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Support & Intervention Framework (SIF)

Steady state — no intervention required — Trust generally operating effectively — any
issues picked up through routine oversight arrangements

Level 1 - area of concem identified- emerging, potentially serious concern to service
delivery, quality, safety, effectiveness— Informal level of support and guidance but no
intervention e.g. Failure to demonstrate budgetary control and/or insufficient focus on
productivity/efficiency. Notified in writing. Local recovery plan required. More frequent
monitoring

Level 2 — enhanced monitoring of area of concern —issues not resolved by Level 1
or direct escalation to level 2 given seriousness. Local recovery plan and enhanced
monitoring — regular meetings at Director level- need to show proactivity e g. ongoing
ormance chall risks with no identified action/timetable

Level 4* - senior external support for provider. Targeted intervention — decision
taken by Perm Sec. Failure to deliver recovery plan at level 3, significant weaknesses
re financial sustainability, reputation, governance, quality of care or patient safety. DOH
take/coordinate action and direct intervention to support Trust. Interventions undertaken
by SPPG as directed by Perm Sec. Appropriate external support may be given to Trust.
E.g. Mentoring for Board/ET members - co-opting experts onto Board as Independent
Advisors for finite period. DOH Review.
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*NI Public made aware of concerns at Level 4 and 5.
Level 4 and 5 - serious problems or concerns re existing leadership's ability to rectify

Escalation and de-escalation to and from Level 1 will take place as necessary and be
decided by DOH/SPPG/IPHA




Ambulance Handover Delays and 12-hour
Emergency Department Waiting Times

Moved from 2 x Level 3 escalations
24/04/2026 — Level 4 escalation received

The Trust must deliver immediate and sustained improvement. This includes:

— implementing the ‘Release to Rescue’ Protocol from 27 April 2026 to eliminate ambulance handovers
exceeding two hours
— progressing towards a maximum handover time of 45 minutes in line with Department of Health guidance,

— stabilising and reducing Emergency Department waits so that no patient waits longer than 12 hours, including
delivering a minimum 10% reduction in >12hour waits as per Strategic Outcomes Measures (SOMs 2025/26).

Trust has to date:
— developed a comprehensive, clinically-led and co-produced action plan, supported by regional partners and
external expertise
— Established enhanced Governance arrangements



Release To Rescue (RtR)

Regional NIAS protocol

The aim is to stop ambulances waiting for prolonged periods outside Emergency
Departments (ED) across the region and Release crews back into the community

Standard Operating Procedure provides a structured escalation process regarding the
transfer of the patient from the NIAS vehicle to the hospital ED within a 2hr timeframe.

‘RtR’ protocol is not always implemented for every patient waiting longer than 2 hours.

DoH accepts that only patients waiting longer than 2hrs15 minutes are considered for the
protocol because of the variations in the NIAS recording and that on Encompass.

The NIAS crews and ED medical and nursing team work collaboratively to offload each
patient as soon as possible.

Since the ‘RtR’ protocol was introduced on 27 April, there have been 4 instances when the
‘RtR’ protocol was implemented.
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Focus Area

Strategic Priority

Admission Avoidance &
Alternatives to ED

Release to Rescue Delivery

Front Door Streaming & SDEC

Escalation and Bed Use

ED & AMU Flow

Timely Clinical Input &
Speciality Flow

Senior Decision Making &
Leadership

Complex Medically Optimised
Patients

Discharge Readiness

Intermediate Care &
Community Capacity

Maintain ambulance
conveyance rates at pre-R2R
levels.

Zero tolerance to >2 Hour
Ambulance handovers (SPPG
target) .

10% reduction in 12 hour
Total in Department Time

Reduction in Trust Length of
Stay

Reduction in non-designated
bed use and corridor care

Improvement in early
discharges and discharge
lounge utilisation.

Reduction in Discharge
Delays

Reduction in total time in
ED for DTA patient
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7 day performance 11/05 - 18/05 -

Total Emergency
Department (ED & UCC) 2435 (avg weekly) 2436 (avg weekly) 2471 2530 2558 2395 2506
Attendances

Total number of
Northern Ireland

2 k1l 2 k1l 331 347 310 349
ulance Service 66 (avg weekly) 60 (avg weekly) 309
(NIAS) Handovers
NIAS H > 2

andovers 81 (avg weekly) 77 (avg weekly) 32 1 2 29 32
hours

 thi

NIAS Handovers within 425 50% 66% 81% 66% 48% 58%
45 minutes %

Maxi NIAS H h 2 h 1 2 h 4 h 10 7 h 19
?xlmum S Handover 12 hours 58 minutes 19 hours 26 minutes 8 purs 59 Iours 5 'ours 9 purs purs
Time minutes minutes minutes minutes minutes
Average NIAS Handover . , 1 hour 15 0 hours 32 0 hours 42 1 hour 0 0 hours 58

i 2 hours 1 minute 2 hours 32 minutes . ) . . .
Time minutes minutes minutes minutes minutes

12hr Performance from
arrival to Discharge 77% 76% 78% 79% 77% 74% 71%
or Admission %

550 (avg weekly) 551 (avg weekly) 575 594 571 515 542
Hospital Discharges 539 (avg weekly) 558 (avg weekly) 602 607 537 547 599
ED Moves to Ward 19:26 20:56 20:04 15:23 16:52 19:00 19:42
Average (hh:mm)
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