview with the present DG, accepted that there is a tendency in the
government organizations that when they are required to prepare a plan, they ask different
stakeholders to send their plans, and then these plans are stitched together to make the
final plan.

e Funded by the Asian Development Program the Authority has completed the project of
Multi-Hazard Vulnerability and Risk Assessment of 20 districts, but the Authority is waiting
for funds to complete the task by preparing CBDRM for the remaining 16 districts. The
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Multi Hazards do not include terrorism and other manmade disasters. It mostly deals with
floods.

The PDMA response plans cater for smog and monitors destroying stubbles of crops by
farmers and the smoke emitted by the brick kilns but are quiet regarding other manmade
catastrophes although the emergency service 1122 responds to the incidents involving
loss of life and damage to property.

Disaster Management Policy

The disaster management policy is formulated to ensure that the damage to human lives and
properties should be prevented and mitigated and at the same time disaster-affected people
should be helped in evacuated, reallocation and their losses should be compensated and the
essential infrastructure like roads, bridges, hospitals, and schools, etc., should be restored as
soon as possible. A strategy for saving such people from future disasters must be focused on a
proactive, preventive approach rather than reactive

THE POLICY GAPS

The policy has been issued but despite the existence of the monitoring committees, this
job is generally ignored. The policies and response plans are not updated regularly. There
is a yawning gap between policies and implementation.

The aim of issuing the policies and implementation plans should be to improve the
understanding of the techniques of disaster mitigation through structural and non-
structural mitigation practices, but the PDMA and the DDMA do not have technical experts
and administrative officers are posted to play this role, who are keen to get out of these
organization for the lack of monetary benefits and perks.

The policies and plans like community-based disaster risk management (CBDRM) exist in
the shape of documents but no real work is being done to educate the community and
include disaster management programs in the education curricula. Even capacity building
of the staff supposed to be involved in disaster management is not carried out.

Bottlenecks and Challenges in Policy Implementation

Political expediencies: During floods, politics play a vicious role when a decision has to be
taken regarding breaching the dikes at strategic points.

Communication Gap: People are not warned well in time before blasting the dikes to
relieve the water pressure on barrages. However, the DG PDMA has revealed that now
that have the means to precisely predict which area will be threatened and the SMS
messages will be issued to the citizens selected for this purpose.

Lack of standardization for data collection, sharing, and reporting formats and frequency.
Not only the Authority but the departments that support and work in coordination with the
Authority themselves lack capacity, human, and physical resources.

Lack of Information resources: The situation has improved a bit after the earthquake of
2005 and the floods of 2010 and 2014, yet a lot must be done. During the case study of
the Murree fiasco, it was revealed that the warning of the Meteorological department was
not forwarded to the district administration in time and in a proper manner and WhatsApp
groups are being used for the exchange of information.
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Absence of the local government: The local government does not exist in Punjab. The
DDMA who are the implementers on the ground was supposed to lead by the head of the
district council and mayors but in the absence of these community leaders, Deputy
Commissioner is looking after this job. The deputy commissioner is so busy with the
original tasks that they cannot exclusively focus on the functioning of the DDMAs

In case of a disaster community-based organizations and some proscribed religious and
sectarian organizations get involved in providing rescue, relief, and rehabilitation.
Involvement of these elements is not good for long-term peace in the country and will
further worsen polarization and radicalization in society.

The local stakeholders work 24/7 but their activities are not structured. This tendency was
repeated while dealing with the Murree blizzard fiasco (refer to findings of the case study
on Murree). The public and private organizations have not learned any lesson from past
experiences.

International organizations like OCHA, UNICEF, WHO, UNDP, Red Cross, etc., come to
help but it takes some time. Rescue operations become extremely

difficult for the lack of the latest equipment like concrete cutters and life detectors. Because
of the lacking professional expertise, the pace of work slows down which causes increased
fatalities.

The absence of accountability and lack of transparency are other causes of organizational
inefficiencies. In his report on Floods 2010, Justice Mansoor Ali Shah had recommended
departmental and criminal action against the defaulting officers, but no such action was
taken.

Recommendations

1.

N

A new headquarters in Lahore should be established to serve as the base for both the
Provincial Emergency Operation Center and the Punjab Institute of Disaster Management
Sciences (PIDMAS).

Smaller warehouses in all 36 districts must be established.

Punjab Climate Resilience Project (PCRP) should be established for scaling up of Village
Emergency Loss of Livelihood Reporting and Facilitation Centers (VERFCSs), scaling up
of MHVRA.

Resources should be provided for the implementation of the CBDRM Program across
Punjab and Community Resilience and Technical Assistance for Urban Flood Resilience
Program.

Community-based organizations like traders and shopkeepers’ associations, associations
of lawyers, teachers, etc. should also be mobilized to arrange human and physical
resources and to take interest in preparedness and response activities.

Disaster response training should be made compulsory at educational institutions, like the
National Cadet Corps of yesteryears.

The District Disaster Management Authority

District Disaster Management Authorities are implementing arms of the government and the first
line of defense against elements that may harm the society whether they be natural or manmade.
NDMA and PDMA are just policymaking, monitoring, and guiding bodies, the plans, and policies
made by them are just pieces of paper unless the district organizations that include district
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administration, police department, emergency service, Civil Defense, Irrigation department, C&W,
and health department, and many more do not translate the plans and policies into action. Since
the local government does not exist, the Deputy Commissioner heads the District Disaster
Management Authority (DDMA), and he has the most crucial role in preventing responding and
mitigating the disasters. The DDMA is focusing on the areas susceptible to numerous adverse
natural and manmade wide range of disasters over the past few decades including riverine flood,
urban flooding, earthquakes, locust, terrorist attack, climate change, SMOG, building collapse,
fire, traffic accidents, and war threat due to neighborhood border. To run the disaster management
operations District Emergency Operation Centers have been established in the districts, but these
control rooms are not manned by technical persons. The DDMAs have their warehouses where
equipment like de-watering pumps, boats, tents, plastic mats, mosquito nets, life jackets, etc., are
stored. During the interview of Deputy Commissioner Lahore and cases studies and open source
reports the following conclusions can be deduced:

¢ The DDMAs do not have long-term plans but they prepare a yearly contingency plan, with
a little change in the last year's plan.

e The DDMA has not included critical incidents like terrorist attacks and accidents in their
plans, but in case of every such incident, they always respond immediately, that's why the
response is normally unstructured and haphazard.

e The DDMA is not involved in DVI, normally the police department performs this job with
help of the doctors and the forensic science lab. The control room of the DDMA relates to
that of the PDMA but the managing staff is non-technical and no disaster or DVI experts
have been engaged by both the organizations.

e The Deputy Commissioner, during his interview in person, exclaimed that mismanaged
and poorly planned urbanization is the impending disaster, but there is no coordination or
interaction between the DDMA, PDMA, and Lahore Development Authority (LDA). LDA
has not shared its development plan 2050 with the DDMA, therefore, the DC was not able
to answer the question on the subject. The year 2050 cannot be termed as a long-term
plan. Long term plan should cater to the needs of society for at least a century.

o A damage assessment committee is supposed to exist in the districts but generally, this
work is done without involving the Committee, however, the amounts of compensation in
different cases have been fixed.

Bottlenecks and Challenges

e The lack of human, physical, and financial resources
¢ Insufficiency of technology and experts
e Lack of coordination with other relief organizations such as NGOs.

Recommendations

1. The institutional coping and adaptive capacity of the stakeholders that are supposed to
work with the DDMA should be regularly assessed and improved. These departments
include Civil Defence, Rescue 1122, Education, Health, Irrigation and Communication,
and Works Departments.

2. The local government elections should be held and the DDMA should be handed over to
the district governments
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3. The community should be actively involved, as envisaged in the Community Based
Disaster Risk Management.

Part-2: Sindh

Disasters Profile of Sindh

Sindh covering an area of 140,914 kilometers is Pakistan’s second most populated Province.
Karachi, gateway to Pakistan is the largest city with population in excess of 20 million people. It
is also country’s industrial/ financial and trading hub contributing the most in terms of taxes.

Terrorism

Amongst the man-made disasters, Terrorism has seriously jeopardized the peace and tranquility
of Sindh in the last three decades. Out of 79 plus proscribed organizations, vast majority have
had their linkages / cells in Karachi. Terrorism has taken very heavy toll of lives in the last two
decades after start of war on Terrorism. Mainly police and rangers have faced the wrath of the
terrorists. Some of the worst terrorist killings which come to mind in the last two decades, were
Sheraton bombing (2002), Karsaz case (2007), with deaths toll more than 140 people, Safora
Goth (2015) targeting of Ismaili community with death toll of 50 plus, Baldia fire (2013) death toll
270 plus. Terrorism overall remains a real threat as one of the most likely manmade disasters.

Ethnic Conflicts

Ethnic conflicts started brewing up in Sindh in 1980s due to rise in ethnic based parties who used
violence against each other indiscriminately. The flurry of ethnic violence after creating deep
divide in ethnic communities in urban centres of Sindh interior then converged upon Karachi,
where it raged spasmodically till 2013. Thousands of lives were lost including hundreds of
policemen before things were brought to normalcy but due to emergence of social media,
purveyors of ethnic hatred can still reignite the embers of ethnic conflict.

Major Fires

Due to expansion of industrialization and mushroom growth of high-rise buildings, incidence of
major fires in Karachi is increasing mainly due to general lack of implementation of fire safety
measures.

Industrial Accidents
Industrial accidents are yet another phenomenon which posit danger. Again, likelihood of
industrial accidents rises with almost negligible regulatory oversight.

Airplane/ Train Crashes

Lately, number of train crashes in the province have led to crisis like situation. Crash of PIA plane
in May 2020 near Karachi Airport was a classic example of man-made disaster, which fully
exposed the concerned authority’s capacity to handle such disaster.
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Road accidents

Major road accidents with multiple fatalities again are common occurrence in Sindh interior due
to host of reasons, yet the concerned authorities still come up with them in an unprofessional
manner.

Building collapses

Building collapses specially in urban centres particularly Karachi is not an unusual occurrence.
Mainly these are due to negligence or venality on the part of the building regulatory authorities.
Disaster like situation often arise where multiple victims are trapped under the debris where heavy
machinery cannot ingress.

Leak of poisonous gas/ chemicals

In Karachi, eventuality of leakage of poisonous gas/ chemicals is a distinct possibility as number
of industries use these chemicals for production of their goods. Here also lack of safety measures
with the industry using them and lack of preparedness to deal on the part of relevant authorities
does not bode well.

Major Stakeholders in Sindh

Like other provinces in Pakistan, Sindh has number of major stakeholders which are supposed to
respond to a crisis/ disaster like situation: -

¢ Rehabilitation Department

¢ PDMA
e Home Department
e DDMA
o Police

e Health Department

e lrrigation Department

e Environment Protection Department
¢ Edhi Foundation

e Chippa Trust

e CPLC

e Sindh DNA and Serology Lab

Sindh’s Institutional Framework

Rehabilitation Department/ PDMA

In the wake of massive destruction caused by Floods in 2010, Sindh government established a
separate department of rehabilitation to administer and oversee early recovery, rehabilitation and
reconstruction for the flood affected. Accordingly, department of Rehabilitation was established in
November 2010 with PDMA designated as its operational arm.
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Earlier, PDMA was established in 2007, in the aftermath of disastrous earthquake of 2005, under
the (NDMO) National Disaster Management Ordinance, 2006, which was later enacted as
National Disaster Management Act of 2010.

The NDMA Act of 2010, was further adopted and notified by Sindh Provincial Assembly. Whereas
PDMA Sindh Rules were notified in 2016.

Presently, Minister of Rehabilitation Sindh is the Chairman of PDMA, who oversees secretary
rehabilitation, DG PDMA in turn reports to Secretary Rehabilitation.

Gaps and Weaknesses

Organizational Structure: PMDA Sindh in the present shape has just skeletal existence. PDMA
Sindh has currently no functional offices in Mirpurkhas, Benazirabad and Larkana Division. The
above divisions are being covered by PDMA'’s operational offices in Sukkur and Hyderabad.
Likewise, PDMA Sindh has no separate operational office for Karachi. Hence, from above it is
obvious that PDMA Sindh which should have by now maximum outreach has practically very
limited outreach. This limited outreach also constrains it to have close liaison and effectively
supervise the DDMAs in time of disaster crisis like situation.

Narrow Goals

Despite the fact, that NDMA Act of 2010, broadly defines disaster as any calamity or catastrophe
arising from natural or man-made factors causing substantial loss of life or human suffering,
however, PDMA Sindh has so far chosen Riverine/ Urban flood as its main responsibility/ duty
while giving scant attention to all other natural and man-made catastrophes like earthquakes,
terrorism, industrial accidents or building collapses etc.

PDMA’s Sindh Main Priority: Riverine Floods

Thus, coping up with Riverine/ Urban floods, remains main priority area of PDMA Sindh. In this
regard, 2021 it issued a detailed Monsoon Contingency Plan wherein PDMA Sindh has in detail
assigned role and responsibilities to the host of response agencies ranging from PDMA, DDMA,
Health, Education, Revenue, Civil Defense, Irrigation to Police in Pre-Disaster, during disaster
and poster disaster phases.

Non-functioning of Provincial Emergency Operations Centre (PEOC)

It is unthinkable for any Provincial Disaster Management Authority to function without a 24/7
Emergency operations centre or Control Room. Further inquiries revealed that PEOC was
activated on 24/7 basis from May to September during Monsoon period when floods are most
imminent, otherwise it remains non-functional except for occurrence of a major disaster.

PDMA'’s inventory shows more flood related paraphernalia/ equipment instead of Search and

Rescue equipment

In the same vein, PDMA’s inventory reveals overwhelmingly flood related paraphernalia
comprising of fleet of boats, dewatering pumps, out board engines, tents, etc. Whereas any
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specialized search and rescue equipment for extricating persons trapped under debris or in
accidented vehicles is nowhere to be seen. When DG PMDA's attention was drawn towards this
fact, he mentioned that instead of heavily investing in procuring heavy machinery they obtain such
machinery on annual contracts as and when they require them.

Non-functioning of PDMC in Sindh

Provincial Disaster Management Committee as per clause 13 of NDMA Act, 2010 is the supreme
provincial body under CM Sindh which is responsible for laying down provincial disaster
management policy as well as draw a provincial plan according to the precepts of National
Commission. However, till to date no meeting has been ever called by CM Sindh as per the
account of DG PDMA.

PDMA Board functioning in place of PDMC

In clear violation of clause 13 of NDMA Act, which Sindh Assembly has duly adopted/ endorsed,
functions of PDMC are being looked after by a 12 member PDMA board.

In view of above, legally all decisions have no legal basis, unless an amendment to this effect is
got approved by the Sindh Provincial Assembly. DG PDMA while responding to this anomaly
informed that a draft Provincial Disaster Management Act incorporating PDMA board is pending
before the Sindh Provincial Assembly for quite some time.

No Dedicated Disaster Emergency Response Team in PDMA Sindh

One of the major flaws in the present structure of PDMA Sindh is that currently there are no
dedicated specialized teams to respond to building collapses, industrial disasters, boat capsizing,
major accidents like plane, railroad crashes besides terrorist incidents with multiple casualties.

A mega city like Karachi luckily has just one such dedicated team which specializes in search and
rescue operations working under the Chief Fire Officer of KMC (Karachi Municipal Corporation),
whereas rest of the Sindh province must cope with disasters on their own without dedicated/
specialized teams. Mainly the teams could not be hired because of non-allocation of funds

PDMA run by Non-Permanent/ Contractual Staff

Currently, majority of staff in PDMA has been hired on temporary contractual basis, resultantly,
there is no ownership of the system, unless and until persons are not hired on permanent basis
with long term career prospects, one cannot work efficiently in line with the goals/
aspirations/vision of PDMA.

Lack of Provincial and District Management Plans

PDMA Sindh presently, is yet to formulate their provincial and district management plans.
However, DG PDMA assured that after completion of MHVRA by SUPARCO, they will be soon
able to formulate them pragmatically rather than on assumed parameters.
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Lack of Disaster Information System

Any modern Disaster Management plan cannot be run without the backbone of an I.T based
Disaster Information System. Such system can also effectively play the role of an early warning
system while keeping tab on an ongoing disaster unfolding, besides later monitoring relief
distribution in the aftermath of a disaster in any given district.

Lack of Specialized Staff with PDMA

Dearth of specialized staff whether in the field of search or rescue or planning has gradually
constrained the potential and effectiveness of PDMA in undertaking search and rescue operations
in the wake of natural or man-made disasters.

Too many vacancies affecting PDMA” s Efficacy

Presently, many unfulfilled vacancies force existing staff to carry out additional tasks/ roles for
which they are not qualified to carry out.

Lack of Proper building affecting PDMA" s efficiency

Lack of proper building for PDMA, greatly affects its efficiency. In the present rented building,
neither proper Control Room can be organized for 24/7 operations nor can accommodate full
complement of staff members once vacancies are filled up. Moreover, PDMA’s is mandated to
carry out sensitive search and rescue operation thus requires a dedicated office space to maintain
its confidentiality.

Lack of operational manual

PDMA presently has no operational manual documenting all procedures like roles and
responsibilities of PDMA Sindh in each phase of disaster cycle (pre, post and during).

Late completion of MHVRA survey hinders launch of PEOC

Due to onset of Corona epidemic, the MHVRA survey was belatedly completed by SUPARCO as
per information shared by DG PDMA. With the completion of survey, PDMA would finally be able
to launch Disaster Management Information System (DMIS) for efficient handling of a disaster
like situation. It will enable PDMA to operate Provincial Emergency Operations Centre or Control
Room on 24/7 basis. Moreover, MHVRA survey will also go a long way in formulating their
provincial and district disaster management plans.

Current State of DDMAs

DG PDMA commented that DDMAs response in time of crisis or disaster like situation is far from
satisfactory. He further elaborated that there are no designated professionally trained staff in
districts who can devote full time to disaster/crisis management. Although DCs are head of
DDMAs in Sindh since 2014 notification, which include all district heads of departments ranging
from Police, health, local government, municipality, work and services, social welfare, irrigation,
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civil defense to local government. In DG PDMA'’s opinion, DCs are too engrossed in the myriad
affairs of their respective districts to devote or concentrate their energies to disaster management.

In this regard, a detailed assessment carried out by National Support Organization (NSO) on the
efficacy of PDMA and DDMAs also arrived at the same conclusion. Some of their important
findings regarding DDMAs are here under:

There was no proper set up of DDMAs in districts of Sindh.

No dedicated staff earmarked for DDMAs in any of the districts in Sindh. Commissioner
Karachi also in his interview admitted that no dedicated staff were assigned for sole
purpose of Disaster Management in the Districts. Extra emergency/ relief duties were
being assigned as additional duties to existing staff working on different job description.
There were no proper district level SOPs for DDMASs in districts.

Likewise, none of the districts had disaster management plan apart from Flood Relief
activities.

The NSO study found lack of coordination amongst all the stakeholders as major
hindrance in implementation and progress of Disaster Risk Reduction process.
Inadequate or paltry resource allocation in terms of cash, staff, hardware and office space
in districts yet another major impediment. DC South Karachi also bemoaned that no
special funds are allocated to them for disaster management

Most of the districts prone to flooding or cyclones have no proper mechanism of early
warning system for warning the vulnerable communities. Although, few districts have
started sending SMS to communities exposed to vagaries of nature.

Importantly, no detailed exercise is being carried out in districts to identify well defined
local level evacuation areas, routes/ shelters in most of the districts where vulnerable
communities can be shifted rapidly in case of a calamity.

There was limited rescue, relief and search equipment in most of the districts which can
be readily used for relief and rescue of affected people.

Almost all districts lacked technical and experienced well trained staff to handle disaster
like situations.

In the same vein, no proper set up in districts to train and mobilize community volunteers
for helping in disaster.

The study also found that PDMA has no mobile units at its disposal to rush relief goods to
disaster sites and to professionally handle any disaster in remote rural areas of Sindh.
PDMA has inadequate number of storage space for relief goods, although, PDMA has
located its three warehouses strategically in Karachi, Hyderabad and Sukkur. But in the
event of massive floods or other natural or man-made calamities, the access to these
warehouses can be cut off. Hence, need for more warehouses in vulnerable districts.
Given the scale of previous floods in Sindh, the stock of current relief supplies i.e., tents,
sheets, blankets, mobile washrooms and kitchens is highly inadequate.

Relief goods stored in warehouses which are far away from most vulnerable districts.

Current State of Disaster Management in Karachi

DG PDMA, while responding to the question on current state of Disaster Management, explained
that presently there are multiple government and non-government organizations working as first
responders in Karachi who act in a disorganized manner often with narrow and myopic agendas.
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Full potential of all these motley organizations can only be realized if they work under umbrella of
a single command structure at least in times of crisis. He cited for example three separate
command and control centres in Karachi, one run by KMC, other Karachi Coordination Committee
under Commissioner Karachi and third Sindh Police’s separate command and control centre. All
these command centres march to different tunes instead of synergizing their resources for
maximum effect.

Major flaws observed in Disaster Management by DG PDMA

DG PDMA observed that almost in all districts there was lack of clear chain of command at
command centre or at onsite.

DG PDMA further revealed that in big metropolis like Karachi, there was no trained team to carry
out search or rescue in any type of disaster except for KMC’s urban search and rescue team.
Likewise, there was no specialized or heavy machinery available with almost all the first
responders for immediate utilization at disaster site. However, major flaw in Karachi was absence
of Rescue service like 1122, which Sindh government would soon launch. The other flaw was that
the Fire Brigade and proposed rescue service are not under one department.

Interview of Home Secretary Sindh

Mr. Saeed Ahmed Magnejo, Home Secretary Sindh informed that Home Department does not
prepare any detailed disaster management plans as such matters are now being dealt by PDMA.
However, they do issue event-based security orders/ instructions for Muharram, Religious
festivals and other such national events i.e., 23" March or 14" August Independence Day and
routinely forward threat alerts from federal agencies to Police.

Further, he agreed with the observation that DDMAs are hardly prepared for coping up
professionally with disasters except for Urban and Riverine flooding

On the question of reinvigorating civil defense, he agreed that civil defense could play a vital role
in harnessing support of the communities in time of disaster besides playing lead role in search
and rescue of victims of disaster. But unfortunately, this aspect has been consistently neglected
by the authorities in the province. In his view, elements of civil defense can become main
operational arm of the DDMAs in times of disaster, but also practically prove useful in all phases
of disaster management. When asked about any SOP issued by Home Department for
identification/ retrieval of dead bodies. Home Secretary stated that except for one SOP issued by
Commissioner Karachi they have yet to issue such SOP for province of Sindh. On the issue of
foreigners’ security, he stated that Home Department forwards federal government’s instructions
to LEAs and Police on priority basis.

Interview of Commissioner Karachi

Mr. Igbal Memon Commissioner Karachi, responding to a query about dedicated structure for
crisis management, stated that presently they don’t have such setup to cope up with disaster like
situation. However, in its place there is a Commissioner Karachi’'s Control Room 1299, where
representatives of all line departments like KMC, Fire Brigade, KESC, SSGC, Police are posted
round the clock and in case of any emergency, these line departments respond in unison.
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Aside from above, Commissioner Karachi’s office also issued security guidelines for Muharram
and other such alike events. Whereas, in case of natural calamities, Commissioner’s office every
year issue a routine instruction for coping up with Urban flooding during Monsoon’s rainy season
or alerts regarding severe heatwave in the city.

Responding to a query whether they have dedicated staff for coping up with disasters, the
Commissioner informed that neither they have dedicated staff for coping up with disaster nor they
have any specific funds allocated for this purpose. Commissioner Karachi further added that DC’s
who are head of DDMA also lack dedicated staff and funds to cope up with disasters/ crisis like
situations in Karachi.

Gaps and Weaknesses

Home Department which is kind of a nerve centre of a Provincial government, should have been
well prepared for coping up with any natural or man-made disasters. In disaster like PIA Air Crash,
Home Department should have been on the forefront by taking charge of the situation. However,
they failed to play their pivotal role which later created controversy of misidentification of dead
bodies of the victims.

Home Department, being the major policy making body must have detailed contingency plans to
cope up with any natural or man-made emergency disasters. In fact, their primary role is to issue
policy guidelines for coping up with all type of catastrophes which can possibly happen. Similarly,
Commissioner’'s office failed to take lead in PIA crash incident, had they issued SOP for
identification/ retrieval of victim’s bodies on the day of the crash, the government of Sindh would
have been spared of bad press.

Interview of Chief Fire Officer - Karachi Fire Brigade

Karachi Fire Brigade, according to Mr. Muneeb Ahmed, Chief Fire Officer KMC, was established
in 1914. The department has expanded from two fire stations in 1947 to more than 30 fire stations.
Presently the fire-fighting department is governed by Sindh Local Government Act of 2013, under
Section 36 Schedule VI and Sub Section 79. The Fire Brigade has always been part of
Municipality, and even today they are under administrative control of Karachi Municipal
Corporation (KMC). Their core duties/ responsibilities are (i) Fire Fighting (i) Fire prevention (iii)
Disposal of toxic/ hazardous materials (iv) Rescue of sea victims (v) Rescue in case of minor and
major incidents i.e., building collapses and render help in natural disasters like rain, floods and
earthquakes (vi) Any other matter pertaining to safety and security of the citizens’ lives and

property.

For the purpose of search and rescue in case of major incidents like building collapses, industrial
accidents or major fire, Fire Brigade/ department has a dedicated team of 60 personnel to carry
out deep search and rescue. It is among the only three such specialized teams in Pakistan, who
have modern search and rescue gadgets i.e., thermal sensors, listening devices, sonars and
sniffer dogs.

Gaps and weaknesses

While commenting on the present state of Fire Department, Chief Fire Officer (CFO) painted
rather bleak picture:
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° Financial crunch seriously affecting Fire Fighting functions

He explained that of late due to severe financial crunch, firefighting and rescue capabilities have
been seriously affected. According to CFO, things had gone from bad to worse in 2018-19 due to
paucity of funds for repairs so much so that out of 44 fire engines only 8 were operational.
Likewise, funds to feed sniffer dogs dried up, forcing the Fire department to seek assistance from
Karachi Zoo. However, things have improved lately when Federal government came to their
rescue by donating 52 new fire tenders in the last 2 years which has staved off crisis like situation
in Karachi.

° Ban on Recruitment has created shortage of dedicated personnel

The other area which CFO drew attention to, was ban on recruitment imposed by Sindh
government. The prolonged ban by Sindh government has severely hit the efficiency of the Fire
Fighting Department, as 300 vacancies have crept up in the department with sanctioned strength
of 3000. In his view, this non filling up of the vacancies will seriously impair the department’s
firefighting and rescue capabilities in future.

° Serious shortage of drivers due to ban

Likewise, due to this ban they are facing serious shortage of drivers to operate costly Fire
Tenders. In the same vein, numbers of their dedicated deep search and rescue team are
dwindling due to superannuation of the team members.

° Shortage of Snorkels in Karachi

On the issue of snorkels in Karachi, CFO stated presently they have two snorkels out of which
one is currently out of order. He further bemoaned that SBCA (Sindh Building Control Authority)
does not consult them while approving building plans of high-rise buildings. Moreover, neither
plans of high-rise buildings are shared by them with Fire Department nor SBCA facilitates them
in inspecting them. Resultantly, such blatant neglect by SBCA can prove disastrous in the event
of fire engulfing a high-rise building in Karachi in near future.

CFO, while responding to question of how shortage of water for firefighting is managed, stated
that after signing a MOU with KWSB (Karachi Water and Sewerage Board), this problem has
been resolved. Under this MOU, KWSB readily provides them water bowsers from the nearest
hydrant on 24/7 basis.

Part-3: Balochistan

Legal, Policy & Strategic Planning Framework

Balochistan province does not have its own provincial disaster management act. The province
follows the National Disaster Management Act (NDMA) Act 2010. The mandate, function and
institutional structure of Provincial Disaster Management Authority (PDMA) Balochistan are
governed mainly by the NDMA Act 2010 and the PDMA Rules 2012 that were developed in the
light of the former. However, PDMA is now working on developing a separate legislation for
governing disaster management at the provincial level.
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Provincial Disaster Management Plans (PDMPs) are not developed and updated periodically.
First PDMP was developed in 2008 but it was never approved by the Provincial Disaster
Management Commission (PDMC). A new plan titled “Provincial Disaster Response Plan
(PDRP) 2019-2023” was prepared in 2019 and approved by PDMC. The PDRP outlines elaborate
procedures across the entire chain and cycle of disaster management. Furthermore, the Plan
specifies the roles and responsibilities of PDMA, various provincial departments, DDMAs and
district tiers of provincial departments. Although the scope of the Plan does make a reference to
man-made disasters, but the actual recommendations pertain to management of natural
disasters.

In addition to PDRP 2019, the PDMA has recently developed contingency plans for various
emergencies. These include a contingency plan for the winter season—particularly harsh in the
northern parts of the province—and a contingency plan for monsoon rains and drought. As a case
study, this section highlights the salient features of the Monsoon Contingency Plan. These
features include:

. Identifying high risk areas of the province

. Establishing a control room in high-risk disasters to coordinate response

. Categorizing scenarios and responses based on number of casualties, land effected, etc

o Ensuring provision of necessary items such as tents, quilts, blankets

. Possessing adequate provisions of essential food items and water

e An evacuation plan that depicts safe sites and method of evacuation, including enlisting
support of armed forces

° Identifying vulnerable groups—children, women and disabled and providing relief to them
first

° Initiating an immunization drive to prevent spread of communicable diseases

Institutional Arrangements

Overview

The PDMA Rules 2012 and PDRP 2019 provide an elaborate institutional structure for
managing natural disasters.

° The disaster management institutional structure is overseen by a Provincial Disaster
Management Commission (PDMC), which acts as the governing and approving body and
is headed by the Chief Minister of the province.

° The PDRP provides for the establishment of a Provincial Disaster Response Committee
(PDRC) to promote smooth coordination among various line departments and periodically
oversee implementation disaster risk reduction activities in the province. PDRC is headed
by the Director General of PDMA and comprises of senior representatives of provincial line
departments, army corps, police, Civil Defence, Rescue 1122, and representatives of
development partners.

. PDMA Balochistan is responsible for spearheading all activities related to disaster
response by the government. PDMA not only performs multiple disaster management tasks
but also acts as the coordinating authority that provides a platform for all departments to
come together, plan, prepare and deliver effective response to a disaster. The PDMA is
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headed by a Director General, who is supported by directors of four different wings. The DG
PDMA appointed through transfer posting by the Government of Balochistan.

The disaster management legal and policy framework provides for the establishment of
District Disaster Management Authority (DDMA) in each district. According to PDMA
Rules and PDRP 2019, DDMAs shall be chaired by the head of the local government council
at the district level and comprise the Deputy Commissioner, District Police Officer, and other
district level officers that the district government may appoint. The DDMAs serve as the first
lines of response to any crisis and remain responsible for all coordination, response and
relief measures. PDRP 2019 provides detailed guidelines on the role and responsibilities of
DDMAs.

Other stakeholders: 1122 and medical emergency response teams; fire brigade team and
representatives of Civil Defense; representatives from QESCO and SSGPL; various law
enforcement agencies.

Provincial Disaster
Governing Body Commision

(PDMC)

Provincial Disaster

Coordinating Body Response

Committee (PDRC)

Provincial Disaster

Executing Agency Management

Authority (PDMA)

a o Director Planning & Director Rescue Director Relief & . .
SUb'SeCt|OnS/W|ngS Coordination 1122 Response Director Admin

Gaps and weaknesses

Meetings of PDMC are not held regularly.

PDRC has been notified but meetings are rarely held. Consequently, coordination between
PDMA and line departments and law enforcement agencies remain poor.

PDMA is headed by a G-20 officer of provincial services. Given the enormous responsibilities
of PDMA, especially the task of coordination with line departments, Police, NDMA and
development partners, a DG is unlikely to effectively spearhead disaster response activities.
DG PDMA is transferred frequently. There is no tenure protection, which results in policy
and administrative discontinuity.

DDMAs have not been notified officially. Neither has dedicated staff been recruited for
DDMAs. There are no recruitment rules, job description and organogram for the DDMA. As
a result, DDMA has become a subordinate organization under the Deputy Commissioner
working with minimum staff. In absence of elected local bodies, Deputy Commissioners lead
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DDMAs, but their work is restricted mainly to a limited number of disaster response activities.
There is almost no focus on preparedness, mitigation and recovery. Meetings of DDMAs do
not take place regularly. The practice in most districts remains holding meetings in response
to emergencies or upcoming crises. This often poses challenges as the DDMA is often

caught unprepared in the wake of any emergency.

e A Disaster Response Force has recently been established by PDMA. However, proper

trainings have not been provided to this force.

Disaster Management Processes

Disaster Management Processes as per PDRP 2019

PDRP 2019 provides detailed procedures for various phases of disaster management including
pre-disaster risk assessment, early warning system, rescue, damage assessment, relief and

recovery. Overview of key processes is as follows:

. . *PDMA will conduct risk assessments and feed into Balochistan Geographic Information System (BGIS)
Pre-disaster Risk

Assessment
e Early warning messages will be communicated

e Disaster Response Surge Team (DSRT) will conduct Rapid Disaster Impact Assessment (RDIA)
*RDIAs would form the basis for response for initial 8-10 weeks
*PDMA to mobilize District Disaster Risk Management Coordinators

During Disaster
Risk Assessment

eBalochistan Emergency Services and Civil Defence and law enforcement agencies are responsible for
evacuation

Evacuation *Rescue 1122 team and health department officials to provide medical treatment and prioritise critical
patients

*DC would be incharge on the ground

eRescue 1122, District Police and district administration to engage in Urban Search & Rescue (USAR)

e Establishment of relief camps
e District administration to provide relief items
*PDMA to procure relief items and goods

Relief
Management

*DRSTs to conduct post-disaster assessments

Post-disaster ) ) .
*Expanded rapid assessment by line depat and spearheaded by ER3C PDMA. guide for 3-4 months

Risk Assessment

Actual Disaster Response Practices

Disaster Preparedness: Disaster preparedness is the weakest link in provincial disaster

management practices. Recently, an Emergency Operation Centre (EOC) has been established
in PDMA office Quetta. This Centre conducts forecasting, data gathering and analysis, assess
disaster risks and issue early warnings. Moreover, control rooms have been established in all
districts. However, the capacity of district control rooms is limited. Furthermore, more recently,
PDMA emergency centers equipped with relevant disaster response machinery and equipment

have been established in areas prone to natural disasters.

eEmergency Operation Centre (EOC) will conduct forecasting and analyse disaster risks and share warnings
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Rescue and Evacuation: The response to disasters takes place mainly at a district level, with the

DDMA taking the lead. Once a disaster strikes, the control room established in the office of the
DC naotifies the concerned Assistant Commissioner (AC) who acts as the representative of the
DDMA and becomes the focal person for coordination. A control room is established in the PDMA
office as well, which also coordinates with the DDMA office.

Depending on the nature of the event, teams are mobilized, and response initiated. Again, it is
important to highlight that clear SOPs don'’t exist. The practice varies from district to district, with
the DDMA holding significant autonomy in determining and shaping its response. This is exactly
why the role of the assistant or deputy commissioner becomes significant. The AC, in most cases,
will report to the site and take charge of the response mechanism. This entails ensuring
ambulances are present on the spot, in case of outbreaks of fire, the presence of fire brigades
and of all other relevant departments. A representative from PDMA, usually the director or the
deputy director arrives on the spot and assists with response measures. Representatives of other
allied departments—QESCO or Southern Sui Gas Pipeline—are also on standby in case the
situation demands disrupting electricity or natural gas flow.

The response is usually couched in fire-fighting measures, and most improvisation and decision
making takes place on the ground when concerned authorities take stock of the situation. In
several cases, the response team lacks the resources necessary to overcome the situation.
These situations then necessitate last-minute coordination, with DC office and PDMA control
rooms calling and engaging departments that possess the required resources.

The Role of Law Enforcement Agencies: Law enforcement agencies such as the Police, Frontier

Corps (FC), the Armed Forces, the Levies force and Civil Defence play an integral role in
responding to emergencies. The Police or FC is responsible primarily for cordoning off the area
and acting as the first line of response from a law-and-order perspective. In any situation,
therefore, the police or the FC will approach the area and ensure the area is safe and cordoned
off. Levies personnel too are responsible for this, and assist the police in disbursing the crowd,
cordoning off the area and ensuring the safety of the bystanders. These organizations then
actively participate in rescue operations—recovering bodies or rescuing the trapped.

The military is involved only in situations that demand a more stringent response, or when, due
to its intensity, controlling the situation evades the DDMA or representatives of the civil
administration. In such cases, the military will actively participate in rescue and relief operations,
and in controlling law and order if the situation deems it necessary.

Gaps and weaknesses

e The roles of various stakeholders as defined in PDRP 2019 create unclear and
overlapping mandates. There is lack of clarity on the responsibilities of various
stakeholders.

¢ Multiple departments are performing the same task in disaster management. For example,
both the Metropolitan Corporation of Quetta and the PDMA own ambulances and fire
brigades which they dispatch to emergency sites. Similarly, there are two parallel Rescue
1122 services in the province. One is based in PDMA, and the other is managed by PPHI.
The latter is responsible mainly for responding to road accidents. These overlapping
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mandates not only result in inefficient utilization of resources but also pose coordination
challenges.

Compliance with the procedures defined in PDRP 2019 is very poor. Compliance with
measures related to disaster preparedness and mitigation is negligible. Limited
compliance with disaster response activities has been observed. In actual practice, there
is little emphasis on preemptive action and more focus on fire-fighting or last-minute
response.

Although PDRP has been approved by the competent forum, efforts have not been made
to disseminate the Plan and sensitize all stakeholders about their respective roles. Most
line departments, law enforcement agencies and district officials are not even aware of
the existence of an approved PDRP.

Both horizontal and vertical coordination mechanisms are very weak. Although PDRC has
been notified, its meetings are rarely held. As a result, PDMA’s coordination with line
departments, law enforcement agencies, Metropolitan Corporation, hospitals and district
administration is weak. Coordination with LEAs in relief and response mechanisms is
weak.

District administration is over-burdened because DDMAs are not fully operational. There
is pressure on ACs and DCs to coordinate all responses and lead rescue or relief
operations.

Maintenance of disaster management machinery is poor. Many equipment and machines
are antiguated or non-operational.

Financing Arrangements

PDMA, Balochistan carries out its main activities in the province through financial resources
allocated annually in the budget. Recently, PDMA has established a Balochistan Disaster
Management Fund (BDMF) worth PKR 02 billion. The returns of the fund are used by PDMA to
procure relief items in emergency circumstances. This has given PDMA significant financial
autonomy.

Recommendations for Improving Management of Natural Disasters

Recommendations to strengthen crisis management and disaster preparedness in Balochistan
include:

1.
2.

Developing a PDMA act that clearly lays out mandate of PDMA and DDMAs

Establishing mandates of DDMAs and local governments and splitting burden between
local governments and DDMAs

Strengthening the EOC to act as year-round crisis cell at provincial and district level and
to monitor response and disasters

Shifting focus from reactive to preventive mechanisms by:

o Relying on and strengthening early response systems

o Making it mandatory to hold monthly DDMA meetings to assess threats and
develop contingency plans

o Assessing resources and machinery available at district level and overcoming
deficiencies
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o

10.

11.

12.

13.

14.
15.

Integrating disaster preparedness in the design of infrastructure by building disaster-
resilient infrastructure

There is dire need to establish a separate hierarchy for DDMA to work independently to
carry out disaster management cycle as a regular activity. The district authorities are
managing the work of DDMA and only focusing on natural calamities especially during
monsoon season, thus having least or even no priority towards man-made disasters at the
district level. The current Disaster management setup at district level needs to be highly
skilled and equipped with specialized personnel as to handle professionally this highly
prone disaster risk areas.

Identifying high-risk and vulnerable areas and developing contingency plans area wise—
not just at provincial level

Developing a year-round control room that focuses solely on natural disasters
Unburdening district administration by nominating focal persons from metropolitan
corporation and PDMA offices to lead coordination

Including representatives from health departments and private hospitals to devise
response mechanism for large-scale events and medical emergencies

Engaging traffic police and C&W to devise traffic plans in case of emergencies such as
snow blockage or floods

Incorporating feedback from LEAs and making them an essential part of DDMA and relief
operations to ensure smoother coordination

Developing a single stream of emergency response, particularly ambulances and fire
brigades and providing their control to a single entity

Establishing a mechanism for real-time monitoring of events and response mechanism
Developing an accountability and feedback cycle that allows DDMASs to share information
and input with PDMA, resulting in annual assessments and updates
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Centre for Governance Research (CGR) Pakistan

CGR is a forum for studies and debate on strategic and tactical issues related
with good governance and the rule of law. It is a non-governmental civil
society advocacy centre dedicated to reforms in the justice and governance
sectors.

As an independent think tank, CGR sets its own agenda, publishing and
disseminating its findings regularly for national and global audience. Using an
interdisciplinary approach, CGR brings together rule of law, justice and
governance experts, researchers and internationally renowned professionals
to animate its debate and research activities.

[t aims to stand out as one of the rare Pakistani think tanks to position itself at
the very heart of the debate on governance and justice issues.

CGR focuses on advocacy, research and studies in the following areas:
. Governance and Rule of Law

. Public policy

. Policing and Justice Sectors
. Serious and Organized Crimes
J Counterterrorism and Counter Extremism (CT and CE)

Meanwhile, the National Initiative against Organized Crime (NIOC) launched
in November 2019 continues as a Project from the platform of the Centre for
Governance Research (CGR). It is led by a group of committed professionals
and experts with law enforcement, media and other public service
backgrounds. Through developing an empirical evidence-base and
conducting hands-on consultations, NIOC aims to build community resilience
and influence public policy to combat organized crime in Pakistan.

Since inception, NIOC has produced nine major research studies and policy
briefs on the critical topics of terror financing, drug trafficking, terrorism in
Pakistan during COVID-19, migrant smuggling and human trafficking,
cybercrimes and countering extremism etc.
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Islamabad office:
CENTRE for GOVERNANCE RESEARCH #38-W, Khalid Plaza, 1st. Floor. Jinnah Ave. Blue
PAKISTAN Area. Islamabad Phones 051-2870852 & 2870853.

@ o ‘ Lahore office:

22, Tipu Block, New Garden Town, Lahore
www.cgr.com.pk CgrPakistan CgrPakistan Phone: 042-35831352






