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1.0	Introduction and Purpose

1.1	The purpose of this report is to examine the emergency response provided by North Yorkshire Fire and Rescue Service (NYFRS) to the flood events during December 2015. The report also seeks to identify areas from which lessons can be learnt, identify future good practice and to implement procedures for improvement.

2.0	Background

2.1	During December 2015, the United Kingdom (UK) experienced the wettest month on record. In particular, Northern England suffered severe gales and heavy rainfall during the majority of the month, with the Met Office declaring three official storms, named Desmond, Eva and Frank. During the early part of December, the Environment Agency issued 149 flood warnings and 123 alerts across the UK (BBC News, 2015). 

2.2	During the early part of December, the neighbouring counties of Cumbria, Lancashire and West Yorkshire experienced significant flooding as a result of Storm Desmond, which resulted in hundreds of people being evacuated from their homes and critical infrastructure being affected.  In support of the overall resource requirements, a number of national Fire and Rescue Service (FRS) resources were deployed from across the UK, which was facilitated using the National Co-ordination and Advisory Framework (NCAF) arrangements. As part of the NCAF arrangements, a Water Rescue Unit (WRU) and Technical Water Rescue (TWR) team from Selby were deployed in support of the operation in Cumbria.

2.3	Across the County of North Yorkshire and the City of York (the Service area), river levels remained high throughout early December and the risk of ground water flooding was significant. The Service responded adequately to a number of water related incidents as part of normal arrangements using established TWR teams from Malton, Ripon, Selby, Whitby and Richmond.

2.4	On the 25th December, Storm Eva moved into the region, which resulted in a series of weather related events, including widespread flooding and critical infrastructure being affected by rising water.  Over the next few days, the situation was compounded by the failure of the Foss Barrier flood defences in York and the partial collapse of the main road bridge in Tadcaster. As a consequence of the widespread flooding events, a major incident was declared by North Yorkshire Police (NYP) and the Yorkshire Ambulance Service NHS Trust (YAS).

2.5	Between the 25th December 2015 and the 1st January 2016, NYFRS received 535 emergency calls and attended 292 flooding related incidents across the Service area. In addition, the Service provided advice to 95 premises involved in flooding. In support of the operational response, a number of national resources were requested utilising the NCAF arrangements. In total, 39 national resources (including powered boats and TWR teams) and five High Volume Pumps (HVPs) including two held in North Yorkshire responded from across the country. This was the first time that NYFRS had been served by the NCAF arrangements as part of a large scale deployment within the Service area.

2.6	The majority of water related incidents attended during this period were concentrated around the City of York and Selby District. As part of the Gold and Silver level command arrangements, the Service was able to maintain normal standards of fire cover across the remainder of the Service area for non flood related incidents. In total, 52 standard appliances and 16 special appliances were utilised for both flooding and other emergency incidents during this period.

2.7	In terms of other operational activity, NYFRS responded to 23 fires over the period (five of which required the deployment of teams wearing breathing apparatus), eight road traffic collisions (three of which required the release of persons trapped in vehicles) alongside other emergency special service incidents, which included making structures safe during the inclement weather. 

2.8	This report is focussed on the events that took place between the 25th December 2015 and the 1st January 2016 and is based on the following information sources:


NYFRS Early debrief: 7th January 2016 (Facilitated by the Chief Fire Officer / Chief Executive)

Service Silver Decision Log: Commenced 26th December 2015

Silver Decision Log: (Flood Silver) Commenced 26th December 2015

Multi-Agency debrief: ‘Operation Tanner’, facilitated by North Yorkshire Police on the 25th January 2016

NYFRS Structured debrief discussion: 2nd February 2016 

NCAF / NRAT CFOA Leads Debrief: 5th February 2016 

Formal debrief forms submitted by operational staff involved in the incident 

2.9	The information contained within this report is concerned with the data collected as part of the internal debrief process. This report does not comment on matters that have been raised as part of another debrief unless otherwise specified.  

3.0	Details of the Incident

3.1	25th December 2015: Following the onset of severe weather, at 19:00 NYFRS Control Room began receiving a number of 999 calls to reports of flooding in the Richmondshire and Craven areas. As the evening progressed, emergency calls were received for flooding incidents in the Harrogate, Ripon and Hambleton Districts. Overnight, the severe weather moved to various areas of the county and weather related incidents were reported in Ryedale, York, Selby and Tadcaster.

3.2	The FRS Control Room Supervisor attempted to establish a number of Bronze Hubs, but due to the volume of calls and limited capacity, this was not achieved. During the 24 hour period, a total of 275 emergency calls were received by NYFRS Control Room. During this period, the Duty Silver Officer was being utilised as nearest FDS Officer and was committed to a number of operational incidents.

3.3	26th December 2015: Due to increasing levels of operational activity, the Duty Silver Officer established the Major Incident Room at NYFRS Control and confirmed that spate conditions were in progress. The available resources and operational activity were reviewed and a number of Bronze Hubs established for the Craven, Harrogate and Ripon areas. During this time, the Duty Silver started a silver level decision log and dealt with a significant number of media enquiries.

3.4	At 11:00, NYP facilitated a Tactical Coordination Group (TCG) teleconference. At this time, no significant concerns were raised about river levels in the County and the Met Office advisor reported that rain was expected to decrease by 22:00 later that evening. At 14:00, the volume of rain reduced and NYFRS Control started receiving fewer weather related emergency calls. As operational activity reduced, the Bronze Hubs were disestablished and resources returned to home station. At 18:00, the Duty Gold Officer was briefed and the Major Incident Room was stood down.  

3.5	At 19:30, The Duty Silver Officer took part in a TCG teleconference. The Environment Agency (EA) declared that the pumps at the Foss Island flood defences had stopped working and a decision had been taken to raise the barrier to the fully open position. As a result, the Rivers Foss and Ouse were expected to rise without control and it was anticipated that approximately 2,200 homes would be at risk. The situation was immediately escalated to a Strategic Coordination Group (SCG) and the FRS Duty Gold Officer was informed. At 21:00, the SCG was convened in the form of a teleconference and the agreed priorities were to preserve life and mitigate the effects of flooding.

3.6	Silver Command was established at Fulford Road Police Station (Flood Silver) and the next available Group Manager was mobilised to support joint decision making and risk assessment. Overnight, a further SCG was held and resources were deployed in the York area to assist with warning, informing and evacuation of residents. Overnight, a major incident was declared by NYP and YAS, with military assistance being approved to assist the emergency services. Joint decision making was operating effectively within the Flood Silver room and the FRS was consulted as part of the major incident declaration.

3.7	27th December 2015: Following recall to duty, the Flood Silver role was handed over to the oncoming Group Manager at 07:00 and a briefing was provided to the Duty Silver. The priority areas were identified and a rest centre was established by the North Yorkshire County Council (NYCC) Emergency Planning team. Due to the availability of NYFRS TWR crews and volunteer Mountain Rescue Teams (MRT), it was anticipated that sufficient resources were available to deal with expected demand. 

3.8	As no clear objectives were provided by the Gold Officer, the tactical priorities were established between the Duty Silver Officer and Flood Silver Officer. The main objectives for crews were the evacuation of residents, assisting medical crews, rescue of vulnerable people and the checking of empty properties. An electrical substation and water treatment station were also identified as being at risk, and two HVPs from NYFRS were deployed to protect the buildings.

3.9	At 09:00, the Duty Silver Officer re-established the Major Incident Room at NYFRS Control. After discussion with the Flood Silver, the Duty Silver contacted the Fire and Rescue Service National Coordination Centre (FRSNCC) to confirm the availability of additional resources if required. Advice about the availability and capability of additional resources was also discussed with the National Resilience Assurance Team (NRAT) Officer.

3.10	Due to the national interest in the situation and on-going requirements relating to the flooding in Cumbria, the Cabinet Office Briefing Room (COBR) was updated through the SCG.

3.11	Further discussion between both FRS Silver Officers identified that additional resources were needed for resilience. The volunteer crews confirmed that they were unable to provide a continuous presence in the City of York and further resources were required. At 12:00, the Duty Silver made a request for mutual assistance through FRSNCC for the following resources:

1 x Enhanced Logistical Support (ELS) Team
5 x Type B Water Rescue Units (Power boats)
2 x NRAT Liaison Officers
2 x Flood Tactical Advisors (Tac Ad)
3 x HVPs

3.12	The requirement for a Strategic Holding Area (SHA) was identified and this was initially designated at Huntington Fire Station. An initial staffing structure was also produced, with a view to providing sufficient staff for the next 48 hours.

3.13	Initial support for the Duty Silver Officer was provided by a day duties Watch manager, who had responded to the recall to duty request. In line with the National Mutual Aid Protocol, it was identified that over 130 FRS personnel would require accommodation and welfare facilities. For the duration of the incident, the silver support role was dedicated to finding accommodation for the oncoming crews. The demands of this role took a significant amount of time to facilitate and were further complicated by the time of year and the availability of accommodation.

3.14	After identifying the staffing requirements, the Duty Silver Officer initiated recall to duty for additional FDS Officers after consulting the Duty Gold Officer. The critical functions were identified as follows:

Service Silver Officer (MI Room)
Flood Silver Officer (24 hours presence at Fulford Road Police Station)
SHA Officer (Huntington)
North, South, East and Western FDS cover (one in each)
FDS support to national resources x 3

3.15	At 16:00, the Duty Silver Officer received a further request for an additional five Type B Water Rescue Units from Flood Silver, to be at the SHA at 08:00 on the 28th December. 

3.16	The initial SHA was established at Huntington Fire Station at 17:30 and the Duty Silver attended the site to facilitate the initial briefing. Following advice from the Tac Ads, Huntington Fire Station was identified as unsuitable and the Duty Gold Officer was informed. Through the SCG, Strensall Barracks was made available to the FRS for the purposes of establishing a SHA. 

3.17	Throughout the City of York, there were significant communication issues affecting the BT network. This resulted in no internet connectivity or telephone lines, which adversely affected access to the NYFRS network. During this time, there was a heavy reliance on mobile phones and Airwave communications.

3.18	NYFRS crews from York, including a WRU, were deployed to the Foss Barrier to assist the EA with repair work. Due to local knowledge and the limited capability of the WRU, the York area crews were maintained for an immediate response to City centre incidents, including fires. Due to its geographical location, the York WRU was ideally placed for river rescue incidents and was maintained for this purpose throughout the duration of the incident.

3.19	As part of the Flood Silver arrangements, military deployments were agreed between NYP and the Ministry of Defence (MOD) to provide warning to 2,500 households in York, Cawood and Selby. The MOD confirmed that 1,500 troops were available and in addition, 10 volunteer MR teams were available over the next 24 hours. Throughout the incident, the volunteer teams were coordinated from the NYCC Emergency Planning holding area (Archbishop Holgate School).

3.20	The Enhanced Logistical Support (ELS) function was subsequently established at Strensall Barracks SHA and the booking in procedure initiated. Crews were allocated their accommodation and Airwave talk groups established. At 22:45, the national resources were declared fully available and the overnight mobilising arrangements were confirmed with FRS Control.

3.21	The Tac Ads who were requested as part of the national response provided advice and support to the FRS Silver Officers. A working structure was identified and the key roles were established using the ELS team. This process was refined as time permitted and a working template was produced, which proved to be an effective resource management tool.

3.22	Throughout this period, silver support was limited to one Watch Manager on site and the Gold Officer who had been providing support by telephone. 

3.23 	28th December 2015: Following a briefing from Flood Silver, the Duty Silver Officer attended the SHA to brief the crews and to perform a handover to the oncoming Duty Silver Officer.  During the morning, additional national resources arrived at the SHA as requested. 

3.24	As part of joint decision making, an identified key task was to repair the Foss Barrier. The available Army helicopter was deployed to airlift equipment, with the aim to get four out of the eight pumps working. It was confirmed that the Prime Minister would be visiting York later that day.

3.25	Following liaison as part of the Flood Silver arrangements, the resource deployment was confirmed:

10 x Type B Water Rescue Units (Power boats)
1 x WRU maintained for river rescue (Located at York)
3 x HVPs
Various FRS appliances and crews (York area crews maintained in area)
10 x MRT boats (Coordinated at the NYCC Emergency Planning holding area)
150 x MRT with TWR capability
2 x Hazardous Area Response Teams (HART) 
Rest centres established by NYCC Emergency Planning
1500 troops available
1 x Chinook helicopter available

3.26	As part of the Flood Silver arrangements, HVPs were deployed to infrastructure that was at risk from flooding. The national Tac Ads were able to visit various sites in order to assess the risk and provide advice about resource deployment.

3.27	Crews from volunteer MR teams were being coordinated by NYP at the NYCC Emergency Planning holding area, which was in a separate location to the SHA at Strensall Barracks. The MR teams had a similar capability to the FRS resources and in many cases, were working alongside each other. Formal communication links between the teams were not established, although face to face discussions took place on the ground regarding tasking and priorities.

3.28	The oncoming Gold Officer established the Major Incident Room at FRS Control. Communication links were established between the FRS Silver Officers and the SHA. The Gold Officer confirmed the strategic priorities with the Duty Silver Officer and produced a Gold Command Plan, setting the following objectives:

Save life by effecting rescues as required
Evacuate people as required
Provide support to maintain or restore essential services
Provide humanitarian assistance
Ensure necessary support available to maintain national assets
Ensure business continuity with Gold/Silver/FDS/Control staffing
Provision of sufficient media and safety messages

3.29	29th December 2015: Following a briefing from the Flood Silver, the Duty Silver Officer briefed the crews at the SHA and confirmed the tasking for the next 24 hours. The Gold Officer confirmed that the SHA would operate until the 2nd January 2016 and a resourcing plan was produced, with further accommodation being required for the national resource crews.

3.30	At approximately 17:00, the main road bridge at Tadcaster collapsed. The main hazards resulting from the collapse were a significant escape of gas and severely damaged electricity main. The bridge also contained vital communication infrastructure that affected a range of other networks including Airwave. Contingency measures were put in place with regards to mobilising. The bridge collapse created further media interest in the flooding incidents.

3.31	An update from the EA confirmed that repair works at the Foss Barrier had been successful and that four pumps were operating. The EA proposed to close the Foss barrier to manage the water flow.

3.32	30th December 2015: The Duty Silver Officer briefed the crews at the SHA and confirmed the tasking for the next 24 hours. The oncoming Group Manager took over as the Duty Silver Officer and briefed the oncoming Duty Gold Officer who confirmed that the staffing arrangements did not need to be extended beyond the 2nd January 2016 and a North Yorkshire Local Resilience Forum (NYLRF) Recovery Group was convening.

3.33	Communication between the Flood Silver and Duty Silver confirmed that river levels were falling and no further severe weather was expected. During the next 24 hours, TWR crews focussed on providing an immediate response to emergency calls and carrying out reassurance visits to affected communities.

3.34	FRSNCC contacted the SHA to make arrangements to replace a number of national resources. Arrangements were made to replace four TWR teams and two HVP teams on the 31st December 2016. The EA confirmed that eight pumps were in operation at the Foss Barrier and it was operating at 100% capacity.

3.35	31st December 2015: The SCG confirmed that the incident had moved from response to recovery mode and river levels were falling. The Duty Silver Officer and Duty Gold Officer attended the SHA to brief the crews and confirm the tactical plan and tasking for the next 24 hours.

3.36	Following discussion between the Duty Silver Officer and Duty Gold Officer, the decision was taken to disestablish the SHA at 09:00 on the 1st January 2016. Crews continued to provide reassurance visits and three HVPs were deployed during this time.

3.37	1st January 2016: The Duty Silver Officer and Duty Gold Officer attended the SHA to formally stand the crews down. The SHA was disestablished and all national resources were released. FRSNCC were updated accordingly and the response phase of the incident was closed.

	












































Glossary

AM 	Area Manager (Strategic level)

BA	Breathing Apparatus

Bronze Hub	Command and control point for a geographical area

Bronze Officer	Operational level commander

BT	British Telecommunications

CFO	Chief Fire Officer / Chief Executive

CFOA	Chief Fire Officers Association

COBR	Cabinet Office Briefing Room

Control Room	Facility where 999 calls are received and appliances are mobilised to incidents

DCFO	Deputy Chief Fire Officer

Debrief	A review of performance and events following an incident

EA	Environment Agency

ELS	Enhanced Logistical Support

ESMCP	Emergency Services Mobile Communications Programme

FDS	Flexible Duty System officer (Bronze or Silver Commander)

Flood Silver	Multi-agency group senior tactical commander

FRS				Fire and Rescue Service

FRSNCC	Fire and Rescue Service National Coordination Centre

GM	Group Manager (Tactical Commander)

Gold Officer	Senior strategic level commander

HART	Hazardous Area Response Team (Ambulance Service)

HVP				High Volume Pump

IC				Incident Commander

IT	Information Technology

MDT	Mobile Data Terminal

MOD	Ministry of Defence

MRT	Mountain Rescue Team

NCAF				National Co-ordination and Advisory Service

NRAT	National Resilience Assurance Team

NYCC	North Yorkshire County Council

NYFRS			North Yorkshire Fire and Rescue Service

NYLRF	North Yorkshire Local Resilience Forum

NYP				North Yorkshire Police

PDA				Pre-determined attendance

Resilience Direct		Internet based information sharing platform

SCG	Strategic Coordination Group

SHA	Strategic Holding Area

Silver Officer	Senior Tactical Commander

SM	Station Manager (Tactical / operational level commander)

Special Appliance		Fire Engine carrying specialist equipment 

Special Service Incident	Non-fire incidents which require the attendance of an appliance or officer

SPoC	Specific Point of Contact

Standard Appliance		Fire Engine carrying standard equipment 

Tac Ad	Tactical Advisor

TCG	Tactical Coordination Group

TWR				Technical Water Rescue

WM	Watch Manager

WRU				Water Rescue Unit (Powered boat)

YAS				Yorkshire Ambulance Service
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