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A Business Environment Analysis of NHS Wales Organisation

[bookmark: _Toc225506949]1. Introduction
Organisations are becoming more dynamic and complex due to the many external forces in which they operate. Such forces entail political choice, economic factors, social demands, development of technologies, law-making, and environmental issues. Together these are the external business environment that affects the operations, competitive nature and the attainment of strategic goals of the organisations in a great manner. With this type of uncertain and quickly changing environment, the capacity of organisations to respond and analyse effectively to environmental change is vital in terms of long-term sustainability and success. The environmental analysis helps organisations to determine the risks that may arise in the future, predicting the future trends and exploiting new opportunities, hence contributing to better informed and strategic decision-making (Johnson, Whittington and Scholes, 2023).
The healthcare industry is highly influenced by the external environment as it depends on the government, funding, demographics, and technological advancements. This is unlike most organisations in the private sector, which are able to focus only on efficiency, but not equity, in that every member of the society must be able to access high-quality care. The growing need in healthcare services due to ageing population and the growing prevalence of chronic diseases, puts an extra burden on healthcare systems. Meanwhile, the dynamism of the technological world and financial limitations demand ongoing changes and innovation. Consequently, healthcare organisations need to comprehend the external environment in order to be able to ensure the quality of services provided without wasting scarce resources (Alderwick, 2023).
The essay is dedicated to NHS Wales which is the publicly funded healthcare system that provides a wide range of health services in Wales. NHS Wales is managed by Welsh Government and it offers a broad spectrum of services, such as hospital care, primary care, mental health services, emergency services, and community healthcare programmes. The organisation has a pivotal role in enhancing the outcomes of health of the people and decreasing health disparities among the citizens. Nevertheless, NHS Wales has numerous issues, such as shortages of workforce, rising requirements of services, financial limits, and digital transformation (Health Foundation, 2024).
In order to assess the performance of NHS Wales in the external environment, the present essay uses the PESTLE framework, which is one of the most popular macro-environmental analysis instruments. The PESTLE model considers six important dimensions, including political, economic, social, technological, legal, and environmental factors. Through this framework, the essay will evaluate the effect of these factors on NHS Wales and also come up with the major challenges and opportunities that these factors create.
This essay is organised as follows. The paper starts by defining the business environment and the significance of environmental analysis. It then uses the PESTLE framework to examine the external forces influencing NHS Wales. This is then accompanied with an analysis of the strategic responses of the organisation to these challenges. Lastly, the essay ends by providing important conclusions and recommendations on how to enhance performance of organisations in the future. This analysis will show how the external environment changes are significant in the way the sustainability and effectiveness of the public healthcare systems are ensured.

[bookmark: _Toc225506950]2. Understanding the Business Environment 
The business environment is defined as the scope of external factors and conditions affecting the operations, performance and strategic decision making of an organisation. These are elements that are outside the direct control of the management but have a significant influence on the success and sustainability of organisations. The external environment is dynamic and uncertain by nature and is influenced by the ongoing changes in political priorities, economic conditions, technological advancement, and expectations of society. This means that organisations need to be flexible and responsive and change their strategies to suit the changing environmental conditions. The systematic study of the business environment helps organisations to be more aware of external pressures and find suitable strategic responses that help to maintain long-term goals (Grant, 2022).
Environmental analysis is also a basic aspect of strategic management since it enables organisations to determine the opportunities and threats that are presented by the external conditions. The opportunities can be created due to technological innovation, favourable government policies, or changes in consumer behaviour and threats can be created because of economic instability, changing regulations, or growing competition. Through continuous environmental scanning, organisations have the ability to envisage the possible changes and respond in advance instead of responding to them. Such future-oriented strategy is especially critical in industries with high standards of uncertainty and complexity, and the inability to respond quickly can cause serious operational and strategic challenges (Hill and Hult, 2022).
In order to facilitate successful environmental analysis, organisations apply various models of theories that offer systematic patterns of interpreting external forces. The PESTLE framework is one of the best-known models and analyses the macro-environmental factors in six dimensions, i.e., political, economic, social, technological, legal, and environmental. The model also helps organisations to build a general overview of the external environment that they work within, it is also effective in determining long term trends and systemic impacts. Nevertheless, PESTLE does not take into consideration the dynamics within the competitive environment in industries, the necessity to consider other analytical instruments (Johnson, Whittington and Scholes, 2023).
Porters five forces model is another structure that is vital because it centres on the level of competition in a given industry. This model examines five major forces namely the threat of new entrants, bargaining power of suppliers, bargaining power of buyers, threat of substitute products or services and competitive rivalry intensity. Even though the model was first formulated in the context of the industries of the private sector, it can offer useful lessons in the context of the public sector by analysing such pressures as those associated with provision of services, distribution of resources, and expectation of the stakeholders. In the healthcare sector, such as the price of pharmaceuticals and medical equipment, supplier power can be manifested, whereas competitive forces can be other healthcare providers or participation by the private sector (Sharpe et al., 2025).
Besides these models, the SWOT analysis is usually utilised to incorporate internal and external analysis. SWOT looks at the strengths and weaknesses of an organisation and external opportunities and threats which gives a more comprehensive view of strategic positioning. Although the PESTLE and Porters Five Forces analysis concentrate mainly on the external environment, SWOT enables organisations to evaluate the relationship between the internal capabilities and environmental factors. This combined technique facilitates more efficient strategy formulation as it makes sure that organisational capabilities are used to capitalise on the opportunities and counter risks that may occur (Windle et al., 2025).
Within the framework of a publicly funded healthcare, the awareness of the business environment is especially significant because of the reliance that the sector has on the external factors, including government funding, policy choices, and health trends within a population. The environment in which organisations like NHS Wales work is highly regulated and politically charged in nature when external conditions shift the impacts may be immediate and severe on service delivery. The public healthcare systems unlike the private organisations have to ensure that efficiency is matched with equity so that services are made available to everyone irrespective of their socioeconomic status. This two-fold role makes decision-making in the strategy harder and the detailed analysis of the environment more significant (Kommandeur, 2026).
Moreover, healthcare environment is influenced by the factors that are changing very fast through demographics, technological innovation, and growing public expectations. The increasing number of ageing populations and the increasing prevalence of chronic diseases serves to increase the demand of healthcare services and the development of medical technology offers an opportunity of better care and a challenge of cost and implementation. Meanwhile, patients are increasingly informed and demand more professional care and prompt provision of services, as well as participation in the decision-making process. Such developments demand that healthcare organisations keep on changing their strategies to suit the evolving needs and expectations (Boyd et al., 2025).

[bookmark: _Toc225506951]3. Analysis of External Factors (PESTLE) 
[bookmark: _Toc225506952]Political Factors
NHS Wales is strongly influenced by political factors as it depends on governmental funding, policy orientation, and regulation. The Welsh Government sets the priorities in healthcare, distributes financial resources and comes up with reforms that are directly involved in defining organisational performance. As of 20232024, the Welsh Government has over half of its total spending on health and social care, which proves the sector as politically important and dependent on a long-term government investment (Causer et al., 2026). Nevertheless, the growing demand in healthcare services has generated a conflict between political promises of universal healthcare and the real constraint of the existing funding. As an example, waiting time of up to 3 months to obtain elective operations in most parts of the UK depicts the difference between the policy expectation and the capacity of the system. The projects like the merging of health and social care services are intended to enhance efficiency and patient outcomes, but they need a complicated coordination and organisation restructuring which may slow down the results. Also, changes in political leadership or the policy focus may interfere with long-term planning and cause uncertainty to NHS Wales. Although a robust political backing guarantees stability and the continuity of funding, it also constrains the autonomy of the organisation, as NHS Wales has to be flexible without losing touch with the changes in governmental strategies (Luis et al. d.n.m).

[bookmark: _Toc225506953]Economic Factors
The economic situation is also a key determinant of the operational capacity and sustainability of NHS Wales because the organisation highly depends on the state funding that is determined by the overall macroeconomic performance. Increasing inflation in the UK that was over 10 in 2022 has also raised the price of basic resources like medical supplies, energy and salaries of the working force, adding to financial strains on healthcare systems. Meanwhile, the cost of healthcare delivery is on the increase as the medical technologies and treatment are becoming more efficient, and, despite their positive effects on patients, demand significant investment (Lloyd and Payne, 2025). Staffing issues also add to the burden of the economy, as the rates of vacancies in the NHS are over 100,000 positions throughout the UK, which makes them more dependent on agency workers and increases the cost of operations. Also, healthcare disparities in Wales are also caused by socioeconomic differences since people living in disadvantaged regions have more prevalence of chronic infection and dependence on healthcare services. In spite of these, economic limitation also promotes efficiency and innovation, especially by investing in preventive health care that cut down on the expenses incurred in the long run. Indicatively, smoking and obesity intervention programmes started at an early age can reduce the rate of chronic diseases to a great extent, putting less strain on the system financially. As a result, the economic reasons are major constraining factors but also the ones that push towards more sustainable and economical approaches to health care (Potter et al., 2025).

[bookmark: _Toc225506954]Social Factors
One of the key determinants of the healthcare demand is social factors and they play a significant role in determining the nature and magnitude of services needed by NHS Wales. The ageing population is one of the most urgent problems as about a quarter of the Welsh population is 65 years or more and this population is also likely to rise in the next several decades. This population change leads to an increased rate of chronic illnesses like diabetes, cardiovascular disease, and dementia that are associated with long-term and resource-consuming care (Ip et al., 2025). Besides the ageing population, there are other lifestyle related problems like obesity, smoking and physical inactivity that are still putting tremendous strain on healthcare services and Wales has one of the highest obesity rates in the UK. These not only make the demand more demanding but also make the treatment pathways more complicated, and integrated and multidisciplinary approaches to care are needed. Simultaneously, there are changes in the expectations of healthcare services by the population who are now more demanding more rapid access to healthcare services, digital interactions, and individualised treatment experiences. COVID-19 disease also increased the pressure on mental activity, exposing the deficit in the current provision and the necessity to increase psychological support. However, heightened awareness about health and wellbeing among the population creates potential opportunities of NHS Wales to advance preventative care via educating the population and community-based programmes, which may decrease the demand in the long run and enhance the health results of the populations (Allen et al., 2025).

[bookmark: _Toc225506955]Technological Factors
The technological progress has become one of the key agents of change in NHS Wales, which provides the opportunities to enhance its efficiency, accessibility, and quality of service. Implementing digital health services, such as electronic health records, telemedicine, and others, has greatly increased the quality of communication between healthcare providers and positively affected the ability of patients to access services. As an example, remote consultations that were popular at the time of the COVID-19 pandemic allowed continuing care and alleviated the load on physical medical institutions especially in rural regions. Moreover, new technologies like artificial intelligence and data analytics can transform the healthcare provision process by facilitating the early detection of diseases, treatment planning, and allocating resources more effectively (Norris et al., 2025). Yet, there are a few challenges that accompany the implementation of such technologies, such as the high initial cost of investment, the necessity to train the staff continuously, and the organisational change resistance. Moreover, increased use of digital systems entails questions of data security because cyberattacks on healthcare centres have revealed weak points in the current infrastructure. Such dangers require effective cybersecurity and constant improvements in the system. Although technological innovation has great long-term advantages, it is necessary to have successful integration, sufficient funding, and the capacity of the workforce to adjust to new systems and processes (Anderson et al., 2025).
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The legal influences are also imperative to determine the activities of NHS Wales since they define the regulatory environment within which the healthcare services should be provided. Legal compliance guarantees patient safety, ethical practise, and organisational accountability, which also complicate operations further (Sharpe et al., 2025). The medical personnel are expected to follow rigid clinical standards and are regularly inspected by authorities that control performance and examine the failures in care delivery. One of the areas of concern related to law is data protection since NHS Wales is bound by the General Data Protection Regulation (GDPR) to process sensitive patient data. The increased application of digital technologies has complicated the data security, and the possible breaches are the financial and reputational threats. The employment law also influences the workforce management by enforcing the safe working environment and professional standards. Although these regulations may restrict flexibility, they are critical to protect the trust of the citizens and provide the same quality of care (Sissons and Green, 2025).

[bookmark: _Toc225506957]Environmental Factors
Concerns about sustainability and climate change are also increasing in importance to NHS Wales, as the strategic priorities are increasingly influenced by environmental factors. The health care systems are also a major source of carbon emission in terms of energy consumption, transportation, and waste (Hiam et al., 2026). The NHS has responded by pledging to become net-zero by 2040 and this involves radical operations. Some of the measures that have been initiated by NHS Wales include energy efficient infrastructure, sustainable procurement, and reduction of waste. Such activities do not only minimise effects to the environment, but also increase cost efficiency in the long-term. Moreover, such environmental problems like air pollution and severe weather directly affect the health of people, exerting more pressure on the medical services they seek. Although there is a need to invest in implementing sustainable practises, it can also provide chances of increasing efficiency and providing better health outcomes (Brennan et al., 2026).

[bookmark: _Toc225506958]4. Organisational Adaptability & Strategic Responses 
To address the intricate external environment detected in the frame of the PESTLE analysis, NHS Wales has introduced the variety of strategic initiatives targeting the enhancement of resilience, efficiency, and quality of services (Sharpe et al., 2025).
Digital transformation is one of the greatest strategic responses. Electronic health records and telemedicine platforms are some of the digital health technologies NHS Wales has invested in. The technologies improve interaction between healthcare providers, access to healthcare services by patients, and decreasing administrative loads. Digital transformation facilitates the use of data in decision-making, which allows resources to be distributed more efficiently, and patients have better outcomes (Windle et al., 2025).
Workforce development is another important strategic focus. The NHS Wales is facing one of the most pressing issues regarding the lack of staff members. The organisation has implemented training programmes, recruitment and professional development to attract and retain healthcare professionals. Better working conditions and wellbeing of staff are also important elements of workforce strategy as they lead to increased job satisfaction and retention levels (Boyd et al., 2025).
Another key strategic response is the integrated care systems. In NHS Wales, primary care providers, social care services, and hospitals have been encouraged to work together. This holistic method will enhance care coordination, minimise service redundancy and decrease patient outcomes. NHS Wales strives to provide more effective and efficient healthcare services by putting emphasis on patient-centred care (Kommandeur, 2026).
Moreover, NHS Wales has also highlighted preventative healthcare measures. The long-term demand on the services of health facilities can be decreased by taking initiatives in the field of public health to decrease smoking, obesity, and other risk factors related to lifestyle. Prevention does not only enhance the health of the population but also saves the healthcare system in terms of finances (Allen et al., 2025).
In spite of these, strategic responses can always be enhanced in certain regions. As an illustration, although there has been a lot of improvement in digital transformation, there are still issues of system integration and training of staff. The efficiency of these initiatives would be improved by investing more in digital infrastructure and on-going training programmes (Lloyd and Payne, 2025).
On the same note, the issue of workforce exists even where recruitment has taken place. Other possible options that NHS Wales can consider to overcome the problem of staffing shortages are international recruitment, flexible working, and increased responsibilities of allied health professionals (Boyd et al., 2025).
NHS Wales has been keen on adjusting to the external environment. Nevertheless, there should be continuous improvement and innovation in order to achieve long-term sustainability and resilience (Sharpe et al., 2025).

[bookmark: _Toc225506959]5. Conclusion & Recommendations 
NHS Wales is in a dynamic external environment which is influenced by political, economic, social, technological, legal and environmental forces. According to the PESTLE analysis, the greatest challenges of the organisation are financial constraints, shortage of workforce, the growing healthcare demand, and technological development. Simultaneously, these aspects also offer the opportunities of innovation, efficiency, and improved patient care.
The analysis has shown that NHS Wales has made significant strides to meet these challenges by digitalizing, developing its workforce, integrating care systems, and preventative healthcare programmes. The strategies have led to better service delivery and organisational resilience. Nevertheless, more will have to be done to mitigate current challenges and make the most out of such initiatives.
In order to improve the performance in the future, it is advisable that NHS Wales should invest more in digital infrastructure and training of the staff to maximise the benefits of technological innovation. It is also necessary to strengthen the workforce strategies such as retention and recruitment initiatives. Furthermore, the increase in preventative healthcare programmes can be used to decrease the demand on the long-term services.
The key to being able to ensure that NHS Wales will be in the position to provide high-quality healthcare services and address the needs of the population, which undergo changes, lies in effective environmental analysis and strategic adaptation thereof.
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