


[image: ]

BA Developing Leadership and Management
Module: Developing A Research Proposal
Module code: BMWS5014
Lecturer: Jaliya De Silva
Student: Florina Țuțuiu (2409707)



Exploring the Role of Flexible Working Arrangements in Supporting Nurse Retention:
A Qualitative Study within Cardiff and Vale University Health Board





Table of Contents

1. Introduction	3
1.1 Aim	3
1.2 Objectives	3
1.3 Research Questions	4
2. Literature Review	4
3. Research Methodology	6
3.1 Research Philosophy	6
3.2 Research Approach and Design	6
3.3 Population and Sampling	6
3.4 Data Collection	7
3.5 Data Analysis	7
3.6 Ethical Considerations	8
3.7 Limitations and Research Considerations	8
4. Project Plan and Timeline	9
References	10
Appendix A: Gantt Chart	13
Appendix B: Semi-Structured Interview Guide	14
Study Title	14
Purpose of the Interview	14
Interview Questions	14





[bookmark: _Toc233371183]1. Introduction
Nurse retention is a major workforce management challenge within UK healthcare organisations. Workforce shortages, increasing service pressures and high staff turnover have made retaining experienced nurses a strategic priority for NHS employers and wider NHS Wales workforce planning (NHS Wales, 2020; Alkan, Cushen-Brewster and Anyanwu, 2024; Leary et al., 2024).Organisational factors, including workload, managerial support, working conditions and flexible working practices, influence nurses’ decisions to remain in or leave employment (Weyman, Roy and Nolan, 2020; Halter et al., 2017; Leary et al., 2024)
Flexible working arrangements, including self-rostering, flexible shift patterns and part-time working, are recognised as strategies to improve work-life balance and workforce retention (Harris et al., 2010; Emmanuel et al., 2024; O’Connell et al., 2024). However, existing research primarily measures organisational outcomes, with limited qualitative evidence exploring nurses’ experiences and how this influence retention within individual NHS organisations (Pressley and Garside, 2023; Barker, Griffiths and Dall’Ora, 2025). This study addresses this gap within Cardiff and Vale University Health Board, where workforce wellbeing and staff retention are recognised as strategic priorities (Cardiff and Vale University Health Board, 2024).
Social Exchange Theory and the Job Demands-Resources (JD-R) model guide this study by helping to explain the ways in which perceived organisational support, autonomy and workplace resources may shape nurses’ commitment to remaining in employment (Cropanzano et al., 2017; Bakker and Demerouti, 2017; Ivziku et al., 2025).

[bookmark: _Toc233371184]1.1 Aim
To explore the role of flexible working arrangements in supporting nurse retention within Cardiff and Vale University Health Board.

[bookmark: _Toc233371185]1.2 Objectives
1. Examine nurses’ experiences of flexible working arrangements.
2. Explore the perceived benefits and challenges of flexible working.
3. Investigate how flexible working influences nurses’ decisions to remain in employment.
4. Provide recommendations for workforce management practices to improve nurse retention.
 


[bookmark: _Toc233371186]1.3 Research Questions
1. How do nurses perceive flexible working arrangements within Cardiff and Vale University Health Board?
2. What benefits and challenges do nurses associate with flexible working arrangements?
3. How do flexible working arrangements influence nurses’ decisions to remain employed within Cardiff and Vale University Health Board?

[bookmark: _Toc233371187]2. Literature Review
Nurse retention has become a strategic workforce priority across UK healthcare organisations due to increasing workforce shortages, rising service demands and the financial implications of staff turnover, including increased recruitment costs, reduced continuity of care and workforce instability (Halter et al., 2017)."
Recent systematic reviews consistently identify organisational factors, including leadership, workload, career development and working conditions, as key determinants of retention (Alkan, Cushen-Brewster and Anyanwu, 2024; de Vries et al., 2023). Similarly, Al Yahyaei et al. (2022) explained that nurses' intention to remain in employment is clearly associated with supportive working environments, professional development opportunities and organisational commitment. While these studies provide comprehensive evidence of retention determinants, they largely synthesise existing quantitative research and offer limited insight into nurses' individual experiences within specific healthcare organisations. Seller-Boersma et al. (2023) similarly reported that organisational culture, supportive leadership and flexible working opportunities influence nurses' intentions to remain employed.
Flexible working has received increasing attention as a workforce strategy to improve employee wellbeing and encourage retention. Flexible working arrangements include self-rostering, flexible shift patterns, and part-time employment, enabling nurses to balance professional and personal responsibilities more effectively. Emmanuel et al. (2024) found that nurses value flexibility differently depending on their personal circumstances, suggesting that a standardised approach may not adequately address workforce needs. Likewise, O'Connell et al. (2024) noted that digital rostering and self-rostering approaches can enhance autonomy and job satisfaction when applied successfully. However, Barker, Griffiths and Dall'Ora (2025) argue that flexible scheduling requires balancing organisational requirements with individual staff preferences, emphasising that there is no universal model of flexible working suitable for all healthcare settings. These findings suggest that flexibility may support retention, but successful implementation depends on organisational context and management practices.
The link between flexible working and retention can be understood through Social Exchange Theory (SET) and the Job Demands-Resources (JD-R) model. Social Exchange Theory suggests that staff who experience organisational support are more likely to respond with greater commitment and a stronger desire to remain with their employer (Cropanzano et al., 2017). Within healthcare, flexible working can therefore be viewed as an organisational resource that strengthens reciprocal relationships between nurses and employers. Supporting this perspective, Xuecheng, Iqbal and Saina (2022) demonstrate that organisational support positively influences employee retention through social exchange processes.
The JD-R model complements SET by explaining how workplace resources reduce the negative impact of high job demands. Bakker and Demerouti (2017) argue that resources such as autonomy, managerial support and flexible working improve employee wellbeing and work engagement while reducing burnout. Recent nursing research supports this relationship. Kao and Kao (2024) showed that workplace resources significantly influence nurses' job satisfaction and willingness to remain, while Ivziku et al. (2025) demonstrated that combining the JD-R model with Social Exchange Theory provides a stronger explanation of nurses' intentions to remain in employment than either theory alone.
Although the existing literature consistently reports positive relationships between flexible working and nurse retention, important gaps remain. Much of the evidence is derived from systematic reviews, quantitative surveys or workforce datasets, with relatively few qualitative studies exploring nurses’ lived experiences of flexible working (Pressley and Garside, 2023; Alkan, Cushen-Brewster and Anyanwu, 2024). Furthermore, there is limited evidence examining these experiences within individual NHS organisations, particularly within Welsh healthcare settings. Consequently, little is known about how nurses perceive flexible working arrangements and how these perceptions influence their decision to remain employed within Cardiff and Vale University Health Board. Addressing this gap will contribute context-specific evidence that may inform workforce management strategies aimed at improving nurse retention.



[bookmark: _Toc233371188]3. Research Methodology

[bookmark: _Toc233371189]3.1 Research Philosophy
This study is guided by an interpretivist philosophy, which views reality as socially constructed and recognises that people give different meanings to their own experiences (Saunders, Lewis and Thornhill, 2023). As the study seeks to explore nurses' perceptions of flexible working arrangements and how these influence decisions to remain employed within Cardiff and Vale University Health Board, an interpretivist perspective is appropriate because it facilitates an in-depth understanding of participants' views rather than measuring predetermined variables (Bryman and Bell, 2023). This philosophical position aligns with qualitative research, where knowledge is generated through participants' experiences and interpretations of organisational practices (Creswell and Poth, 2024).

[bookmark: _Toc233371190]3.2 Research Approach and Design
An inductive approach will be applied so themes can arise from participants’ accounts rather than assessing pre-existing hypotheses (Saunders, Lewis and Thornhill, 2023). This approach is suitable because the study seeks to explore how nurses understand flexible working arrangements within their organisational setting.
This study will adopt a qualitative research design through semi-structured interview practices. Qualitative methods are particularly suitable for exploring experiences, beliefs and behaviours in organisational settings, enabling participants to provide rich and detailed accounts of their perceptions (Flick, 2023; Silverman, 2024). This design is consistent with the study's aim of exploring the relationship between flexible working arrangements and nurse retention rather than establishing statistical relationships.

[bookmark: _Toc233371191]3.3 Population and Sampling
The target population will consist of registered nurses employed by Cardiff and Vale University Health Board who have experience of flexible working arrangements, including self-rostering, flexible shift patterns and part-time working. Participants will be recruited through purposive sampling, a non-probability method that allows the researcher to identify individuals with relevant experience of the issue being examined (Creswell and Poth, 2024; Robson and McCartan, 2024)


Approximately ten to twelve registered nurses from different clinical settings will be recruited. The participant sample is considered appropriate for qualitative research because it enables detailed exploration of participants' experiences while generating sufficient data to identify recurring themes (Saunders, Lewis and Thornhill, 2023). Recruiting nurses from different departments may also enhance the diversity of perspectives regarding flexible working arrangements.

[bookmark: _Toc233371192]3.4 Data Collection
Data will be gathered through semi-structured interviews, enabling participants to share their experiences while ensuring consistency across interviews using predetermined open-ended questions (Bryman and Bell, 2023). Interviews are considered appropriate because they provide flexibility to explore issues in greater depth through follow-up questions while encouraging participants to describe their experiences in their own words (Silverman, 2024).
Interview questions will examine nurses’ experiences of flexible working, perceived organisational support, work-life balance, job satisfaction and how flexible working affects their intention to stay employed. Subject to participants’ consent, interviews will be audio-recorded and transcribed word-for-word to preserve the accuracy of responses. The interview guide will be provided in the appendix.

[bookmark: _Toc233371193]3.5 Data Analysis
Interview transcripts will be analysed thematically, following Braun and Clarke’s (2022) six-phase framework. This method offers a structured yet adaptable way to recognise, examine and explain recurring patterns across qualitative data in relation to varied research questions.
Analysis will include becoming familiar with the data, generating initial codes, developing themes, checking themes, refining and naming themes, and writing the final report (Braun and Clarke, 2022). Themes may include organisational support, work-life balance, workload, flexibility and retention decisions. Thematic analysis is suitable because it supports interpretation of participants' experiences through Social Exchange Theory and the Job Demands-Resources model while staying grounded in the data.



[bookmark: _Toc233371194]3.6 Ethical Considerations
Ethical clearance will be secured from the University Health Board before any data collection begins. Participation will remain voluntary, with each participant receiving an information sheet outlining the study’s purpose before giving informed consent. Participants may withdraw from the study at any point without penalty.
Participants’ confidentiality and anonymity will be protected by removing identifying details from transcripts and using pseudonyms. Audio files and transcripts will be kept securely on password-protected devices in line with university requirements and the UK General Data Protection Regulation (GDPR). These measures aim to safeguard participants’ privacy and support ethical handling of research data (Saunders, Lewis and Thornhill, 2023; Creswell and Poth, 2024).

[bookmark: _Toc233371195]3.7 Limitations and Research Considerations
This research presents several limitations that require acknowledgement. First, the relatively small sample of approximately ten to twelve participants is appropriate for qualitative inquiry because it enables an in-depth exploration of participants' experiences; however, the findings cannot be statistically generalised to the wider nursing workforce (Saunders, Lewis and Thornhill, 2023; Creswell and Poth, 2024). Instead, this research seeks to produce detailed, locally grounded understanding of nurses' views on flexible working within Cardiff and Vale University Health Board.
Second, focusing on one NHS health board may reduce how far the results apply across other care environments with distinct workplace norms, staffing structures or flexible working arrangements. Nevertheless, this allows a deeper understanding of organisational context, which is consistent with interpretivist qualitative research (Bryman and Bell, 2023). Previous research has highlighted that retention is influenced by local organisational factors and workforce cultures, supporting the value of context-specific investigation (Alkan, Cushen-Brewster and Anyanwu, 2024; Barker, Griffiths and Dall'Ora, 2025).
Third, information will be gathered through semi-structured interviews, so findings depend on nurses’ personal accounts, which may be affected by memory limitations or a wish to give socially acceptable responses (Silverman, 2024). In addition, recruiting nurses across different wards and shift patterns may prove challenging due to clinical workload and service pressures, which have been identified as barriers to staff participation in healthcare research (Leary et al., 2024). To minimise these challenges, interviews will be arranged at times convenient to participants, participation will remain entirely voluntary, and confidentiality will be maintained throughout the study.

[bookmark: _Toc233371196]Despite these limitations, the proposed methodology is considered appropriate for generating credible and meaningful insights into nurses' experiences of flexible working arrangements. The results should broaden knowledge of workforce retention within Cardiff and Vale University Health Board and support future workforce management approaches designed to strengthen nurse retention (Pressley and Garside, 2023; Al Yahyaei et al., 2022; Alkan, Cushen-Brewster and Anyanwu, 2024).
4. Project Plan and Timeline
The proposed research will be undertaken over a 12-week period, following a structured project plan to ensure systematic completion within the allocated timeframe. Effective planning is essential for maintaining research quality, meeting ethical requirements and allocating sufficient time to each research stage (Saunders, Lewis and Thornhill, 2023; Robson and McCartan, 2024).
The project will begin with a literature review and refinement of the research proposal. Following approval, ethical approval will be obtained from the University before participant recruitment begins, ensuring compliance with institutional ethical standards, informed consent and data protection requirements (Creswell and Creswell, 2023).
Registered nurses employed by Cardiff and Vale University Health Board will then be invited through a purposive recruitment approach. Interviews will be undertaken, recorded with consent, converted into written transcripts and reviewed using Braun and Clarke’s thematic analysis process to develop key themes on flexible working and nurse retention (Braun and Clarke, 2022; Flick, 2023). The results will then be considered in relation to existing literature and relevant theories before completing and submitting the final report.
A detailed Gantt chart will be included in the appendix, outlining key milestones of the project. A structured timeline supports effective project management while allowing flexibility for unforeseen delays, ensuring the study remains achievable within the allocated timeframe (Bryman and Bell, 2023; Saunders, Lewis and Thornhill, 2023).
Overall, the proposed project plan shows that the study can be completed within the allocated timeframe and offers a clear way to examine nurses' perceptions of flexible working arrangements and their influence on retention within Cardiff and Vale University Health Board.
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[bookmark: _Toc233371198]Appendix A: Gantt Chart
The Gantt chart below presents the proposed 12-week schedule for completing the research project. It outlines the key stages of the study, including the literature review, ethical approval, participant recruitment, data collection, thematic analysis, report writing and final submission. The timeline demonstrates that the project is feasible within the allocated timeframe while allowing flexibility to accommodate unforeseen delays.
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[bookmark: _Toc233371200]Study Title
Exploring the Role of Flexible Working Arrangements in Supporting Nurse Retention within Cardiff and Vale University Health Board

[bookmark: _Toc233371201]Purpose of the Interview
The purpose of this interview is to explore registered nurses' experiences of flexible working arrangements and how these influence their decision to remain employed within Cardiff and Vale University Health Board. The interview forms part of an undergraduate research project and is expected to last approximately 20-30 minutes. Participation is voluntary, and all responses will remain confidential and anonymous.

[bookmark: _Toc233371202]Interview Questions
1. Could you briefly describe your current nursing role and how long you have worked with in Cardiff and Vale University Health Board?
2. What types of flexible working arrangements have you experienced during your employment?
3. How would you describe your overall experience of flexible working within your department?
4. What benefits, if any, has flexible working provided for you personally or professionally?
5. Have you experienced any challenges or barriers when accessing or using flexible working arrangements?
6. To what extent has flexible working influenced your decision to remain employed within Cardiff and Vale University Health Board?
7. What changes, if any, do you think the organisation could make to improve flexible working and encourage nurses to remain in employment?
8. Is there anything else you would like to add regarding flexible working or nurse retention that we have not discussed?


Thank you for your participation. Your contribution is greatly appreciated and will support this undergraduate research project.
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