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This Green City Action Plan (GCAP) sets out Varna Municipality’s Vision to become a 

“Green, clean city that promotes healthy and sustainable living 
through intelligent and resilient solutions”

With input from 173 unique stakeholders across 15 individual engagement events, our 
ambitious plan looks to deliver 31 actions actions over the next 5 years across 8 key 
sectors. Each of the actions specific within this GCAP aims to tackle one or more of the 
22 priority environmental challenges (PECs) identified for Varna, as shown in Table 0.1. 
The I.D for of the Challenges is C – Challenge.
Table 0.1. A summary of the GCAP's priority environmental challenges.

Sector Priorty Environmental Challenge

Industry

C.1: Lack of comprehensive air quality data to understand the spatial 
extent and severity of the problem
C.2: Lack of regular monitoring and reporting of waste streams from 
industries and associated environmental impact
C.3: Lack of sewerage and stormwater infrastructure in parts of the 
Municipality
C.4: Ageing and/or capacity constrained wastewater treatment plants

Water Cycle 
Management

C.5: Lack of whole water cycle management
C.6: Lack of resilience planning for water and wastewater 
infrastructure
C.7: Depreciated potable water infrastructure impacting water quality
C.8: Absence of monitoring and management process of fresh and 
marine water pollution

Buildings
C.9: Poor energy performance of buildings
C.10: Lack of rainwater recycling in existing building level design

Energy C.11: Reliance on fossil fuel electricity generation and low uptake of  
renewables
C.12: Reduced public awareness on the opportunity and benefits of 
renewable energy technologies

C.13: Absence of incentives for developments to use renewable 
energy sources

Land-Use
C.14: Lack of holistic strategy for land-use planning
C.15: The impact of the Urban Heat Island effect

Solid-Waste
C.16: Incineration of solid waste
C.17: Illegal dumping of solid waste

Transport C.18: High private vehicle use and emissions from ageing vehicle 
fleet
C19: Lack of alternative low-carbon mass transit and active mobility 
options.

Cross-
Cutting 

C.20: Lack of adaptation strategy/plan and requisite institutional 
structure
C.21: Lack of Greenhouse Gas emission data collection process and 
analysis
C.22: Heightened noise pollution

0.1.1. Vision and Strategic Objectives
The GCAP and it’s actions are grounded by four key principles:

¶ investing in a greener future, 
¶ creating clean and resilient energy, 
¶ developing a connected modern and accessible city with good quality of life for 

residents,
¶ promoting more responsible and sustainable resource use. 

These principles will be achieved through visible and tangile imporovements to Varna’s 
environment, social and economic landscape and are supported by a number of 
strategic objectives, and medium term targets. A full list of Varna’s Vision and Strategic 
Objectives can be found in Table 4.1.
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0.1.2. Roadmap to Delivery 
Over the next 5 years, the Municipality of Varna will implement, monitor, and ultimately evaluate the implementation and delivery of the actions within the GCAP. Table 0.2 below outlines 
each of the actions detailed within the GCAP, their associated action type, Capital Expenditure (CAPEX) / Operational Expenditure (OPEX) / Design Development (DD) cost and 
timeframe for delivery (for associated assumptions please refer to Appendix C). The blue represents the development timeframe, whereas the grey represents the implementation 
timescales. The action type is reflected by icons throughout the report, which are defined below. Note that some actions have multiple types. 

Investment- investments into the construction of new infrastructure or the retrofitting of existing infrastructure and other physical assets in the city. Number of actions: 11

Standards, guidelines, regulations - new or updated legislation, standards, or policy to drive more environmentally friendly activities in the city. Number of actions: 8

Strategies plans and programmes - guidance documents to provide targeted roadmaps for improving planning and management in specific sectors and thematic areas. Number 
of actions: 10

Monitoring, data collection, analysis, assessment, and studies - Measures to improve compliance with regulations through improved monitoring and potential penalties. 
Number of actions: 5

Awareness, demonstrations, training, and capacity-building was not treated as a specific action type but has been integrated throughout the actions where required – 
covering 7 in total. This can be defined as learning programmes to increase local capacity through knowledge exchange and skills development. Alternatively, initiatives to shift 
behaviour and build ownership of specific stakeholder groups for more sustainable practices. 

Table 0.2. Action timeline

Action 
ID

GCAP Action
Action Type Indicative CAPEX / OPEX / DD (EUR)

20
23

20
24

20
25

20
26

20
27

+

En1 Set up a community energy efficiency programme. CAPEX: N/A
OPEX: 700
DD: 23,000 – 29,000

En2 Ensure that future Municipality Energy Strategies incorporate the findings and 
recommendations of this GCAP.

CAPEX: N/A
OPEX: N/A
DD: 38,800
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Action 
ID

GCAP Action
Action Type Indicative CAPEX / OPEX / DD (EUR)

20
23

20
24

20
25

20
26

20
27

+

En3 Provide incentives to both developers and private homeowners, for the 
incorporation / installation of renewable electricity generation (e.g. tax exemptions, 
cost subsidisation).

CAPEX: N/A
OPEX: 472,000
DD: 10,000

En4 Integrate renewables at a large scale in the city. CAPEX: N/A
OPEX: 472,000
DD: 10,000

Ind1 The Municipality to establish a supplementary reporting programme for all existing 
and new industries to develop and share policy on the monitoring, reporting and 
publication of key environmental data (e.g. air, water, carbon emissions, noise 
pollution and waste disposal) to inform efforts for reducing pollution in-line with EU 
Limit Values.

CAPEX: N/A
OPEX: 1,600 
DD: 118,000

WCM1 Work with ViK Varna to introduce "smart" technology, i.e. IoT smart metering, 
across the potable water network.  

CAPEX: 8,500,000
OPEX: N/A
DD: N/A

WCM2 Identify and remediate areas of cross-connection in the wastewater network and 
separate wastewater and rainwater runoff networks to reduce wastewater volumes 
at WWTP.

CAPEX: N/A
OPEX: N/A
DD: 232,900

WCM3 Introduce wastewater sludge management (e.g. reuse in forestry and agricultural 
activities, reed beds and energy production).

CAPEX: N/A
OPEX: N/A
DD: 86,000

WCM4 Integrate Water Sensitive Urban Design (WSUD) and Sustainable Drainage 
System (SuDS) principles into land use, transport, and industry planning; and 
construction permitting rules. 

CAPEX: N/A
OPEX: N/A
DD: 34,500
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Action 
ID

GCAP Action
Action Type Indicative CAPEX / OPEX / DD (EUR)

20
23

20
24

20
25

20
26

20
27

+

WCM5 Develop and implement a structured maintenance programme to reduce leakage 
in the potable water network with a long-term target of 60-90% efficiency.

CAPEX: 39,800,000
OPEX: N/A
DD: 115,000

WCM6 Develop a Flood Reduction Master Plan. CAPEX: N/A
OPEX: N/A
DD: 23,200 – 29,000

Bu1 Adopt and incentivise LEVEL(S)/ EDGE building standards or develop local green 
building standards in line with international best practices common for green 
building certification tools for all municipal buildings.

CAPEX: N/A
OPEX: N/A
DD: 23,200 – 29,000

Bu2 Strengthen the existing planning system to ensure that private developers 
undertake and submit to the Municipality an options assessment report regarding 
the choice of energy system (heating and cooling) for new developments.

CAPEX: N/A
OPEX: N/A
DD: 18,600 – 26,700

Bu3 Incentivise and encourage the incorporation of mitigation and adaptation design 
considerations / technologies within new developments to limit bad practices and 
associated impacts.

CAPEX: N/A
OPEX: N/A
DD: 46,000 – 58,000

Bu4 Promote and incentivise the installation of green roofs (or walls) on private 
buildings through the revision of planning approvals for new construction or 
renovations.

CAPEX: 85 per m2 of green roof
OPEX: 471,000
DD: 17,300

Lu1 Introduce policy and tax incentives to prioritise brownfield development over 
greenfield.  

CAPEX: N/A
OPEX: N/A
DD: 5,800
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Action 
ID

GCAP Action
Action Type Indicative CAPEX / OPEX / DD (EUR)

20
23

20
24

20
25

20
26

20
27

+

Lu2 Climate change mitigation and adaptation considerations and analysis to inform 
policy in the General Development Plan.

CAPEX: N/A
OPEX: N/A
DD: 40,600 – 46,000

Lu3 Install permeable pavements in sections of parking lots, and rain gardens can be 
included where required.

CAPEX: 130 per 1m2
OPEX: N/A
DD: N/A

SW1 Accelerate investment in recycling facilities, supported by strategic planning to 
ensure saleable outputs can be produced, alongside dedicated programmes to 
support waste separation.

CAPEX: 292,400,000
OPEX: 22,540,000
DD: 93,000 – 116,000

SW2 Develop and implement an integrated recycling program to promote the use of 
resourceful construction and demolition materials and create green jobs (i.e. inert 
construction and demolition waste as secondary aggregate).

CAPEX: N/A
OPEX: N/A
DD: 111,000 – 140,000

Tr1 Introduce Low Emission Zone and time-based congestion charge zone within the 
city centre.

CAPEX: 16,000 per junction
OPEX: 29,000 per junction + 287,000 
software fee
DD: N/A

Tr2 Upgrade ITS (Intelligent Transport Systems) to enhance existing traffic 
management/control centre.

CAPEX: 80,000 per junction
OPEX: 19,000 
DD: N/A

Tr3 Develop a 'Mobility Hub' Transport Strategy as part of the on-going SUMP to 
increase public or pedestrian modalities. Measure and track the network demand 
to inform the development of the strategy.

CAPEX: N/A
OPEX: N/A
DD: 63,000 – 76,000
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Action 
ID

GCAP Action
Action Type Indicative CAPEX / OPEX / DD (EUR)

20
23

20
24

20
25

20
26

20
27

+

Tr4 Investment in publicly available and convenient rapid Electric Vehicle charging 
stations across the City. This should include both Varna City Centre and residential 
neighbourhoods.

CAPEX: 18,000 per EV Charge point
OPEX: N/A
DD: N/A

Tr5 Continue to invest in new electric public transport fleet (to cover bulk buses and 
vehicle fleets).

CAPEX: 36 solo EV Buses – 20,600,000 + 
36 articulated EV Buses – 24,800,000
OPEX: 0.23/km for both bus types
DD: N/A

Tr6 Enhance the current parking plan to develop a strategy and enforce related 
policies around providing an alternative to on-street parking in appropriate central 
city areas.

CAPEX: N/A
OPEX: N/A
DD: 35,000 – 40,000

Tr7 Research and establishment of fast ferry connections for passenger-only sea 
transport between the port of Varna - Kv. Asparuhovo, as well as to other smaller 
locations on the periphery of Varna Lake.

CAPEX: 1,600,000
OPEX: 258,000
DD: 110,000 – 140,000

CC1 Develop a Sustainable Energy and Climate Action Plan (SECAP) as part of the 
Covenant of Mayors on Climate and Energy, including a climate adaptation plan 
and sector-specific greenhouse gas emissions reduction targets. 

CAPEX: N/A
OPEX: N/A
DD: 116,000 – 174,000

CC2 Develop and commit to emission reduction targets for the City of Varna's corporate 
emissions by 2030 / 2050.

CAPEX: N/A
OPEX: N/A
DD: 5,750

CC3 Establish statutory requirements for GHG monitoring and reporting. CAPEX: N/A
OPEX: N/A
DD: 5,000
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Action 
ID

GCAP Action
Action Type Indicative CAPEX / OPEX / DD (EUR)

20
23

20
24

20
25

20
26

20
27

+

CC4 Undertake air, water and soil quality monitoring and analysis, on a municipal level, 
to understand the extent of pollution, expanding the current monitoring system. 

CAPEX: 10 Air Quality sensors – 116,000
OPEX: Analysis & reporting for 2 years – 
11,600 – 17,400
DD: 40,600 – 64,000

0.1.3. GCAP Actions 
The 31 actions in the GCAP have been designed off the back of existing activity either completed or on-going within the Municipality of Varna and align with the Vision and Strategic 
Objectives. Table 0.3 below maps each of the 31 the actions against the medium-term strategic objectives (SO).

Table 0.3. Actions vs. strategic objectives matrix
SO.1: Varna
Municipality
will help
create
opportunity
for future,
green
investment.

SO.2: Varna
Municipality will
raise
awareness
around
environmental
challenges and
climate change.

SO.3: Varna
Municipality
will help build
the City’s
resilience to
future climate
change risks.

SO.4: Varna
Municipality will
reduce the City’s
GHG emissions
and develop a
greater energy
independence.

SO.5: Varna
Municipality
will help
improve air
quality
standards and
reduce levels
of noise
pollution.

SO.6: Varna
Municipality will help
develop a high-quality,
resilient, and
accessible transport
system which promotes
sustainable mass-
transit options and
active modes of local
mobility.

SO.7. Varna
Municipality will
help create more
integrated,
accessible, and
inter-connected
green space
throughout the
City.

SO.8: Varna
Municipality
will promote
diversity,
inclusion, and
equality.

SO.9: Varna
Municipality will
optimise surface
and
groundwater
management,
building a more
resilient system
that covers the
whole City

SO.10: Varna
Municipality will
improve the
management
system and
physical
infrastructure for
solid waste
collection and
disposal.

SO.11: Varna
Municipality will
help protect and
promote the
sustainable use
and restoration of
the natural
environment and
its resources.

En1
En2
En3
En4
Ind1

WCM1
WCM2
WCM3
WCM4
WCM5
WCM6

Bu1
Bu2
Bu3
Bu4
Lu1
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Lu2
Lu3

SW1
SW2

Tr1
Tr2
Tr3
Tr4
Tr5
Tr6
Tr7

CC1
CC2
CC3
CC4

Table 0.4 summarises the total environmental benefit derived from implementing the GCAP actions including the total water savings and total CO2 savings per sector as well as the total
cost of implementing these actions. Note that the calculations for total water saving and CO2 saving does not include enabling policy actions or consider emboddied carbon. Further
assumptions on these calculations can be found in the Action Sheets and in Appendix C and D.

Table 0.4. Action Cost and Savings Summary

Total Water Savings Total CO2 Savings Total CAPEX Costs

4.51 Mm3/year 217,800 Annual tCO2e €413,425,850 - €428,056,150



Varna Green City Action Plan

16

p

1. Introduction



Varna Green City Action Plan

17

1.1. Purpose of the GCAP
Varna joined the European Bank for Reconstruction and Development’s (EBRD) Green
Cities Programme in 2018. The Programme strives to build a better and more
sustainable future for participant cities and their residents. It achieves this by connecting
environmental challenges with sustainable investments and policy measures.

Varna has developed a Green City Action Plan (GCAP) as part of the Green Cities
Programme. The GCAP sets out a comprehensive and complementary set of actions
that address Varna’s key environmental challenges to realise Varna’s long-term
sustainability vision. The GCAP will support Varna in facilitating and stimulating public
and private green investments and supporting policy interventions to achieve the City’s
long-term vision. The GCAP has multiple benefits, it promotes sustainable and climate-
resilient urban development, but also provides co-benefits for improved public health,
economic opportunities, and access to municipal services.

The GCAP summarises the environmental, social, and economic baseline of Varna.
Based on this baseline, it lays out Varna’s long-term vision and medium-term strategic
objectives to the City’s sustainable development. The GCAP then sets out the suite of
actions based on the outcomes of stakeholder engagement, that address the
challenges, vision, and strategic objectives. These actions form a proposed plan that
lays out a potential capital investment of BGN 765,665,000 / EUR 387,816,0001 and
associated carbon saving of 217,800 Annual tCO2e (based on minimum assumptions
laid out in Table 6.24), which can be implemented depending on the circumstances of
agreement within the Municipality of Varna.

The GCAP also includes a targeted monitoring and evaluation framework to ensure
timely delivery of the actions and reporting on the impacts of the action on environmental
indicators.

The GCAP process has also provided technical support and training to city
administrators to empower them to effectively implement and monitor the GCAP.

1.1.1. Caveats
This document was developed according to the GCAP methodology set forth by EBRD,
in conjunction with expert input from the Organisation for Economic Cooperation and
Development (OECD) and the Local Government for Sustainability (ICLEI). The GCAP
was dependent on the environmental indicator data available at the time of data

1 Total inclusive of all CAPEX costs for 31 actions excluding generic figures.

collection in 2019. Not all data was available at local levels – please refer to Appendix A
“Baseline Conditions in Varna” for more information.

Additionally, note that both the financial and GHG emission assessments undertaken for
the GCAP Actions shown in Chapter 5 (with assumptions outlined in Appendix C) are
estimates. Further feasibility studies around the costs will be required following the
GCAP’s approval.

1.2. How to read this document
The GCAP has been structured into eight sections described below:

Chapter 1: Introduction – An overview of the GCAP and its purpose.

Chapter 2: The GCAP Approach – The GCAP methodology and development process
in Varna, alongside the discussion of governance bodies, stakeholder and public
engagement protocol that occurred.

Chapter 3: City Baseline – Summary of the urban environmental, economic, and urban
baseline, including the priority environmental challenges.

Chapter 4: Visions and Strategic Objectives – Setting out of Varna’s long-term vision
and medium-term strategic objectives which guide the short-term actions of the GCAP.

Chapter 5: Summary of GCAP Actions – Overview of the suite of actions, which have
been set out in sub-chapters as follows:

¶ Clean and resilient energy

¶ Data-informed industrial practices

¶ Integrated water cycle management

¶ Efficient and sustainable buildings

¶ Resilient land-use planning

¶ Circular waste practices

¶ Low-carbon and active transport

¶ Cross-cutting actions
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Chapter 6: Implementation and Monitoring – Details the monitoring and evaluation 
plan that will track implementation and impact of the GCAP.

Chapter 8: Appendices – Detailed information which has been broken down into the 
following sub-chapters:

¶ Appendix A: Baseline Conditions in Varna – Detailed overview of Varna’s 
city and environmental context, including environmental indicator data. That 
underpins the GCAP. 

¶ Appendix B: Medium priority actions – A list of the ‘medium priority’ action 
headlines. 

¶ Appendix C: Economic Calculation Assumptions – Underlying assumptions 
that make up the economic calculations accompanying the actions

¶ Appendix D: Carbon Calculation Assumptions – Underlying assumptions 
that make up the carbon emission reduction calculations accompanying the 
actions.

1.3. Spatial coverage of the GCAP
Varna Municipality is located in the north-eastern part of the Republic of Bulgaria in 
Varna Province on the Black Sea coast. While the GCAP itself focuses on actions within 
the City’s institutional mandate, some actions will require engagement of external 

stakeholders and national government as many of the environmental issues are not 
bound by municipal limits. Figure 1.1 provides an overview of Varna’s location and the 
spatial coverage of the GCAP.

Figure 1.1: Map of the Republic of Bulgaria showing the location of Varna Province and

the City of Varna.
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2. The GCAP Process
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2.1. The GCAP approach
Varna has followed EBRD’s Green Cities Programme methodology2 to develop the
GCAP. The methodology follows four steps: (i) Green Cities Baseline; (ii) Green City
Action Plan; (iii) Green City Implementation, and (iv) Green City Reporting, which are
defined as follows:

I. Green City Baseline What is the current state of the environment in Varna?

II. Green City Action Development Where do we want to go and how do we get there?

III. Green City Implementation How do we operationalise the plan and what resources

are available to assist?

IV. Green City Reporting What have we been able to achieve – and how?

i. Green City Baseline

The Green City Baseline establishes the underlying conditions in Varna that influence
environmental performance, and is informed by the:

¶ Political framework of supra-national, national, regional, and municipal legislative
and regulatory frameworks that govern environmental management.

¶ Environmental indicator data review using a ‘Pressure-State-Response’ (PSR)
framework of 70 core and 114 optional indices, providing a structured approach to
collecting trend data on the environmental condition and the sectoral drivers for
change acting upon the environment.

¶ Technical assessment of the environmental data to identify the Priority
Environmental Challenges in the city and the context of the interdependencies
within which they arise, and key existing and planned actions already in place to
address these challenges.

2 EBRD Green City Action Plan Methodology. Framework 1.
https://www.ebrdgreencities.com/assets/Uploads/PDF/6f71292055/Green-City-Action-Plan-
Methodology.pdf

ii. Green City Action Development
Green City Vision

To guide the GCAP, City stakeholders and governance bodies developed a vision
statement reflecting the Municipality’s ambitions over the next 15 or more years (see
Section 4) vision was converted to a set of strategic objectives (10 – 15 years) and
medium-term targets (5 to 10 years) against which Varna Municipality can monitor its
progress towards a Greener future.

The central part of the GCAP document are the specific actions which Varna Municipality
will implement over the next one to five years to help achieve the vision. Technical
specialists, in partnership with municipal stakeholders, developed a long list of 101 draft
actions across the eight priority sectors based on the findings of the Green City
Baseline. Each of the actions were then assessed against 12 criteria across 4 themes:
Environmental, Social, Economic, and Institutional as part of a multi-criteria analysis
(MCA), analysing their relative scale of impact to create a prioritised list of actions, split
into categories of ‘high’, ‘medium’ and ‘low’ and aligned against Varna’s Green City
strategic objectives.

Through various stakeholder engagement events and meetings with the Municipal
governance bodies (as outlined in Section 2.2), this prioritised list of 101 actions was
analysed, validated, and ultimately whittled down to a ‘final list’ of 31 ‘high’ priority
actions. These 31 actions are presented as ‘actions sheets’ in Section 5 of this report.
Additional potential supporting actions are further outlined as action headlines in
Appendix B of this report.

Types of actions

The 31 actions developed for this document are categorised into the following ‘action
types’, which are defined in more detail within Section 5:
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iii. Green City Implementation
The City of Varna will operationalise the Green City Action Plan during the Green City 
Implementation phase. Success at this stage requires the commitment of each action 
owner, as well as municipal leadership, including allocation of necessary financial and 
human resources. 

iv. Green City Reporting
The GCAP is supported by a detailed Monitoring and Evaluation Plan (see Section 6), 
which documents activities that will be undertaken to track implementation progress of 
GCAP actions, as well as the impact these actions are having on the state of Varna’s 
environment. This document sets the requirements for periodic reporting and follow-up 
actions that will be taken in response to outcomes of monitoring and evaluation (e.g. 
modification of actions that have proven less effective than expected).

2.2. Stakeholder Engagement 
Stakeholder input has been an important feature of the GCAP process in Varna. 
Stakeholders were identified and mapped at the start of the GCAP process, with an 
Engagement Plan developed.

2.2.1. GCAP Governance
The Municipality of Varna established two governance bodies for appropriate input and 
guidance during the GCAP development process: 

¶ The Steering Committee (SC), which reports to the Mayor of Varna, is 
comprised of senior Municipality officials and other key decision-makers in the 
Municipality. This group was set up to provide strategic guidance, oversight and 
ultimately approval of the GCAP. 

¶ The Technical Advisory Group (TAG) comprised of technical officers and 
sector experts across the Municipality was established to support the collection, 
analysis, and verification of evidence as well as contributions to engagement 
sessions and the development of Green City Actions. 

2.2.2. Stakeholder engagement process 
Beyond the SC and TAG, an extensive stakeholder identification process began at the 
outset of the project. As outlined in Figure 2.1, stakeholders included representatives 
from municipal government agencies, research centres and universities, civil society 
groups, private companies (e.g. factories, construction, tourism, transport, energy, and 
water), national government agencies, national utility companies and international 
NGOs. In total, 173 unique stakeholders were identified and included in the Stakeholder 
Engagement Plan. All stakeholders were invited to participate in 15 individual workshops 
across 5 key engagement stages.

During the identification of the external (i.e. non-municipal) stakeholders, the diversity of 
the individuals approached to participate in the GCAP process was a core consideration 
of the Municipality of Varna. Of the 173 stakeholders identified, 40% were female and 
60% male. Figure 2.1 outlines the split of stakeholders per sector. Approximately one-
third of external stakeholders identified attended each event. In terms of attendance at 
the core engagement events, the following gender split was observed, as outlined in 
Table 2.1, which on average shows an even 50-50 split between male and female.

Table 2.1. Observed statistics for external stakeholder attendees at core engagement events.

Stakeholder Event
Female 
Attendees (%)

Male Attendees (%)

3 x Challenge Prioritisation Workshops    
(20th September 2020)

53% 47%

Policy and Action Workshops               
(13th, 15th, 20th & 22nd April 2021)

46% 54%

Average 49.6% 50.4%
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Figure 2.1. Breakdown of external stakeholders by industry

1. June 2019 - Kick-off meeting (KOM). In country. 

The inception mission and KOM (see Figure 2.2) were held in June 2019. The KOM 
included Municipality of Varna’s officials and representatives of the EBRD and consulting 
teams. The objective of this event was to: Introduce the GCAP process and the key 
deliverables to municipal officials; highlight key environmental constraints and identify 
existing projects the GCAP should consider; identify relevant stakeholders who should 
be involved into the process.

Figure 2.2. Key stakeholders follow Hiroyuki Ito's (GCAP Manager for EBRD) presentation at

the launch event.

Source: AECOM. 2019.

2. September and October 2020 – Environmental Challenge Prioritisation 
Workshop. Virtual. 

In September and October 2020, 4 virtual workshops were held with Non-Municipality 
Stakeholders, NGO’s (non-governmental organization) and Private Organisation in 
addition the TAG. In total, 62 individual stakeholders came together across the 4 
workshops to review, discuss, and comment on the highest Green City Priority 
Environmental Challenges (PECs) for Varna, which had been identified during the 
Technical Assessment of the Green City Baseline. Additionally, stakeholders were invited 
to identify and prioritise gaps in the list of PECs (see Section 3.4 for further details). 
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Figure 2.3. Screenshot from one of the Sept / Oct 2020 Challenge Prioritisation workshops,

held on Zoom due to COVID-19.

Source: EBRD. 2020.

This workshop included two engagement activities:

Activity 1: Discussion of challenges and identification of gaps. “Poll Everywhere”, a 
real time polling website was used for active polls and discussions. Each group was split 
per sector (Air quality and GHG; Water and Soil Quality; Greenspace, Biodiversity and 
Ecosystems; Climate Change and Adaptation) and participants discussed the prepared 
list of challenges, their level of agreement with them, and whether any gaps existed in 
the challenges. Results were then presented back live (see Figure 2.3 above).

Activity 2: Review and validation of prioritised challenges per group of challenges. 
The prioritised challenges, including any that had been added in the previous activity, 
were ordered, and presented back for a round table validation activity. The Steering 
Committee received a briefing event to summarise the outcomes of the recent 
stakeholder workshops (TAG, NGO’s and Private Organisations and Non-Municipality 
Stakeholders) and review and confirm Varna’s high priority green city challenges. The 
prioritisation of environmental challenges concluded the first phase of setting the Green 
City baseline. An example of the activity completed can be seen in Figure 2.4.

Figure 2.4. Summary results of Group 1's responses to Activity 1.

Participants were asked which challenge they disagree with the most (KC = Key Challenge)

3. November 2020 - City Vision and Strategic Objectives Workshop. Virtual.

The next step in the GCAP process was the development of a long-term vision (<15 
years) and mid-term strategic objectives (10 – 15 years) spanning the following 
‘principles:’ clean and resilient energy, a connected modern and accessible city with a 
good quality of life.

The TAG came together to review and revise the city vision and strategic objectives, 
which were drafted by the consultant team – no external stakeholders were involved in 
the initial development process of the Vision. The objective of this workshop was to 
ensure that city vision and strategic objectives convey a fitting and specific message 
tailored to the environmental, social, and economic challenge of the city. This workshop 
included the following engagement activities:

Activity 1: Defining a green city vision for Varna. Through a review and active
discussion around the proposed visions, stakeholders refined and finalised the green city
vision for Varna to ensure it is responsive to the environmental, social, and economic
challenges. With the use of ‘Poll Everywhere’ a consensus was ensured for the
proposed vision.

Activity 2: Defining the strategic objectives and then medium-term targets through 
back-casting. Stakeholders were presented with an overview of back-casting 
methodology (defining a desirable future and then working backwards to identify a 
vision, that will connect the specified future to the present). They then applied it to 
develop the strategic objectives and medium-term targets per pre-defined sector.
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Activity 3: Group Discussion validating exercise. The outcome of the preliminary
vision and objectives framework was presented and validated followed by an open Q&A,
as shown in Figure 2.5.

Figure 2.5. Screenshot of the virtual workshop undertake on zoom due to COVID-19

restrictions.

Source: AECOM. 2020.

4. April to May 2021 – Action Development and Prioritisation Workshop. Virtual.

This workshop laid out a plan to improve Varna’s environmental performance through
targeted actions in relation to the priority environmental challenges and the vision and
strategic objectives identified previously. In total, 56 external stakeholders plus various
TAG and SC members, came together across 6 separate meetings to provide their
perspective and eventually agree upon on the prioritisation process for action
development, provide any suggestions of actions that Varna could incorporate within its
GCAP to achieve the vision and strategic objectives and confirm the 31 actions for
inclusion within the GCAP.

Figure 2.6. Screenshot of one of the virtual workshops held on zoom due to COVID-19

restrictions.

Source: AECOM. 2021.

2.2.3. Gender & Inclusion within the GCAP
Through the process of developing this GCAP, a number of considerations have been
taken to strengthen the issues of gender and inclusion.

¶ To encourage a balanced representation of gender at stakeholder events held
throughout the GCAP Process alongside recording and publishing the gender
balance achieved. As highlighted in section 2.2.2.

¶ To consider the impacts, both positive and negative, of the proposed actions on
gender and inclusion where applicable, as seen in the “Social Inclusion” aspects
of the “Estimated Co-Benefits” section of the action sheets in Chapter 5.

¶ To incorporate, where possible, the consideration of delivering improved gender
equality and social inclusion benefits through the practical implementation of the
actions.  This is outlined within the ‘action description’ aspect of the action sheets
within chapter 5.
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2.3. GCAP Timeline 
The below Figure 2.7, outlines the delivery timeframe of the GCAP from project inception to approval.

Figure 2.7. Varna's GCAP timeline.

Source: AECOM. 2022.
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3. City Baseline
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This chapter provides an overview of the regulatory and legal frameworks in which the
GCAP for Varna sits. It also summarises the Priority Environmental Challenges (PECs)
facing the city. A full discussion of the state of the city’s environment and the pressures
acting upon it are set out in Appendix A. The urban baseline establishes the foundation
upon which the GCAP actions were developed. It highlights that the city’s existing
infrastructure, particularly around the energy efficiency of buildings and the quality of the
potable water and wastewater systems, are placing pressures that are detrimentally
impacting air quality, greenhouse gas (GHG) emissions, and water quality in the city.
Additionally, the city lacks comprehensive planning around climate change mitigation
and adaptation, which is compounded by the lack of adequate public mass transit
options and a clear land use strategy.

3.1 City context
Varna is the third-largest city in Bulgaria, located in the north-eastern Black Sea Coastal
region. The city is situated on the crossroads between Western Europe and the Middle
East making it an important port city and a strategic transport, logistical, administrative,
cultural, academic and economic hub for the region.3 The city is referred to as the
maritime capital of Bulgaria and hosts the headquarters of the Bulgarian Navy and
merchant marine.

The City of Varna is the administrative centre of Varna Municipality and Varna Province/
region. Varna Municipality, with a population of 345,369 (NSI, 2018 data), is one of 12
municipalities in Varna Province. The area of Varna Municipality is 237.5km2, of which
the city of Varna and the resorts cover 80km2. There are four key economic areas in
Varna: the maritime industry, tourism, information, and communication technologies
(ICT) and Black Sea Energy Cluster4. In addition to these, healthcare (medicine) can
also be regarded as an industry of focus for the City.

3.2 Governance context relevant to
the GCAP

A wide range of actors are responsible for the management of environmental assets (air
quality, water use and quality, green space, biodiversity, GHG, and climate change risk)
and sectors (transport, buildings, water cycle management, industry, energy, solid waste,
and land use) that place pressure upon the environment. Understanding the relative role

3 Municipal Development Plan of Varna Municipality, 2014-2020

and priorities of these actors has a bearing on the scope of the GCAP and the
stakeholders involved in its successful implementation.

Varna Municipality is ultimately responsible for the implementation of the GCAP. Varna
Municipality is governed by the Mayor and five deputy-mayors.

The GCAP is formally adopted as an action plan and strategy document by Varna
Municipality only with the approval of the Municipal Council, which consists of 51
commissions (see Appendix B for further details). Varna Municipality will be
implementing the GCAP in accordance with both regional, national and EU legislation
and policy. As a result, other regional Municipalities, and the national government area
key stakeholders in the delivery of the GCAP. The GCAP will need to adhere to national
directives and actively involve, where appropriate, national, and regional government
departments in its proposed delivery. This GCAP identifies relevant action owners from
Varna Municipality and indicates where coordination with other local governments and
the National Ministries is needed.

Table 3.1 sets out the jurisdiction and autonomy Varna Municipality has in managing
environmental assets and pressures within its jurisdiction. This has helped shape the
GCAP to target areas where the Varna Municipality can use its role to assert greatest
influence on impact change.

Table 3.1. Legend for Municipality of Varna level of Jurisdiction over the indicator category.

High Has full autonomy to set policy and/or make investment decisions.

Medium City level has autonomy to set policy and/or make investment
decisions around some aspects of the category, but within the
context of policy and practice set by national government
ministries/committees.

Low No Autonomy to set policy and/or make investment decisions. The
city’s main vector to influence policy and investments is advocacy.

Source: AECOM, 2020.

4 Varna baseline Assessment and Pestle analysis, 2017 – Transition of EU Cities Towards a New
Concept of Smart Life and economy.
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Table 3.2. The level of jurisdiction of Varna Municipality over key environmental indicators

‘State’ 
Indicator 

Local Governance Arrangements

Air quality The Mayor of Varna Municipality, the Director of the Directorate “Engineering,
Infrastructure and Landscaping” and the Municipal expert “Noise and Atmospheric
Air” are the municipal administration representatives directly responsible for the
implementation and development of policies and plans for improving air quality. At
the national level, air quality issues fall in the remit of the Ministry of Environment
and Water. Bulgarian air quality regulations follow the EU Standards and
objectives.

Biodiversity
and
ecosystems

Biodiversity is regulated, monitored, and controlled at the regional level, rather than
the municipal. The regional department of Ministry of Environment and Water
(MOEW), Regional Inspectorate for Environment and Water (RIEW) Varna
oversees monitoring compliance with the laws and programmes for biodiversity in
Varna Municipality. Water bodies and sea water quality and ecosystems are
regulated by the Black Sea Regional Directorate. The municipal entities which
regulate biodiversity and ecosystems locally are the Commission on
“Environmental Protection and Restoration” and the Municipal department
“Management of Security and Order” – “Environmental Control”. The Ministry of
Environment and Water (MOEW) and the Ministry of Agriculture, Food and Forests
(MAFF), provide governance on a national level.

Soils Regional Governors develop and implement five-year soil conservation,
sustainable use, and restoration programs for their region in accordance with the
national programme. A Regional Development Strategy for Varna Region 2014-
2020 is the current strategy document. Monitoring and compliance regarding soil
quality control for Varna Municipality is performed locally by RIEW Varna. The
MOEW is responsible for soils in the Republic of Bulgaria. The national policy on
soil protection is developed by the Ministry in accordance with EU legislation.

Greenhouse
gases/climate
mitigation and
disaster risk

The MOEW is responsible for the design and implementation of climate change
policy, with its administrative unit, the Executive Environment Agency carrying out
coordination and management functions within the ministry. The Regional
Inspectorate of the Ministry of Environment and Water regulates and monitors
compliance with the national policies on emissions and climate change.  Disaster
risk is under the jurisdiction of the Ministry of Economy and is governed by the
Disaster Risk Protection Act.

Water quality,
supply,
sanitation, and
drainage

The MOEW is the responsible body for ensuring sustainable management of water
resources. The ministry is assisted by four Basin Directorates that perform
management and control functions and are responsible for developing and
updating the River Basin Management Plan, Flood Risk Management Plans and
Marine Strategy. The municipality has its own strategy and priorities regarding this
indicator which is reflected in its local environmental protection programme.

‘Pressure’ 
Indicator Local Governance Arrangements

Land use Varna Municipality is responsible for drafting local development plans. The
Architecture and Urban Planning Department issue permits for construction
development projects. Land use planning and status decisions are regulated by
the Varna Municipality Department of Architecture and Urban Planning.
Additionally, land use decisions must be approved by the Mayor of Varna
Municipality, the Mayors of mayoralties within the municipality and the
Commission on “Environmental Protection and Restoration” and the Municipal
Council.

Transport
The Varna Municipality Department of Engineering Infrastructure and
Landscape implement the actions of the Development Plan for Varna
Municipality. The limited liability public company ‘Gradski Transport’ is the legal
entity that manages public transport, and related activities.

Buildings The Chief Architect is responsible for buildings in Varna. This is a specific
designation for municipalities in Bulgaria, where a responsible party is elected
by the Mayor to supervise compliance with the national Spatial Planning Act,
and all related activities.

Industries
There are five industrial zones in Varna Municipality in which the development
of the main industrial manufacturing, logistics and warehouse storage is
concentrated. The Ministry of Economy zones these according to those rules
stated under ‘land use.’ The RIEW is responsible for monitoring emissions/
pollution levels.

Energy The energy sector in Bulgaria is under the jurisdiction of the Ministry of Energy.
The Sustainable Energy Development Agency (SEDA) is the executive agency
within the Ministry of Energy and is responsible for developing the relevant
national programmes in line with national policy and relevant EU directives.
The role of regional government is to facilitate and coordinate the
implementation of national programmes. At the local level, the municipality has
its own strategic and planning documents and is committed to reduce its CO2

emissions.

Solid waste The MOEW sets the policy on waste management. The regional branch of the
MOEW – RIEW Varna – ensures that waste disposal in the municipality is
compliant with national regulations. RIEW Varna performs the monitoring
functions set forth by the Ministry and reports the results back to the Executive
Environmental Agency.
It is  the responsibility of the Mayor to develop a municipal waste management
plan in line with national legislation.
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3.3 Environmental baseline
This section summarises the state of Varna’s environment, the pressures that are 
underlying this state, and any existing actions occurring in Varna that attempt to address 
these pressures. The Green City baseline and the state of the environment was 
determined as part of the Technical Assessment component of the GCAP. The 
Assessment used EBRD’s Pressure-State-Response framework (see Figure 3.1) to 
identify and assess a series of 70 core and 114 optional indicators. 

3.4 Developing the Priority 
Environmental Challenges

The key outcome of the Technical Assessment was a set of 22 Priority Environmental 
Challenges (PECs) as outlined in Table 3.3, which provided the basis on which the 
Green City Actions were developed. Each PEC has been linked to the appropriate 
pressure and response sector (as outlined in Table 3.2) by the associated logo. The 
prioritisation approach is summarised as follows:

1. Challenges: Using the conclusions drawn from the Technical Assessment, a 
technical team developed a number of challenges using route cause analysis. 

2. Scoring: In order to prioritise the challenges, a multi-step scoring methodology 
was applied. 

a. Indicator Performance Score: Each challenge was developed against the state 
indicators in the Indicator Database, where 1 = Good performance and in line 
with international standards; 2 = insufficient performance and cause for concern; 
and 3 = low performance and in need of critical attention. 

b. Initial Score: The project team then developed an initial performance score (1 to 
3) using a multi-criteria analysis (MCA) approach against the following two 
criteria; ‘importance of the challenge to Varna and ‘ability of the municipality and 
partners to positively influence this challenge’.

c. Revised Score: The outcomes of the initial scoring undertaken by the GCAP 
project team, were then presented to the City stakeholders in a number of digital 
workshops. These stakeholders provided comment on the ‘initial scoring’, 
applying local context against the MCA criteria. This resulted in a “revised score” 
for each of the environmental challenges addressed by the stakeholders. 

d. Total Score: The ‘total score’ was calculated by combining the ‘indicator 
performance score’ with the ‘initial score’ and the ‘revised score’. The ranking 
from high to low priority challenges was based on the below point system. 

High priority challenge 7 – 9 points

Medium priority

challenge
5– 7 points

Low priority challenge 3 – 4 points

e. Workshops: In order to develop a revised score (in line with 2c), a workshop was 
held on 28th September 2020 with the Municipal TAG; followed by three non-
municipality stakeholders (Public Agencies, NGO’s and local businesses and 
institutions) workshops on the 30th September 2020. The GCAP SC was then 
briefed on the outcomes of the engagement. 

Figure 3.1. Pressure State Response (PSR) Framework
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Table 3.3. Priority Environmental Challenge and associated environmental indicators.

PECs Related ‘State of the Environment’ indicators

Industry
C.1: Lack of comprehensive air quality
data to understand the spatial extent
and severity of the problem

¶ Average annual concentration of PM2.5
¶ Average annual concentration of PM10
¶ Annual CO2 equivalent emissions per capital

C.2: Lack of regular monitoring and
reporting of waste streams from
industries and associated
environmental impact

¶ Concentration of mercury in soil

C.3: Lack of sewerage and stormwater
infrastructure in parts of the
municipality

¶ Biochemical Oxygen Demand (BOD) in rivers
and lakes

¶ Ammonium (NH4) concentration in rivers and
lakes

¶ Nitrogen concentration in rivers and lakes
(additional indicator)

C.4: Ageing and/or capacity
constrained wastewater treatment
plants

¶ Biochemical Oxygen Demand (BOD) in rivers
and lakes

¶ Ammonium (NH4) concentration in rivers and
lakes

¶ Nitrogen concentration in rivers and lakes
(additional indicator)

 Water Cycle Management

C.5: Lack of whole water cycle
management

¶ Biochemical Oxygen Demand (BOD) in rivers
and lakes

¶ Ammonium (NH4) concentration in rivers and
lakes

¶ Nitrogen concentration in rivers and lakes
(additional indicator)

C.6: Lack of resilience planning for
water and wastewater infrastructure

¶ Estimated economic damage from natural
disasters floods droughts earthquakes etc. as a
share of GDP

C.7: Depreciated potable water
infrastructure impacting water quality

¶ Biochemical Oxygen Demand (BOD) in rivers
and lakes

¶ Ammonium (NH4) concentration in rivers and
lakes

¶ Nitrogen concentration in rivers and lakes
(additional indicator)

C.8: Absence of monitoring and
management process of fresh and
marine water pollution

¶ Biochemical Oxygen Demand (BOD) in rivers
and lakes

¶ Ammonium (NH4) concentration in rivers and
lakes
Nitrogen concentration in rivers and lakes
(additional indicator)

Buildings

C.9: Poor energy performance of
buildings

¶ Annual CO2 equivalent emissions per capita

C.10: Lack of rainwater recycling in
existing building level design

¶ Water exploitation index

 Energy
C.11: Reliance on fossil fuel electricity
generation and low uptake of
renewables

¶ Annual CO2 equivalent emissions per capita
¶ Average annual concentration of PM2.5
¶ Average annual concentration of PM10

C.12: Reduced public awareness on
the opportunity and benefits of
renewable energy technologies

¶ Annual CO2 equivalent emissions per capita

C.13: Absence of incentives for
developments to use renewable
energy sources

¶ Annual CO2 equivalent emissions per capita

 Land Use

C.14: Lack of holistic strategy for land-
use planning

¶ Open green space area ratio

C.15: The Urban Heat Island effect
¶ Open green space area ratio

 Solid Waste
C.16: Incineration of solid waste ¶ Average annual concentration of PM2.5

¶ Average annual concentration of PM10

C.17: Illegal Dumping of solid waste ¶ Concentration of mercury in soil

Transport
C.18: High private vehicle uses and
emissions from ageing vehicle fleet

¶ Average annual concentration of PM2.5
¶ Average annual concentration of PM10

C19: Lack of alternative low-carbon
mass transit and active mobility
options

¶ Annual CO2 equivalent emissions per capita

 Cross-cutting

C.20: Lack of adaptation strategy/plan
and requisite institutional structure

¶ Estimated economic damage from natural
disasters floods droughts earthquakes etc. as
a share of GDP

C.21: Lack of Greenhouse Gas
emission data collection process and
analysis

¶ Annual CO2 equivalent emissions per capita

C.22: Heightened noise pollution
¶ No relevant indicators in the indicator

database.
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4.Vision and Strategic 
Objectives














































































































































































































































































