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Executive Summary 
This report provides a comprehensive situation analysis for Veterans NHS Wales (VNHSW), a specialised dedicated to supporting veterans with service-related mental health issues. The analysis covers the organisation’s mission, market performance, external market conditions, competitive environment and internal resources. 
Key Findings: 
· Mission and Market Performance: VNHS aims to improve veteran’s mental health through evidence-based treatments, In the financial year 2002-2023, the service received 642 referrals, reflecting its strong reputation and growing recognition of the importance of mental health support for veterans.  
· External Market Condition: The mental health sector for veterans is expanding, driven by increased awareness and policy support. The market in Wales is expected to grow at a compound annual growth rate (CAGR) of 5% over the next five years. 
· PESTEL Analysis: Political support, economic conditions, social attitudes, technological advancements, environmental factors and legal compliance all play crucial roles in shaping VNHSW’s operations. Government policies and funding, reducing stigma and leveraging digital health technologies are particularly significant. 
· Competitive Environment: The threat of new entrants is moderate while the bargaining power of suppliers is low. Veterans have moderate bargaining power due to multiple service options. The threat of substitutes is low. And competitive rivalry is midrate, with key competitors including Combat Stress and Help for Heroes. 
· Internal Analysis: VNHSW’s strengths include specialised services, experienced clinicians, positive feedback, comprehensive support, digital resources and community engagement. However, it faces challenges such as limited resources, geographical barriers and dependence on external funding. 
· SWOT Analysis: VNHSW should utilise its strengths and opportunities such as increased awareness and policy support while addressing weaknesses like resources constraints and geographical barriers. Reducing risks from stigma, competition and economic downturns is also essential.  
Strategic Recommendations:
· Enhance service accessibility and expand digital offerings. 
· Strengthen community engagement and collaborations with other organisations. 
· Focus on reducing stigma and promoting mental health awareness among veterans. 
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Situation Analysis for Veterans NHS Wales

Introduction 
Veterans NHS Wales (VNHSW) is a specialised service dedicated to providing mental health support to veterans who have served in the Armed Forces and are experiencing mental health difficulties related to their military service. The service operates under the umbrella of NHS Wales and collaborates with various health boards and veteran charities to deliver comprehensive care (Veterans NHS Wales, 2025).
Mission Statement
The mission of Veterans NHS Wales is to improve the mental health and well-being of veterans with service-related mental health problems through the development of sustainable, high-quality, evidence-based treatments tailored to the unique needs of veterans, ensuring their well-being and satisfaction. 
Market Performance Data
In the financial year 2022-2023, Veterans NHS Wales received 642 referrals, with the majority coming from self-referrals and primary care services. The service has established a strong reputation for its expertise in military mental health, engaging with veterans, health professionals and third-sector charities across Wales. The organisation has seen a steady increase in the number of veterans accessing its services, reflecting the growing recognition of the importance of mental health support for veterans. 
External Market Conditions 
1. Industry Trends- The mental health sector, particularly services for veterans, is experiencing increased demand due to the growing awareness of mental health issues and the unique challenges faced by veterans (U.S. Department of Veterans Affairs, 2025). There is a significant focus on providing evidence-based treatments and integrating digital health solutions to enhance accessibility and effectiveness. The COVID-19 pandemic has further highlighted the need for robust mental health services, leading to increased funding and policy support for mental health initiatives. 
According to Fahy and Jobber (2023), the marketing landscape is evolving with great importance on digital marketing and customer engagement. This trend is also evident in the mental health sector where digital technologies not only improve accessibility for veterans in remote areas but also offer innovative ways to deliver mental health support.
2. Market Size and Growth – The market for veteran mental health services in Wales is expanding, with an increasing number of veterans seeking support. The growth is driven by heightened awareness, the stigma slowly changing for men to speak out on their mental health and the policy support for mental health services. According to recent data, the number of veterans in Wales is estimated to be around 150,000, with a significant proportion experiencing mental health issues related to their military service (Cardiff and Vale University Health Board, 2025). The market is expected to grow at a compound annual growth rate (CAGR) of 5% over the next five years. 
Benefits of Market segmentation: 
· Better targeting – Segmentation allows Veterans NHS Wales to identify and target specific groups within the veteran population, such as those with PTSD, anxiety or depression. By understanding the unique needs of each segment, VNHSW can develop tailored marketing strategies and communication plans to effectively reach and engage these groups.
· Development of services: Segmentation enables VNHSW to design and develop services that meet the specific needs of different segments. For example, veterans with PTSD may benefit from specialised therapies like EMDR, while those with anxiety might prefer cognitive-behavioural therapy (CBT). This targeted approach ensures that veterans receive the most appropriate and effective support. 
· Resource Allocation: By segmenting the market, VNHSW can allocate resources more efficiently. Understanding the size and needs of each segment helps in prioritising funding, staffing and service development efforts, ensuring that resources are directed where they are needed most. 
· Enhanced Engagement: Tailored services and targeted communication foster stronger engagement with veterans. When veterans feel that their specific needs are being addressed, they are more likely to seek support and participate in treatment programmes. 
· Improved Outcomes: Segmentation leads to better outcomes by providing veterans with personalised care. Evidence-based treatments tailored to the unique challenges faced by different segments can significantly improve mental health and well-being. 
Fahy and Jobber (2023) also highlight the importance of understanding customer behaviour and market segmentation in developing effective marketing strategies. For Veterans NHS Wales, this means tailoring services to meet the specific needs of different segments within the veteran population such as those with PTSD or other service-related mental health issues.


PESTEL Analysis
A Pestel Analysis is a strategic tool used to identify and analyse external factors that can impact an organisation. It stands for Political, Economic, Social, Technology, Environment and Legal factors. This framework helps organisations understand the macro-environmental factors that can influences that can affect their operations and strategic decisions ( Paul VanZante, 2023).
	Political
	Government policies and funding for veteran mental health services are crucial. The Welsh Government’s commitment to supporting veterans plays a significant role in shaping the services provided. Recent initiatives, such as the Armed Forces Covenant, have reinforced the government’s dedication to ensuring veterans receive the support they need (Veterans NHS Wales, 2025).

	Economic
	Economic factors, including funding allocations and budget constraints, impact the availability and scope of services (Centres for Disease Control and Prevention, 2025). Economic downturns can lead to reduced funding for mental health services, while economic growth can result in increased investment in healthcare. 

	Social
	Social attitudes towards mental health and the stigma associated with seeking help can influence service utilisation (Veterans Health Administration, 2025).  Efforts to reduce stigma and promote mental health awareness are essential in encouraging veterans to seek support.  

	Technology
	Advances in digital health technologies offer opportunities for remote and online mental health support (Centres for Disease Control and Prevention, 2025). Telehealth services, mobile apps and online therapy platforms are enhancing accessibility, particularly for veterans in remote areas. 

	Environment
	Environmental factors, such as the geographical distribution of veterans affect service accessibility. Rural and remote areas may face challenges in accessing mental health services, highlighting the need for innovative solutions to bridge the gap.

	Legal
	Compliance with healthcare regulations and policies ensures the provision of high-quality services. Legal frameworks, such as data protection laws and clinical governance standards play a critical role in maintaining the integrity and safety of mental health services. 



Political support and government funding is crucial for VNHSW. Economic conditions impact resource availability, while social attitudes influence service utilisation. Technological advancements enhance accessibility and geographical distribution affects service reach. Legal compliance ensures high-quality care. Addressing these factors helps VNHSW navigate challenges and utilise opportunities to improve services for veterans (Ideascale, 2023).  
Competitive Environment
Porters Five Forces
Porters Five Forces is a framework for analysing the competitive forces that shape an industry. It helps organisations understand the intensity of competition and the profitability potential within the market. This module was introduced by Michael E Porter on 1979, examines five key forces that influence an industry’s structure and competitive dynamics (Thestrategyinstitute, 2024).
1. Threat of new entrants– The threat of new entrants is moderate, as establishing specialised mental health services requires significant expertise and resources (Porter,1980; Porter,1985). However, the increasing recognition of mental health issues among veterans may attract new providers to the market. 
2. Bargaining Power of Suppliers – The bargaining power of suppliers is low, given the availability of various healthcare providers and professionals. Veterans NHS Wales can collaborate with multiple suppliers to ensure a steady supply of resources and services. 
3. Bargaining Power of Buyers – The bargaining power of buyers (veterans) is moderate as they have access to multiple service providers. Veterans can choose from various mental health services, making it essential for Veterans NHS Wales to differentiate itself through quality and specialised care. 
4. Threat of Substitute products or services – The threat of substitutes is low as specialised mental health services for veterans are unique and not easily replaceable. However, general mental health services and self-help resources may serve as alternatives for some veterans. 
5. Competitive Rivalry – Competitive rivalry is moderate, with other mental health service providers and charities offering similar services. Key competitors include Combat Stress and Help for Heroes, both of which established reputations and extensive support networks. 
The competitive environment for VNHSW is shaped by moderate threats and bargaining power, with unique position in providing specialised mental health services for veterans. The moderate threat of new entrants and competitive rivalry necessitates continuous innovation and differentiation in service offerings. The low bargaining power of supplies allows VNHSW to maintain cost-effective operations, while the moderate bargaining power of buyers highlights the importance of maintaining high-quality, specialised care to retain veterans’ trust and preference. The low threat of substitute underscores the value of VNHSW’s unique services, but also calls for vigilance in addressing any potential alternatives that may arise. Overall, VNHSW must leverage its strengths , such as experienced clinicians and comprehensive support, to navigate the competitive landscape and continue delivering impactful mental health services to veterans.   


Key Competitors
Combat Stress
· Strengths – Established reputation, comprehensive services, strong focus on holistic care.
· Weaknesses – Limited geographical reach, reliance on donations and fundraising. 
· Market Share- Significant in the UK, particularly for veterans with complex mental health needs. 
· Strategies – Focus on holistic care, partnerships with other organisations and community engagement. 
Help For Heroes 
· Strengths – Strong brand recognition, extensive support network, diverse range of services.
· Weaknesses – Resource constraints and is dependent on public donations. 
· Market Share – Considerable influence in the UK, particularly providing support for physical and mental health issues. 
· Strategies – Community engagement, fundraising initiatives and collaboration with other veteran organisations. 
By understanding these competitive forces, VNHSW can develop strategies to enhance its competitive position. This includes leveraging its specialised services, experienced clinicians and positive feedback to differentiate itself from competitors. Additionally, VNHSW can focus on expanding digital offerings and strengthening community engagement to lessen the impact of competitive rivalry and the threat of substitutes. According to (Porter, 1985) differentiation can lead higher customer loyalty, reduced price sensitivity and a sustainable competitive advantage by offering unique value that competitors cannot easily replicate. 
Internal Analysis
Key Resources, Assets and Capabilities 
Veterans NHS Wales possesses several key resources including:
· Experienced Clinicians – The service employs experienced clinicians, known as Veterans Therapists (VT), who have expertise in military mental health (Veterans NHS Wales, 2025). These clinicians often have military backgrounds, providing them with a unique understanding of the challenges veterans face.
· Comprehensive Support – VNHSW offers a range of evidence-based treatments including, cognitive-behavioural therapy (CBT), eye movement desensitisation and reprocessing (EMDR) and Walk and Talk sessions. The service collaborates with other health professionals and charities to provide holistic care. 
· Positive Feedback – The service has received positive feedback from veterans who have benefited from the therapy and support provided. Testimonials and case studies highlight the positive impact of VNHSW on Veterans’ mental health and well-being. 
· Digital Resources – VNHSW has developed digital resources including, online self-help guides and telehealth services to enhance accessibility for veterans in remote areas. 
· Community Engagement – The organisation actively engages with the veteran community through outreach programs, workshops and events fostering a sense of community and support among veterans. 
Swot Analysis 
A SWOT analysis is a strategic planning tool used to identify and evaluate the strengths, weaknesses, opportunities and threats related to an organisation or project. It helps in understanding the internal and external factors that can impact the success of an organisation (Gürel, 2017)
	Strengths 
	Weaknesses

	· Specialised, priority service for veterans.
· Experienced clinicians with expertise in military mental health. 
· Positive feedback from veterans.
· Comprehensive support through collaborations.
· Strong digital presence and resources.
· Active community engagement. 
	· Limited resources and funding constraints.
· Geographical barriers affecting service reach.
· Lack of awareness among some veterans and healthcare professionals about the service. 
· Dependence on external funding and donations. 

	Opportunities 
	Threats

	· Increasing awareness and support for mental health issues. 
· Potential for increased policy support and funding.
· Opportunities for enhanced collaborations with other organisations. 
· Expansion of digital and online services to reach more veterans. 
· Development of new programs and services tailored to veterans’ needs.
	· Stigma associated with seeking mental health support. 
· Competition from other mental health service providers.
· Changes in government policies or funding. 
· Economic downturns affecting funding and resources. 
· Technological challenges in implementing and maintaining digital services. 



Based on the SWOT analysis, Veterans NHS Wales should focus on utilising its strengths such as its specialised services and experienced clinicians, while addressing weaknesses like resource constraints and geographical barriers. The organisation can capitalise on opportunities, including increased awareness and policy support and mitigate threats by reducing stigma and staying adaptable to policy changes. Strategic initiatives should aim to enhance service accessibility, expand digital offerings and strengthen community engagement.  
Conclusion 
Veterans NHS Wales (VNHSW) plays a crucial role in supporting veterans’ mental health through specialised services and experienced clinicians. The organisations strengths, including positive feedback and comprehensive support, position it well to address the growing demand for mental health services. By utilising opportunities such as increased awareness, policy support and addressing challenges like resource constraints and geographical barriers, VNHSW can enhance its impact and ensure veterans receive the necessary support. 
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