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Executive Summary 

During winter, the pressure on services, especially the Health, Social Care and other Public 

Services, have traditionally been stretched to near breaking point.  This winter will see the country 

responding to COVID-19 and Brexit, in addition to the normal winter pressures. 

 

Responding to two or more concurrent incidents is significantly more complex and requires more 

resources than responding to separate incidents in series.    It should be noted that individual 

agencies current capacities and resources have changed due to the response to COVID-19, with 

their current levels untested.  

 

The longer COVID-19 countermeasures are applied, with a desire to restore Business as Usual 

activities, there is a reduction in the capability of organisations for dealing with a range of incidents 

including major incidents, that may occur.     

 

The following assumptions are proposed for organisations in Cumbria as the basis for plans and 

preparations:  

 

1. COVID-19 will require the commitment of resources for the provision of response, 

stabilisation and recovery. This will degrade the capabilities of responder organisations 

and will remain a significant factor in the operational environment for a further 18 

months  

2. The proximity of Brexit is now fixed and further impacts will emerge over the next 6 

months. Consequences of Brexit will continue to be felt over a much longer period 

3. Winter pressures for 2020/21, such as flooding and pressures on the Health, Social 

Care and education sectors will be heightened due to COVID-19.  

 

Cumbria has developed its approach to concurrency over the past 10 years and there is therefore 

a level of confidence to suggest that Cumbria is prepared for concurrent incidents in the following 

circumstances: 

1. No more than 3 incidents (COVID-19, Brexit +1) are experienced concurrently. 

2. The duration of concurrency does not exceed 24 hours. 

3. The compound impacts are relatively localised and relatively small (i.e. 

evacuation <100 households). 

4. There is very limited recovery required. 

 

These planning assumptions encompass very serious incidents and cover the majority of the 

incidents that have been experienced in Cumbria. 
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Beyond these assumptions the following mechanisms are expected to be available 

to be called upon as necessary: 

1. Mutual aid between Cumbrian responding organisations. 

2. National and regional resources including mutual aid from outside the county. 

3. Military aid 

 

These mechanisms have been successfully used in previous Cumbrian incidents such as the 2015 

Floods and the Beast from the East storms. 

 

This document looks at the capabilities, constraints and risks and recommends the most 

appropriate adaptations and structures to collectively address concurrent incidents.  

 

This document and approach will continue to be developed as the operating environment evolves.  

This approach is seen as critical to provide public safety, match public expectations and thereby 

retain public confidence. 

 

Summary of Recommendations  

 

Recommendation 1  

 

The approach outlined be adopted and communicated to all senior leaders and those who may 

be responsible for organisation plans and preparedness.  Plans should be adapted, and partners 

approached, in additional preparation for any early requirement for mutual aid in a concurrent 

incident scenario. 

 

Recommendation 2 

 

A Cadre of Suitably Qualified and Experienced People be identified within Agencies to fill key 

multi-agency posts during concurrent incidents.  These posts would include: 

• SCG Chair  

• TCG Chair 

• SMAC chair 

In the event of a long duration or complex parallel incidents, those fulfilling the roles as part of a 

cadre, should be effectively transferred to perform this as their primary role.   

 

Recommendation 3 

 

The structures be formally adopted by the Cumbria Resilience Forum Programme Board.   

The Cumbria Emergency Plan be adapted with a specific concurrency appendix developed for 

the Cumbria Emergency Plan Coordination Section. 
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Recommendation 4  

 

The 9 identified scenarios be prioritised for organisational concurrency planning, and any 

interdependence issues escalated through the relevant Cumbria Local Resilience Forum Groups 

or Sub-groups.  

Recommendation 5 

 

All organisations within Cumbria Resilience Forum be encouraged to update their response and 

business continuity plans and arrangements, having regard to Power outage and Cyber-attack 

scenarios, ensuring that default actions, behaviours and countermeasures are well understood in 

all levels of the organisation. 

 

Recommendation 6  

 

In addition to preparations for the risks and threats on the Community Risk Register and the 

alignment with the Common Consequences, organisations are recommended to review and 

address the risks noted in Section 6, by applying them to multi-agency Response and internal 

Business Continuity plans. 
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1. Introduction 

It is clear that COVID-19 is going to continue to degrade emergency response capabilities in both 

public and private sector organisations, as well as Cumbria’s communities.   When looking forward 

to managing a number of concurrent incidents, reduction in capability will increase difficulty, 

complexity and resources required, in a non-linear, possibly exponential fashion.  

 

This impact on the ability to respond to parallel incidents or combinations of incidents needs to be 

understood.  To address this, the paper describes a set of planning assumptions based on current 

capacity and capability.  There are two additional sets of planning assumptions that describe how 

Cumbria may have to degrade gracefully as the scale and complexity of the incidents are 

increased due to concurrency. 

 

The Planning Assumptions are designed to provide a reasonable and “as simple as possible” 

explanation of the preparedness and ability to respond to a number of potential concurrent 

incidents, whilst continuing to respond, stabilise and recover from COVID-19.   

 

The impacts of Brexit may also have an effect on capabilities, the extent of which is currently 

unclear. 

 

Alternatives to this approach were considered.  A multi-agency stress testing exercise was 

considered, but ultimately rejected, due to the current restrictions on resources for planning, 

running and participating in such an exercise. 

 

Moving into the winter of 2020/21, it is critically important to have a clear understanding of what is 

possible for organisations within the new “Business as Usual” setting.  The assessment of the 

extent to which concurrent incidents would degrade capabilities becomes essential for partner 

organisations.  The review and update of Business Continuity plans based on what might be 

reasonably expected becomes essential. 

 

In January 2020 there was very little understanding of COVID-19 and organisations had a relatively 

normal, fresh capacity to respond.  The capacity is clearly not the same going into the Winter 

2020/21, despite our increased knowledge of COVID-19 and our adaptation to it over the last eight 

months.  
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2. Approach 

To communicate the current capability to respond and how additional incidents degrade the ability 

to respond to each incident, the following approach with planning assumptions is proposed. 

 

This approach is based on the adaptation of existing plans, the learning from both Cumbrian 

reviews of COVID-19 and of concurrent incidents, national guidance and national debriefs.   

 

The National Risk Assessment (NRA) describes single risk or threat scenarios, where the 

Reasonable Worst-Case Scenarios (RWCS) are described. Within scenarios, there are a range of 

complexities and scale of impacts that could be experienced.  More detail on the specific scenarios 

can be found later in this document. 

 

The approach uses three levels of planning assumptions that grow in complexity, scale and 

resource requirement.    They start close to the ever moving “where we are today” and escalate to 

incidents that go beyond Cumbria’s capabilities to manage.  The approach looks to give a clear 

degradation path.  This is to ensure that the response degrades gracefully rather than allowing the 

introduction any “cliff edge” effects. 

 

Actual incidents with small deviations from these planning assumptions leading to greater impacts 

may escalate the seriousness of any given combination of incidents significantly. 

 

This document is intended to provide a methodology applicable for a period up to July 2021 and 

therefore looks to provide guidance that covers both initial Brexit impacts and incidents that have 

stronger links with winter e.g. Adverse weather, Influenza, or Flooding. 

 

The 3 levels of planning assumptions that are within the approach can be summarised as: 

 

 

1) Current:  What can be reasonably expected of organisations operating 

with the currently planned team of responders.  

 

2) Cumbrian mutual aid:  What can be reasonably expected with the 

organisations in Cumbria supporting each other with mutual aid, where one or more 

organisation is in need of external assistance. 

 

3) Complex and national support:  What situation would require 

Cumbria to request assistance from National Resources (e.g. Fire National 

Resilience Team Military Aid to the Civil Authorities (MACA) and/or mutual aid from 

beyond its borders.) 
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3. Concurrent Incident Planning 

Assumptions  

Within this approach the planning assumptions must be tested by all partner organisations to 

assure themselves that they are both reasonable and practicable.  They should be reviewed and 

adapted with significant changes to the operating environment and resources experienced or 

forecast. 

 

Assumptions are, by their nature, generalisations and do not list every dimension or detail of an 

incident, as this would not be practicable or useful.  Scale of impacts are discussed later in this 

document and the definitions of complexity or diversity of impacts will depend on the nature of the 

combination of incidents. 

Current:   Responding with our currently planned teams of responders  

1) COVID-19 + Brexit + 1 incident concurrently and with uncomplicated impacts. 

2) Impacts very localised, in a small geographical location. 

3) Duration: < 24hours. 

4) Small scale impacts 

5) Very limited recovery activity necessary. 

 

Historical examples Impacts Date 

Workington Nightclub Fire 100 households evacuated 
Single property Fire 
Unsafe building removal 

30th May 2020 

   

Cumbrian mutual aid: Mutual Aid within Cumbrian agencies 

1) COVID-19 + Brexit + 1 incident concurrently 

2) Impacts are localised. 

3) Medium scale impacts. 

4) Out of hours. 

5) Local Community Emergency Groups are activated, with some activity. 

6) More complex risk and/or impacts. 

7) Lack of clarity/difficult initial Situational Awareness. 

8) Duration: Incident of < 48 hours. 

9) Limited recovery activity. 

 

Historical examples Impacts Date 

Millom Floods Surface water flooding 
200+ household evacuation 

30th September 2017 
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Complex and national support: Out-with Cumbria and National 

Resources 

1) COVID-19 + 2 or >2 concurrent incidents with diverse impacts. 

2) Security/Threat scenario for one of the incidents 

3) Complex impacts e.g. Loss of power, ICT and Comms. 

4) Duration >48 hours of concurrency. 

5) High Level of dependency on Civilian Responders and the Communities respond to 

augment the early response activities. 

6) Staffing of the statutory agencies are directly affected by the additional incident. 

7) Large Scale impacts. 

 

 

Historical examples Impacts Date 

Storm Desmond  Fluvial and Surface water flooding 
Wide area impacts 
 

December 2015 

Beast from the East Snow +  
Multiple Impacts (See Appendix A) 

March 2018 

   

 

If any one of the planning assumptions is matched, it becomes possible that the response required 

would involve a higher level of cooperation and mutual aid. 

 

Communicating and testing these planning assumptions within an organisation is recommended as 

this would assist in the development of internal plans and procedures. Current progress on work 

packages to support this concurrency approach can be found in Appendix D. 

 

It must be emphasised that there is a significant difference in the response required depending on 

the nature of the incidents.  The complexity is also very much scenario dependent.  For example, a 

loss of water distribution is very much more complex to manage if combined with Snow and cold 

(Severe Weather) than it is during Heatwave (Severe Weather).  Both are difficult to respond to but 

there is significantly more complexity in the first and this may not be immediately apparent.  

 

Within the suggested approach there should be an acceptance that there are nuances that need to 

be addressed and adapted to match unique combinations. 

 

Taking the first 50 risks listed in the Community Risk Register would give ~ 3 x 1032 different 

possible combinations and it is therefore neither appropriate nor practical to plan for every possible 

combination. Therefore, it is important to acknowledge the understanding that different risks can be 

expected to generate predictable ‘common consequences’ for which contingencies have been 

developed (see section 5). 

 

Capability mapping when done well, is attractive, could support the planning assumptions and can 

be effective in controlled environments.  Like Common Consequences, Common Capabilities may 

be a more proportionate approach in the multi-agency environment.   However, in this dynamic and 

potentially complex environment it has not been recommended, due to resource constraints. 
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Recommendation 1  

 

The approach outlined be adopted and communicated to all senior leaders and those who may 

be responsible for organisation plans and preparedness.  Plans should be adapted, and partners 

approached, in additional preparation for any early requirement for mutual aid in a concurrent 

incident scenario. 
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4. Structures 

To support the approach outlined the existing doctrine of response means that the following is 

recommended as the concurrent response structure during COVID-19. 

 

 

Principles: 

Strategic Coordinating Group 

• There will be one Strategic Coordinating Group.  

 

• The Strategic Coordinating Group will be the multi-agency group that prioritises across all 

different incidents and is responsible for allocating all available, scarce resources.     

 

• Members of the Strategic Coordinating Group are those with the authority to commit, direct 

their organisation’s resources and agree to the - often difficult and occasionally not aligned 

with the organisation's primary purpose - collective priorities. 
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Tactical Coordinating Groups 

• There will be Multiple Tactical Coordinating Groups (TCGs) and may be incident based 

or possibly location/place centric in line with the JESIP principles. 

 

• There may be an overarching Tactical Coordinating Group that has representation from 

all Tactical Coordinating Groups to manage competing Tactical issues, e.g. Transport, 

Logistics, Telecommunications. 

 

Operational Coordination Groups and Forward Control Points. 

• There will be little or no change to the local structures.  

Shared Subgroups 

• SMAC:  The coordination of all multi-agency public communications will be the 

responsibility of a single Strategic Media Advisory Cell (SMAC). It is anticipated that in 

complex concurrent incidents SMAC incident-specific subgroups may be required.  The 

SCG may choose to delegate the signoff of public communications to the independent 

SCG chair or the SMAC chair. 

 

• STAC:  There may be multiple Scientific and Technical Advice Cells (STAC).  These 

may be incident and/or subject specific and/or regional.  Each STAC chair will have a 

place at the Strategic Coordinating Group.  

 

• Community:  Community subgroups will be based on geography, therefore area  

based, not incident or subject matter based, thus providing the public with one place for 

all community-centric coordination. These will continue to feed into Operational 

Coordinating Groups or Tactical Coordinating Groups. 

 

• MAIC   There will be one Multi-Agency Information Cell.  This will provide a single point 

of situational awareness.  However, specialist MAIC subgroups may be required where 

there is no obvious overlap between incidents, which will feed into the MAIC. 

 

• Other subgroups would be established as required, their function being dictated by the 

different nature and interaction of the incidents being responded to.  e.g. PPE or 

Transport subgroups may be shared across all incidents. 

 

Staffing Implications Multi-Agency Structures 

 

One of the key areas that needs to be considered is the staffing of multi-agency roles as a priority, 

beyond the individual organisational priorities dictated by statutory obligations for coordination and 

cooperation.   Without effective multi-agency leadership, the coordination of all the incidents would 

be severely hampered.  A multi-agency cadre is proposed as being the best use of the broad range 

of available professional competencies, with a balanced understanding of subject matters.  
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Only a Suitably Qualified and Experienced Person (SQEP) should be considered for the multi-

agency roles, just as Suitably Qualified, Experienced and Empowered People (SQEEP) should be 

representing organisations in the multi-agency environment until we are stretched beyond our 

planning assumptions.   Depending on the combination of incidents it may be advantageous to 

deliberately avoid using individuals with specialist or technical knowledge that is particularly 

pertinent to the response on any given incident.  For example, consider not using an organisation’s 

ICT Director as the organisation’s Gold or as the SCG chair in a Cyber Attack incident. 

 

This will avoid Double or Triple “Hatting” key individuals which is a key lesson identified in the 

recent debriefs such as the Kerslake report.  

 

Multi-agency coordination support cadres should also be considered. 

 

Cadre’s also can be planned and developed to protect the wellbeing of those leading a multi-

agency role, in a combination of concurrent incidents.   

 

Recommendation 2 

 

A Cadre of Suitably Qualified and Experienced People be identified within Agencies to fill key 

multi-agency posts during concurrent incidents.  These posts could include: 

• SCG Chair 

• TCG Chair 

• SMAC chair 

In the event of a long duration or complex parallel incidents, those fulfilling the roles as part of a 

cadre, should be effectively transferred to perform this as their primary role.   

 

 

Procedures 

• Alerting and activation will take place for each new incident, with positive contact via the 

existing alerting cascade. 

• For concurrent slow burn incidents there will be no Multi-Agency Assessment 

Teleconferences (MAAT) but an operational or tactical coordinating group (TCG/OCG) will 

be formed for that incident and report accordingly into the existing Strategic Coordinating 

Group (SCG). 

o Flood Advisory Service Teleconferences are outside the remit and control of the 

Local Resilience Forum and would be expected to continue independently.  

• Strategic Coordinating Group objectives will be reviewed and amended accordingly to 

incorporate objectives particular to each concurrent incident.  

• Battle Rhythms may need to adjust and will work at the pace of the fastest moving incident, 

whilst balancing the needs of the concurrent incidents. 

• Key roles should be considered and staffed as early as possible. 

• All Coordinating meeting agendas will remain flexible and adapt to the incidents’ needs. 
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An Aide Memoire for concurrent incidents could be developed and examples that could be 

developed are shown in Appendix B 

Recommendation 3 

 

The structures be formally adopted by the Cumbria Resilience Forum Programme Board.   

The Cumbria Emergency Plan be adapted with a specific concurrency appendix developed for 

the Cumbria Emergency Plan Coordination Section. 

 

 

Example structures for internal organisational planning purposes can be seen in Appendix C. 
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5. Risks, Threats, Common Consequences 

1+ 1≠ 2 

One plus one does not always equal two, particularly when planning resources to respond to 

incidents that occur at the same time.  It often requires much more than twice the effort to resolve 

and manage them.  The complexity introduced by having more than one incident may require 

upwards of three to ten times the resources to bring the incidents to resolution. 

 

Many incidents have multiple impacts, and this may also increase the degree of complexity 

involved and be significantly harder to manage.  An example of the multiple impacts experienced 

during the Beast from the East Storms in Cumbria are in Appendix A.  This demonstrates the 

diversity of compounding impacts that may need to be managed in a single incident. 

 

The resource requirement in a combination scenario with concurrent incidents and a multiplicity of 

diverse compounding impacts is not a linear extrapolation from a single incident. 

 

Depending on the combination scenarios the resource requirements can increase exponentially 

and jump in orders of magnitude.    

 

Often concurrent incidents require the use of mutual aid.  Suffice to say that in the era of COVID-

19, with prevalent uncertainties around Brexit and the coming winter, it is important to remember 

that in this context with reduced and fatigued resources 1+ 1≠ 2 and more importantly 1+ 1+ 1 >>3. 

Scenarios 

A list of scenarios has been prioritised below, based on existing COVID-19 situational awareness, 

foresight of the proximity of Brexit and winter, regulatory and lead government department 

expectations and the Cumbria Community Risk Register (developed from the National Risk 

Assessment).   

 

It should be noted that there are no Brexit Planning Assumptions that have been shared with 

Cumbria. 

 

The 9 scenarios identified below, give 181,440 different combination possibilities. 

 

Base scenarios: 

1) COVID-19 

2) Brexit 

 

Winter 

3) Severe weather: Cold/Snow 

 

Cumbria Risk Register 

4) Pandemic influenza 

5) Flooding 

6) Loss of power 

Cumbria’s Common Consequences 

7) Evacuation and Shelter 

 

Lower frequency, regulated 

8) Terrorism/Security 

9) Nuclear 
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Exceptions 

The following scenarios have been excluded as having been assessed as not likely to have a 

significant impact within Cumbria, but which are assessed as having significance at a national 

level: 

• Refugees 

• Influx of British Nationals 

 

Uncertainties and Confidence levels 

There are significant levels of uncertainty around several of the scenarios. It is considered 

important to list the scenarios where there is a low level of confidence in the forecast of proximity 

or impact.   

 

The key scenarios for Cumbria for which this is an issue are: 

• Brexit 

• Terrorism 

• Space weather 

• Personal/Consumer behaviour 

• Pandemic Influenza ( in conjunction with the evolving COVID-19 situation) 

 

Scale 

All of the scenarios have a variety of scales which can change the level of effort and scale of 

resources needed in responding to concurrent incidents. 

 

As such a simplification has been used to describe 3 scales for each of the different scenarios 

noted. 

 

Scale 1  Small:  Small impacts restricted to a localised area - e.g. Millom Flood 2016 and the 

evacuation of up to 100 households. 

 

Scale 2 Medium: Reasonable Worst-Case Scenario.  Large impacts - e.g. Evacuation of 100-

1,000 households. 

 

Scale 3  Large:  Going beyond reasonable assumptions with very low likelihood/very low 

frequency - e.g. Fukushima Tsunami, Flooding 2015 and evacuation of more than 

1,000 households 

 

Recommendation 4  

 

The 9 identified scenarios be prioritised for organisational concurrency planning, and any 

interdependence issues escalated through the relevant Cumbria Local Resilience Forum 

Groups or Sub-groups.  
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Duration as the 4th Dimension 

It is acknowledged, by including Duration in the presented planning assumptions, that extended 

duration incidents place additional stresses on responders.   

 

Even before COVID-19 it was acknowledged that, with the exception of the Emergency Services, 

there were few responding organisations within Cumbria that could easily respond and generate a 

response on a 24 x 7 x 52 basis or sustain >48 hour response.  

Additional scenarios for concurrency planning 

The key question is how to plan for specific occurrences.   Some of the scenarios have already 

been addressed by specific plans within the LRF’s Cumbria Emergency Plan. These can be 

implemented as the basis for response actions. 

 

However, many incidents share impacts in common.  Addressing “Common Consequences” is 

considered to be the best approach to being prepared.  However, there are two key exceptions, 

particularly relevant during COVID-19: 

 

1) Power loss:  A UK wide, or near UK, wide area outage of power requires all organisations 

to have communicated some default behaviours and procedures to enable coordination and 

implement countermeasures.  All organisations should be able to assure themselves that 

with the loss of power (and therefore loss of communications) that those delivering critical 

services are aware, prepared and drilled in Business Continuity arrangements. 

 

2) Cyber-attacks:  Cyber is not a risk that has been particularly rising in the National or 

Cumbrian Community Risk Registers, but during COVID-19 there has become a 

prevalence of attacks, notably against Educational establishments, exploiting the diversion 

of attention due to significant pressures faced by organisations whilst delivering services, 

both remotely and by returning to physical locations, during COVID-19 .    

 

As society and organisations improve their efficiency and effectiveness, their reliance on 

technology grows.    It is also well understood that when this is done well it becomes more 

transparent and less visible to organisational leaders, until failures occur. 

 

ICT departments have, rightly used COVID-19, to Leapfrog generations of technology, 

implementing new ways of working to support their organisations.  This in many cases was well-

needed modernisation but means that there is an increased reliance and dependency on ICT, 

which may not yet have been recognised. 

 

It could be the case that this paradigm shift in using technology has led senior leaders 

sleepwalking into a dependency that is not yet robust. 

 

As the vectors of cyber-attacks have become more numerous during COVID-19, and as 

organisational vulnerability to power supply interruptions is increased, it is essential that 

organisations respond by updating their business continuity plans, fall-back arrangements and their 

people’s training as a matter of urgency. 
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Recommendation 5 

 

All organisations within Cumbria Resilience Forum be encouraged to update their response and 

business continuity plans and arrangements, having regard to Power outage and Cyber-attack 

scenarios, ensuring that default actions, behaviours and countermeasures are well understood in 

all levels of the organisation. 
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6. Risks Inherent to the Approach 

There are a number of risks inherent to the recommended approach.  The identification of all the 

risks to this is acknowledged to be incomplete and will further evolve as the approach is socialised 

and embedded.  The purpose of identification of specific risks herein is to prompt organisations to 

try to identify their interdependent risks. 

 

By identifying the risks, it is hoped that it provides some foresight and gives organisations the 

knowledge and impetus to mitigate them.  

The Lure of Business as Usual 

There is a great temptation and desire to return to the way things were.  To start areas of work that 

had been put on hold to support the COVID-19 response and to attempt a feeling of normality after 

six months of disruption. 

 

This is entirely understandable, and the easiest route is to be seen to push hard and support this 

approach.  However, this not only has a serious impact on the resources available to address both 

the Stabilisation phase and recovery from COVID-19, but also limits the flexibility going into future 

waves and outbreaks.  The next 18 months appears to require organisations to be reset to an 

agile, flexible, and more adaptable, stance, rather than seeking a return to the status quo ante.  

 

All the Re-s (Restart, Relaunch, Reset...) should be strongly align with the Strategic objective of 

getting through COVID-19 saving lives until a long term solution (treatment, vaccine, mutation, ...) 

etc., transpires.  

Resources 

It is perhaps reasonable to suggest that current resourcing levels are fragile and significantly less 

robust than they were a year ago (September 2019).  Any changes to the resources available may 

give extra sensitivity and require a change to the trigger levels for mutual aid in the planning 

assumptions.  The changing resources should be noted and effect on the Planning Assumptions 

agreed dynamically by the Strategic Coordinating Group. 

 

As with many other emergencies there are pressures with resources which lead to risk.  

Considering concurrency of incidents in the COVID-19 era there are 3 which are worthy of further 

consideration:   

Long COVID-19 

For many individuals the risk of Long COVID-19 has been a very frightening outcome since the 

start of the outbreak.  Many in the “vulnerable” groups showed immediate concern related to the 

potential long-term impacts of COVID-19. 

 

The British Medical Journal (BMJ) offered a definition of Long COVID-19 in September 2020 as: 

“not recovering [for] several weeks or months following the start of symptoms that were suggestive 

of COVID-19, whether you were tested or not.” 

 

It may be that this definition itself is too limited and that we see Long COVID-19 affecting victims 

for years, not just weeks and months. 



 

Page 20 of 28 

 

Organisations have already been able to identify some limited indication of Long COVID-19, in 

parts of their workforce already.   Clearly this group will grow. HR policies are therefore likely to 

have to adapt.  However, the impact trend as it applies to key responders could be significant in 

the future.  

 

The implications on organisations and the ability to respond to concurrent incidents in the future is 

something that should be noted as an initially small, but growing risk.   It should also be noted that 

this is separate from the psychological impacts on those responding to COVID-19, which may also 

come to the fore over time.  

Competing Demands on Resources 

There is a danger that there are multiple demands on available resources.  For example, services 

such as County Council Trading Standards and District Council Environmental Health resources, 

on top of Business as Usual roles, were and are deployed on COVID-19 related tasks, e.g. Test, 

Track and Trace, or enforcement of containment measures. 

 

Such staff may, during the response to concurrent incidents, may be needed to fulfil new tasks 

such as Covid Wardens on top of Business as Usual roles or assisting in Reception Centres during 

flooding. Responder welfare must remain paramount at these times. 

Churn and Talent  

During the COVID-19 pandemic, a number of key personnel, with specific emergency skills and 

experience, have left or are leaving Cumbria from a variety of Cumbrian responder organisations.  

This churn has, and will continue to have, an impact on the capability and capacity to respond to 

COVID-19 and future concurrent incidents. 

 

At the same time, there have not been resources available for the necessary on-going training, 

exercising, development and drilling for emergency response.  The loss of skills, and associated 

fade in institutional memory, is likely to be significant. 

 

Some transferable skills and some new skills, particularly in technology and civic leadership, and 

business process solutions, have been developed and implemented during COVID-19.  However, 

they do not compensate for loss of momentum in developing Cumbria’s responders. 

Heuristic Traps 

Low frequency events, including some of the hazards and threats scenarios noted in this paper, 

are notorious for encouraging our human nature to fall into heuristic traps.  This is especially the 

case when it comes to combinations of concurrent events.  Within Emergency Planning the 

criticism of Exercises is often that their scenarios seem “too far-fetched”, even when they have 

been taken from real life examples. 

 

Being aware of this for concurrent events therefore becomes an important way to combat innate 

feelings of “that couldn’t happen here!” 
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Expert Halo 

Very few people have experience of combinations of incidents and concurrent incidents.  Even less 

likely is that they will have seen the exact combination enough times to have a good sense of the 

likely outcomes.  The risk of expecting those who are perceived to be Subject Matter Experts to 

provide absolute certainty is not wise and this well understood Expert Halo effect could affect any 

response negatively.  

Trust and influence 

Trust in the Subject Matter Experts is often undermined by social media, political interest, rank and 

a host of other social constructs.  Following on from the Expert Halo risk, it is important not to go 

too far in the opposite direction and discount the views of those who have developed the Cumbria 

Emergency Plan and have incident experience. 

The Assumption of Equality 

It is well understood now that the impact COVID-19, both as a disease and as an impact on an 

individual’s life and work, is highly variable according to a range of factors.  It is clear that the world 

is only just at the start of identifying and learning how to address the full range of such factors.  

 

There have been great disparities that are not always easy to identify.  In terms of work, with 

resources stretched in some areas of organisations, the impact of incident fatigue can be very 

difficult to assess and spot.   It is not yet possible to relax, reward and decompress those who have 

been most affected. 

 

Social care is an example where the pressure has been constant for a long period of time and the 

absenteeism from Incident fatigue or work related stress is endangering the ability to participate 

further and may be more acute than the absenteeism from COVID-19 at the peak of Wave 1. 

 

The relative vulnerability of those who are responding to the incidents may have a long-term 

impact on the capability to collectively respond.  If this is not taken into account, the welfare of 

responders and the effectiveness of countermeasures for future responses may be at risk.    

The Absence of a CONOPS 

The absence of UK Concept of Operations (CONOPs) in the COVID-19 response has seeded 

great confusion and has allowed the development of a plethora of dynamic Civic Leadership 

structures that duplicate, or very closely resemble, existing emergency structures.  Civic 

Leadership in the absence of CONOPS needs clearly defining in the UK response doctrine. 

 

Until the national Concept of Operations is reviewed for COVID-19 and/or concurrent incidents 

and/or the role of Civic Leadership is better defined, there is a risk that in the absence of such 

CONOPs confusion, duplication of effort, and ineffective or inefficient use of resources may occur.   

 

If the public and well publicised disagreements across the UK between local government 

members, local elected mayors, local members of parliament and members of parliament occurred 

during concurrent incidents in Cumbria it would have the potential to lead to: 

• Reduction in public confidence 

• A slower and less effective incident response 

• Public confusion 
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• Lack of clarity for the route of local accountability in concurrent incidents. 

 

National Covid coordination structures have been introduced mid-incident and it is possible that a 

new coordination structure may be formed in the same way for concurrent incidents.  This 

atmosphere of ambiguity questions the capability of Cumbria to set up, plan and support possible 

new and multiple coordination structures. 

 

It is possible that a local concurrent incident may be held accountable through the existing 

CONOPs (not used for Covid) directly to central government. This could set up a multiplicity of 

conflicting routes for local accountability, leading to a less effective incident response. 

 

Recommendation 6  

 

In addition to preparations for the risks and threats on the Community Risk Register and the 

alignment with the Common Consequences, organisations are recommended to review and 

address the risks noted in Section 6, by applying them to multi-agency Response and internal 

Business Continuity plans. 
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Appendix A:  Multiple Impacts of the Beast 

from the East Storm 

A list of example impacts seen in Cumbria during the Beast from the East Storm incident: 

 

1. Drifting snow for 2 days up to 22ft high and snow causing disruption across the whole 

county. 

2. Extreme Winds 125mph 

3. Stranded Intercity train 

4. Temperature  minus 10oC, or lower 

5. Closure of the M6  

6. Coastal Flooding 

7. Earthquake in Keswick 

8. Fire in the most remote café in the county 

9. Fuel shortages 

10. Food shortages 

11. Salt shortages 

12. 8,400 homes without power 

13. Landline outages 

14. Mobile line outages 

15. A66 closed for 5 days 

16. Other roads closed up to 8 days 

17. Water supplies disrupted 

18. NHS disrupted 

19. Avalanches 

20. 274 of 356 schools closed for multiple days 

21. Farming loss of livestock 
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Appendix B: Aide memoire for Concurrent 

incidents 

The following are initial aide memoires, to be considered when setting up a response to multiple 

concurrent incidents with compound impacts. 

Multi-Agency Concurrency Aide Memoire 

 Co-locate 

 

Timings of meetings:  Smaller agencies may only have a single representative and therefore the   

Battle Rhythm should be considered to allow for attendance by all agencies. 

 

For each additional incident, positive contact is required to Alert partners 

. 

 

 

 Communicate 

 

Develop a clear diagram covering all incident structures including all specific and shared 

subgroups. 

 

 

 

 Coordinate 

 

Consider the Strategic Aims and Objectives to reflect all and resolve the needs of all the ongoing 

incidents. 

 

Consider using a cadre of resources providing continuity and consistency, as far as is 

practicable, for the leadership of multi-agency collaboration. 

 

Identify incident specific subgroups and avoid duplication subgroups. 

 

Consider incident specific sub-subgroups for the shared sub-groups such as MAIC 

 

 

 

 Jointly Understand Risk 

 

TBD 

 

 

 

 Shared Situational Awareness 

 

Use Resilience Direct to communicate awareness of all to the new current situation 
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Internal Organisational Concurrency Aide Memoire 

 

 Co-locate 

 

Timings of meetings:  Resources may need to be increase and on a rota basis.   

Expect to run 24x7 

 

Does our ICT work for remote connections for all involved? 

 

 

 

 Communicate 

 

Have a clear understanding of current organisational capacity. 

 

Where might mutual aid be required both now and in the coming days 

 

 

 

 Coordinate 

 

Review the Strategic Aims and Objectives to assure that they address all incidents and 

priorities 

 

Identify incident specific subgroups where organisational attendance is required. 

 

 

 

 Jointly Understand Risk 

 

Evaluate the organisational risk to critical services 

 

Understand capacity to provide mutual aid to other organisations 

 

 

 

 Shared Situational Awareness 

 

Can analytical and data management resources be made available? 

 

Does our organisation have any information that would provide context and awareness? 

 

Has all data been shared that is useful? 

 

Has the change in situation (concurrency) been communicated to all internal stakeholders? 

 

 

  



 

Page 26 of 28 

Appendix C Example Concurrency Structures 

Below are two examples of structures that may be put in place for multiple incidents. 

 

Please note that they are deliberately simplified to make it visually easier to see the overall 

structure.  Add in the 23 Covid subgroups would not have added to the example but should be 

noted.  Recovery structures are also not considered in this paper. 

 

Example Covid + Flooding (small scale localised) 
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Example Covid + Brexit (deal) + Flooding (small scale 

localised) 
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Appendix D Cumbria Resilience Forum 

Concurrency workpackage tracker 

 

This has now been moved to Resilience Direct and is no longer embedded in this document. 


