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Abstract

Background

Educational institutions have increasingly adopted school-based healthcare models by partnering with third-party service providers such as Blue Circle Medi Services Pvt. Ltd. These organizations deploy trained nurses in schools and colleges to ensure student well-being and handle health-related emergencies. However, newly deployed nurses often face operational challenges such as lack of structured onboarding, role ambiguity, irregular scheduling, and limited institutional support, which can significantly affect their job satisfaction and integration.

Objectives


This study was undertaken to explore the relationship between operational challenges and the experiences of newly deployed nurses. The specific objectives were:
· To identify and describe the operational challenges faced during the hiring and deployment of nurses by Blue Circle Medi Services.
· To explore the experiences of newly deployed nurses working in school-based healthcare settings.

Methodology

The study adopted a quantitative, descriptive, and cross-sectional design. Data was collected using two separate structured Google Forms:
1. A nurse form capturing experiences related to stress, support, and

satisfaction.
2. An operations form capturing deployment challenges from the administrative side.

Purposive sampling was used to recruit 72 nurses (out of 97 deployed in the past year) and 6 operations team members. All participants met the inclusion criteria and consented to participate. Data analysis was performed using Microsoft Excel, and findings were presented through descriptive statistics and visual graphs.

Key Findings


· Operational clarity was strongly associated with lower stress and higher satisfaction among new nurses.
· There was a noticeable disconnect between how nurses and operations staff perceived workload and available support.
· Underutilization of digital scheduling and reporting systems contributed to inefficiencies.
· Lack of structured feedback mechanisms and recognition programs was linked to morale issues.
· Nurses who received early communication and orientation adjusted better to school environments.

Conclusion


The study concluded that early deployment challenges, if unaddressed, can negatively impact nurse well-being, performance, and retention. Structured onboarding, better communication channels, regular check-ins, and recognition systems can significantly enhance the deployment experience.

Chapter 1: Introduction


1.1 Background

With increasing concern for student health and safety, educational institutions in India are increasingly integrating school-based healthcare services.
Organizations like Blue Circle Medi Services Pvt. Ltd. have emerged to fill this need by deploying qualified nurses in schools and colleges. These nurses are responsible for managing first aid, health check-ups, student wellness programs, and handling medical emergencies.

However, the initial phase of deployment for new nurses in these institutions often presents operational hurdles. These include unclear job roles, insufficient onboarding, erratic scheduling, lack of support, and limited technological infrastructure. While the presence of healthcare professionals improves the quality of care within schools, the experiences of these professionals— especially in the early months—are shaped significantly by operational efficiency and institutional coordination.

1.2 Problem Statement

Although Blue Circle Medi Services has expanded its school-based health program across multiple regions, it has observed frequent challenges in nurse retention, satisfaction, and performance, particularly during the first year of deployment. These challenges appear to be rooted not in clinical competence, but in operational inefficiencies and communication gaps that hinder smooth integration of nurses into school environments.

Understanding the relationship between these operational challenges and the actual experiences of newly deployed nurses is critical for improving both organizational effectiveness and the overall quality of healthcare service delivery in educational institutions.

1.3 Purpose of the Study


The primary purpose of this study is to identify, describe, and analyze the operational challenges encountered during the hiring and deployment of nurses by Blue Circle Medi Services, and to understand how these challenges impact the workplace experience of newly deployed nurses.

1.4 Objectives of the Study

1. To identify and describe the operational challenges faced by Blue Circle Medi Services in hiring and deploying healthcare professionals to educational institutions.
2. To explore the experiences of newly deployed nurses (within their first year of employment) working in school health services under Blue Circle Medi Services.

1.5 Research Questions

1. What are the primary operational challenges faced by Blue Circle Medi Services in the hiring and deployment of nurses to educational institutions?
2. What are the key experiences (e.g., workload, induction, support, communication) reported by newly deployed nurses working in these institutions?

1.6 Significance of the Study
This study is important for several reasons:
· It provides data-driven insights into operational bottlenecks affecting service delivery.
· It informs organizational policies for onboarding, scheduling, and nurse support.
· It contributes to nurse retention strategies, helping reduce turnover and enhance morale.
· It offers a framework for quality improvement in school health programs delivered by third-party providers like Blue Circle Medi Services.

1.7 Scope of the Study

The study is confined to nurses deployed in educational institutions by Blue Circle Medi Services over the past one year. It includes perspectives from both nursing staff and the operations team involved in hiring, scheduling, and deployment. The findings may not be generalized to hospitals or other healthcare institutions, but they are highly relevant for school-based health programs and outsourced healthcare models.

Chapter 2: Literature Review

2.1 Introduction to Literature Review


This chapter presents a comprehensive review of scholarly literature, reports, and empirical studies relevant to operational challenges in healthcare staffing— especially within educational institutions. Key themes explored include onboarding and induction, scheduling and burnout, support mechanisms, communication with host institutions, and the integration of nurses in school ecosystems. The review synthesizes both global and Indian perspectives to offer a contextual understanding of the issues and to identify gaps that justify this study. Additionally, the chapter traces the historical development of school-based healthcare services to provide background for the research context.

2.2 Evolution of Educational Healthcare Services


Educational	healthcare		has	evolved	significantly	over	the	past	decades, transitioning from basic first aid provisions to comprehensive wellness programs. In developed countries, school-based health services have expanded to include mental health counseling, vaccination drives, and chronic disease management. In India, the concept gained momentum through government initiatives like the School Health Programme under the Ayushman Bharat scheme, which aims to deliver preventive and promotive health education along with basic screening and referrals. However, due to resource constraints, many schools—especially private institutions—outsource	healthcare	services	to	third-party	providers.	This outsourcing model, while addressing staffing needs, has also introduced operational challenges related to coordination, communication, and continuity of care (Ministry of Health and Family Welfare, 2019).

2.3 Nurse Burnout and Operational Stress


Khan, Patel, and Mehta (2019), in their study published in the Journal of Occupational Health, examined how inconsistent schedules, poor induction, and workload imbalances lead to emotional exhaustion among nurses. They found that staff exposed to irregular working hours and inadequate orientation were more prone to burnout and dissatisfaction. Organizations that adopted structured rostering and fair workload allocation reported better morale and lower attrition rates. These findings are directly relevant to outsourced healthcare models in schools, where deployment and scheduling are often handled externally (1).

2.4 Importance of Role Clarity and Induction

Smith and Brown (2020), in their work Strategic Healthcare Staffing Models published in Healthcare Journal, stressed the importance of role clarity and early support for new employees. Their research showed that organizations with well- defined job descriptions, induction manuals, and mentoring frameworks observed smoother transitions and better employee retention. In the school context, where nurses often operate in isolation, such clarity becomes even more critical for effective performance and confidence-building (2).

2.5 Organizational Coordination in School Healthcare


Shields and Watson (2021), in their global review titled The Demise of Nursing in Schools, identified weak institutional linkages as a core issue affecting school nurses. When communication between school administration and the healthcare provider is limited, nurses may feel unsupported and excluded from decision- making. This often leads to inefficient workflows and missed opportunities for

preventive care. Their study emphasized the need for a collaborative framework that includes periodic review meetings and shared responsibility between stakeholders (3).

2.6 Outsourced Healthcare Challenges

Thomas (2021), in the International Journal of School Health Services, explored the implications of outsourcing healthcare to third-party providers in educational institutions. The study noted frequent complaints about the lack of clear reporting hierarchies, conflicting expectations, and insufficient involvement in school events or planning. These systemic issues prevent nurses from becoming fully embedded in the school ecosystem, thereby affecting continuity of care and limiting the service’s overall impact (4).

2.7 Developmental Needs of New Nurses


Benner's classic study From Novice to Expert (1984) offered a developmental framework for nursing professionals. She argued that newly deployed nurses benefit from structured mentoring, gradual exposure to complex tasks, and regular performance feedback. Without such support systems, new staff may experience anxiety, role confusion, and professional stagnation. Her theory holds particular relevance for school-based nurses, who often operate with minimal peer support (5).

2.8 Indian Context: Operational Challenges in School Healthcare

In the Indian context, there is limited but growing literature on operational challenges faced by deployed healthcare staff in schools. A report by The Public Health Foundation of India (PHFI, 2020) highlighted issues such as delays in

nurse deployment, poor infrastructure at schools, and lack of training for handling children with special needs. Another study by Rajeshwari and Gupta (2021) found that contract nurses posted in rural schools often lacked clarity on whom to report to—school principals or the outsourcing agency—leading to administrative conflicts.
Moreover, India's socio-cultural diversity poses unique challenges in standardizing healthcare delivery in educational institutions. Factors such as language barriers, parental attitudes, and limited digital infrastructure further complicate communication and data reporting between the provider and the client institutions.

2.9 Summary of Literature Reviewed

The literature reviewed strongly reinforces the idea that successful deployment of nurses in educational settings depends on multiple interlinked operational factors: role clarity, effective induction, supportive supervision, and collaborative engagement with host institutions. Global and Indian studies both reveal that systemic gaps in these areas lead to emotional fatigue, role confusion, and service discontinuity. However, there is a lack of longitudinal research specifically focusing on the early experiences of newly deployed nurses in outsourced school health models, especially in India. This gap highlights the significance and necessity of the present study.

Chapter 3: Methodology


3.1 Study Design

This research adopted a quantitative, descriptive, and cross-sectional design to systematically investigate the operational challenges encountered during the hiring and deployment of nurses in educational institutions. The study also aimed to explore the lived experiences of newly deployed nurses within the early stages of their assignment. A descriptive approach was selected to provide a clear picture of existing conditions, while the cross-sectional nature allowed for a snapshot of views and experiences at a specific point in time. This design was particularly suitable for assessing institutional practices, onboarding procedures, and support mechanisms in place at Blue Circle Medi Services Pvt. Ltd.

3.2 Study Setting


The study was conducted at Blue Circle Medi Services Pvt. Ltd., a healthcare staffing organization based in India. The company specializes in supplying trained nurses and medical personnel to schools, colleges, and universities across the country. The organization plays a pivotal role in ensuring continuous medical support within educational ecosystems. The study setting provided an ideal context to explore real-world deployment challenges and understand nurse integration into educational institutions.

3.3 Study Population

The study targeted two key groups directly involved in the staffing and deployment process:
Newly deployed nurses who were working in educational institutions and were

within their first year of employment. This group was expected to provide firsthand insight into onboarding, induction, communication, and initial job satisfaction.
Operations team members, specifically those responsible for recruitment, deployment logistics, coordination with schools, and ongoing support. Their perspectives were crucial for understanding systemic and operational bottlenecks.

3.4 Sampling Technique

A purposive sampling technique was employed for this research. Participants were deliberately selected based on their relevance to the study objectives. Nurses who had recently been deployed and operations team members directly involved in deployment activities were included. This non-random sampling ensured that all respondents had rich and meaningful insights related to the research topic, thereby enhancing the relevance and applicability of the findings.

3.5 Sample Size

The final sample comprised 78 participants, distributed as follows:
· 72 newly deployed nurses, selected from a pool of 97 nurses who had been deployed over the past year. These nurses responded to the structured questionnaire and met the inclusion criteria.
· 6 operations team members from the staffing and coordination department of Blue Circle Medi Services Pvt. Ltd. These individuals were involved in managing hiring logistics, deployment scheduling, and issue resolution.
· This sample size was deemed adequate to derive meaningful patterns and trends relevant to the research focus.

3.6 Inclusion Criteria

Participants were included in the study if they met the following conditions:
· Nurses who had completed at least one month of deployment in an educational institution under Blue Circle Medi Services.
· Operations staff who were actively engaged in nurse deployment, coordination with client institutions, or providing backend support.
· Participants who provided voluntary informed consent to participate in the study and complete the online questionnaire.

3.7 Exclusion Criteria


The following participants were excluded from the study:
· Nurses who were not posted in educational institutions (e.g., deployed to hospitals or corporate offices).
· Nurses who had completed more than one year of service, as the focus was on early-stage experiences.
· Respondents who submitted incomplete forms or chose not to participate in the study.

3.8 Data Collection Tools

Two separate, structured Google Forms were developed for data collection— each tailored to the respondent group:
· Nurse Questionnaire:
Comprised multiple-choice and Likert scale questions.
Explored	areas	such	as	onboarding	clarity,	workload	balance, communication with the operations team and school staff, emotional

support, clarity of roles, and overall job satisfaction.
· Operations Questionnaire:
Focused on operational pain points including challenges in hiring, training, deployment scheduling, interdepartmental communication, and logistical support to nurses.
Both questionnaires were designed to ensure anonymity, avoid bias, and encourage honest feedback. Prior to circulation, both tools were pilot- tested for clarity and relevance.

3.9 Data Collection Procedure


The data collection process spanned two weeks. Survey links were shared digitally via WhatsApp and email with:
All 97 nurses deployed in the past 12 months.
A total of 10 operations team members involved in deployment and coordination roles.
After the response window closed, data was reviewed for completeness and quality. 72 nurse responses and 6 operations team responses were deemed valid and included in the final analysis.


3.10 Data Analysis


Data collected from both questionnaires were compiled and analyzed using
Microsoft Excel. The following techniques were used:
· Descriptive statistics, including frequencies, percentages, and average scores, to identify general trends and patterns.
· Graphical representations such as bar graphs, pie charts, and frequency tables were created to visually display findings, enhance

interpretation, and support data-driven conclusions.
No inferential statistics were applied, as the objective was to understand patterns rather than establish causal relationships.

3.11 Ethical Considerations

I. The research adhered to all necessary ethical guidelines for academic research involving human participants:
II. Participation was entirely voluntary, and respondents had the option to withdraw at any time.
III. Informed consent was obtained digitally before participants began the survey.
IV. No personally identifiable information was collected, ensuring complete anonymity and privacy.
V. All data was stored securely and used exclusively for academic purposes.
VI. Approval to conduct the study was obtained from the assigned research mentor and institutional guide in accordance with IIHMR dissertation protocol

Chapter 4: Results

4.1 Introduction

This chapter presents the findings from the quantitative data collected through two structured Google Forms: one for newly deployed nurses and the other for the operations team. The responses were analysed using descriptive statistics and visualized using graphs and tables in Microsoft Excel. A total of 72 nurses and 6 operations personnel participated in the study.
4.2 Participant Demographics

4.2.1 Nurses (N = 72)

· Gender: 96% female and 4 % Male (as per deployment norms).
· Age Range: Majority (68%) were aged between 21–30 years.
· Experience: 80% had less than 2 years of work experience; all were newly hired within the last 12 months.
· Deployment Locations: Schools across Delhi NCR, Mumbai, Chennai, and Bangalore.
4.2.2 Operations Team (N = 6)

· All were involved in hiring, scheduling, or coordinating nurse deployment across multiple sites.

4.3 Key Findings from Nurse Responses
1. How clearly were your role and responsibilities explained to you before starting
this assignment?



	Clarity of role and responsibility

	Response
	Frequency
	Percentage

	Very clearly
	27
	38%

	Clearly
	38
	53%

	Somewhat clearly
	6
	8%

	Not clearly
	1
	1%

	Total
	72
	100%



Table :1


Frequency	Percentage
Not clearly
Somewhat clearly
Clearly
Very clearly
0
1%
1
8%
6
20
38
38%
60

40
Clarity of role and responsibility defined to nurses.
53%
27


Figure :1

Interpretation:-The data presented in the table highlights respondents' understanding of their roles and responsibilities within their organization. A majority of participants (53%) indicated that they understand their roles "Clearly," while an additional 38% reported that they understand them "Very clearly." This suggests that over 90% of respondents feel they have a strong grasp

of what is expected of them. Meanwhile, a smaller portion, 8%, stated they understand their roles only "Somewhat clearly," and just 1 respondent (1%) admitted to not understanding their role clearly at all. These results indicate generally effective communication regarding role expectations within the organization, though there remains a small portion of employees who may benefit from further clarification and guidance.
2. How often do you experience high levels of stress in your role?



	Stress level of nurses

	Response
	Frequency
	Percentage

	never
	16
	22%

	often
	4
	6%

	rarely
	15
	21%

	sometimes
	37
	51%

	Total
	72
	100%



Table:2
Stress level amog nurses
22%
51%
6%
21%
never often rarely
sometimes


Figure:2

Interpretation: -The data on stress levels among nurses reveals that a significant portion of the respondents experience stress to varying degrees. The majority, 51%, reported that they "sometimes" feel stressed, indicating that stress is a common but not constant experience in their work environment. Another 21% said they "rarely" feel stressed, suggesting occasional pressure that does not dominate their routine. Interestingly, 22% of the nurses reported "never" feeling stressed, which could reflect effective coping mechanisms or supportive work conditions for this group. On the other hand, only 6% of the respondents indicated that they "often" experience stress, highlighting a smaller group that may be at risk of burnout and could benefit from targeted support. Overall, while stress is present, it appears to be moderate for most, with a minority experiencing either high or very low levels
3. How supported do you feel by operations team?




	support from the operations team

	Response
	Frequency
	Percentage

	Neutral
	7
	10%

	Supported
	32
	44%

	Unsupported
	4
	6%

	Very supported
	29
	40%

	Total
	72
	100%


Table:3

Frequency	Percentage
Very supported
Unsupported
Supported
Neutral
0
6%
4
10%
10
29
30
20
40%
50
40
Support from the operation team to the Nurses.
44%
7
32


Figure:3

Interpretation:- The data regarding support from the operations team indicates that most respondents feel positively about the assistance they receive. Specifically, 44% of participants reported feeling "Supported," while an additional 40% felt "Very supported." This suggests that 84% of the respondents perceive the operations team as a reliable and helpful resource in their work. Meanwhile, 10% of the participants expressed a "Neutral" stance, possibly indicating inconsistent experiences or a lack of strong opinion. Only 6% felt "Unsupported," representing a small minority who may not be receiving adequate help. Overall, the data reflects a generally supportive environment provided by the operations team, with room for improvement to ensure every team member feels fully backed.

4. who satisfied are you with your job experience in this role?




	Nurses Job satisfaction

	Response
	Frequency
	Percentage

	Neutral
	5
	7%

	Satisfied
	42
	58%

	Very satisfied
	25
	35%

	Total
	72
	100%



Table:4



Nurses Job satisfaction

7%
35%

58%
Neutral
Satisfied Very satisfied



Figure:4



The data on nurses' job satisfaction reveals a predominantly positive outlook among the respondents. A majority 58% reported being "Satisfied" with their job, while an additional 35% indicated they are "Very satisfied." This means that a combined 93% of nurses expressed satisfaction toInterpretation:-

some degree, suggesting that most find their work fulfilling and rewarding.
Only 7% reported a "Neutral" stance, with no respondents indicating

dissatisfaction, which points to a generally healthy work environment. These results highlight strong levels of job satisfaction among the nursing staff, which can contribute to better performance, lower turnover, and improved patient care.Efficiency of the nurse recruitment and hiring process:
60
50
50%
50%
40
30
20
10
3
0
NEUTRAL
EFFICIENT
Axis Title
OPERATIONS TEAM

4.4 Key Findings from Operations Responses
1. How would you rate the efficiency of the process for recruiting and hiring
nurses?





	Efficiency of the nurse recruitment and hiring process:

	Response
	Frequency
	Percentage

	Neutral
	3
	50%

	Efficient
	3
	50%

	Total
	6
	100%



Table:5





















Figure:5


The data on the efficiency of the nurse recruitment and hiring process reveals a balanced perspective among respondents. Out of the six individuals surveyed, 50% (three respondents) rated the process as “Efficient,” indicating a positive view of the system's effectiveness. Meanwhile, theInterpretation:-

remaining 50% (also three respondents) selected “Neutral,” suggesting they may
not have had a strong opinion or felt that the process was neither particularly efficient nor inefficient. Notably, there were no negative responses, such as “Inefficient,” which implies that there is a general sense of adequacy in the current hiring practices, though there may still be room for improvement to shift neutral views toward more positive evaluations.

2. How satisfied are you with the current operations system?


	satisfaction with the current operations system:

	Response
	Frequency
	Percentage

	Satisfied
	5
	83.33%

	Neutral
	1
	16.67%

	Total
	6
	100.00%



Table :6


OPERATIONS TEAM




















Figure:6



The data on satisfaction with the current operations system indicates a predominantly positive perception among respondents. Out of six individuals surveyed, five (83.33%) expressed that they are satisfied with the system, reflecting a strong level of approval. Only one respondent (16.67%)Interpretation:-
satisfaction with the current operations
system:
6
5
4
3
2
1
0
5
83.33%
1
16.67%
Satisfied	Neutral
Frequency	Percentage

reported a neutral stance, suggesting neither satisfaction nor dissatisfaction.
Notably, there were no negative responses, which further emphasizes the overall contentment with the operational processes in place. This high level of satisfaction suggests that the current system is meeting the needs and expectations of most users, although ongoing evaluation may help address the concerns of the neutral respondent and maintain or improve satisfaction levels.


Discussion

1. Operational Clarity Enhances Nurse Satisfaction
· Nurses who received structured onboarding and clear communication from operations reported lower stress and higher job satisfaction.
· This aligns with previous studies indicating that unclear roles and poor

orientation negatively affect nurse adjustment and retention (Casey et al., 2004).
2. Role Ambiguity and Scheduling Issues Increase Stress
· Irregular schedules and unclear job responsibilities added an emotional burden to new nurses.
· More than half of the respondents reported stress due to these challenges, supporting literature that links role uncertainty to burnout (Laschinger et al., 2009).
3. Mismatch in Perceptions Between Nurses and Operations Team
· Operations staff believed they were providing adequate support, while most nurses disagreed.
· This shows a communication gap and lack of shared understanding between the two groups.
· The absence of regular feedback mechanisms worsens the issue, leaving nurses feeling unheard.
4. Underutilization of Digital Tools
· Scheduling and reporting tools existed but were not used effectively due to poor training or limited access.
· This led to manual work, an increased workload, and more chances for errors.
· Proper training and user-friendly systems are needed to reduce this burden.
5. Importance of Early Engagement
· Nurses who received early communication (even informal check- ins) before deployment adjusted better emotionally.
· Early engagement helps build trust and set realistic expectations.
· This supports theories of employee socialization and organizational commitment.
6. Recommendations for Policy and Practice
To improve operational support and nurse experience, organizations should implement:

· Standardized onboarding and orientation modules.
· Clearly defined job roles and responsibilities.
· A designated point of contact for deployed nurses.
· Recognition and morale-boosting systems to retain staff.


4.6 Limitations of the Study

· The sample size for the operations team was relatively small (N = 6), which may not reflect the entire administrative structure.
· The study focused only on educational institutions; findings may not be generalizable to hospital or clinic-based settings.
· Data was self-reported and may be subject to individual bias or recall errors.

Chapter 5: Conclusion

5.1 Conclusion

This study explored the relationship between operational challenges and the experiences of newly deployed nurses in educational institutions. The findings clearly show that lack of operational clarity, poor onboarding practices, underused scheduling tools, and minimal ongoing support contribute to high stress levels and low job satisfaction among nurses.
Furthermore, discrepancies between the perceptions of nurses and operations staff reveal a lack of cohesive strategy in deployment and management.
Structured communication, timely feedback, and early engagement are essential for improving field readiness and professional morale.
5.2 Key Conclusions

· Operational clarity reduces stress and increases satisfaction among new nurses.
· Onboarding and early communication significantly improve nurse adjustment and integration.
· Technological underutilization and lack of feedback mechanisms result in inefficiency and disengagement.
· There is a need to bridge the perception gap between nurses and the operations team to foster better collaboration and performance.
5.3 Recommendations

Based on the study's findings, the following recommendations are proposed for healthcare providers working in educational settings:

5.3.1 For Management:

· Implement standardized onboarding and orientation protocols across all deployment locations.
· Define clear roles and responsibilities prior to nurse deployment.
· Introduce a buddy system or mentor check-in during the first month of deployment.
5.3.2 For Operational Teams:

· Use digital scheduling and reporting tools more consistently and ensure all staff are trained.
· Assign a designated support person for deployed nurses.
· Establish monthly feedback surveys and quick-resolution systems.

5.3.3 For Organizational Policy:

· Develop structured recognition and performance incentive programs.
· Incorporate deployment readiness as a formal metric during hiring evaluations.
· Conduct regular audits of field-level satisfaction and stress levels.

5.4 Scope for Future Research

· A comparative study involving nurses deployed in hospital settings vs. school-based healthcare.
· Qualitative interviews to further understand emotional and psychological impacts.
· A longitudinal study on nurse retention based on initial deployment experience
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