1. UNFREEZE
Goal: Create awareness that current systems are not working and change is necessary.
Current Problem:
•	Mr. Carter, a 76-year-old man with chest pain, waited 90+ minutes in an ambulance.
•	He died before receiving critical hospital treatment.
•	Systemic issues identified:
Ambulance queue backlog
No triage or escalation of waiting ambulance patients
Bed shortages and lack of discharge planning
Evidence to Support Unfreezing:
•	NHS data: In winter 2023–24, up to 15.7% of handovers exceeded 60 minutes.
•	Staff survey: >60% felt delays harm patient safety.
•	National Guardian’s Office reports ongoing fear of speaking up (whistleblowing).
•	Staff and public outrage following Mr. Carter’s death.
Unfreezing Actions:
•	Share Mr. Carter’s case at Trust safety meetings and board level.
•	Present handover delay audit data to clinical and operational teams.
•	Involve stakeholders (ambulance, ED, bed managers) in reflective discussions.
•	Highlight moral, legal, and professional duty to act.

2. CHANGE (Transition)
Goal: Move from awareness to action……….implement new behaviours, processes, or systems.
Actions Taken:
1.	Implement ambulance handover teams in ED with senior nurse oversight.
2.	Launch an escalation protocol: When 3 ambulances wait >15 min, a clinical lead must review.
3.	Introduce Fit-to-Sit zones for ambulatory patients to free up trolley bays.
4.	Trial digital handover tablets for rapid communication of ASHICE data.
5.	Winter resilience staffing plans adjusted for predictable pressure points.
6.	Daily discharge huddles and escalation of patients ready to leave to improve bed flow.
Support Provided:
•	Staff training in the new triage and escalation protocol.
•	Clinical governance sessions including Swiss Cheese analysis of the Carter case.
•	Communication campaigns to encourage raising concerns.

3. REFREEZE
Goal: Embed new processes into routine practice so the improvements are sustained.
Institutionalising the Changes:
•	Standard Operating Procedures (SOPs) updated to include:
15-minute handover targets
Clinical escalation triggers
Responsibilities of offload nurse team
•	Induction training includes digital handover and Fit-to-Sit protocols.
•	Monthly dashboard reporting for:
Handover time compliance
Time-to-first-treatment
Mortality associated with delays

