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Introduction 
[bookmark: _Toc111834946]Businesses have evolved in operations and structures over the years. Globalisation and the open market economy have provided opportunities for businesses to expand their business operations to other countries and across the globe which is also known as International Business (Daniels, Radebaugh and Sullivan, 2013). International Business has been facilitated by the rapid advancements in the technologies that the people in countries around the world are aware of the brands that their countries do not produce. International businesses do not follow the same rules and regulations in different countries. They have to learn about the environments in which the operations will be conducted (Hill, 2014). Therefore, business environment theories are helpful to understand the competitive business environment and formulate business strategies. This report will discuss Nuffield Health, a UK-based organisation expanding its operations in a developing country, Bulgaria. Before the expansion, a competitive business environment will be evaluated by PESTLE, Porter’s five forces, and Hofstede’s dimensions analyses. These analyses will help the organisation to understand the challenges and opportunities that exist in the country and adopt appropriate strategies to use these opportunities for achieving the organisational goals and objectives.












A brief introduction to Bulgaria
Bulgaria is a developing country, located in southeastern Europe and its economy is said to an upper-middle-income. The population of the country in 2021 is 6.52 million. Previously the country used to be a centralised and planned economy but over the last three decades, it has established an open market economy (Kalfova, 2019). Its economy is largely dependent on mining, construction, agriculture, and service businesses such as tourism, healthcare etc (Britannica, 2022). The GDP is estimated to be $80.27 billion in 2021. This country is famous for being the oldest country in Europe that was founded in 681 AD (State Gov, 2022). It is endowed with natural diversity and beauty such as mountains, hot springs, the Black Sea coast, and rivers that attract tourists around the world.
[bookmark: _Toc111834947]
Theories of Business Environment
[bookmark: _Toc111834948]Nuffield Health is considering expanding its organisational activities in Bulgaria. But the expansion task is not as easy as doing business in the UK. When it is going to establish the facilities in that country, it has to encounter various external influencing factors that will affect the organisational activities (Daniels, Radebaugh and Sullivan, 2013). The theories of the business environment will discuss such external factors and evaluate their consequence on organisational activities.
PESTLE Analysis
 
[bookmark: _Toc111761144][bookmark: _Toc113396012]Figure 1 PESTLE Analysis
Source: (Author)

Political Factor: Political factors provides opportunities for doing business with ease in a country. But developing countries often face political instabilities and difficult situations which cause problems for businesses that invest so much funds (Hill, 2014). Bulgaria is not an exception to that. The recent years Bulgaria is facing political instability to some extent. So at this time, the company has to face political problems while conducting business operations in the country. As Bulgaria is a member state of the European Union, the businesses within the country can reap the benefit of it by getting entrance to other European countries with competitive healthcare services (Kalfova, 2019). In addition, the country has a friendly relationship with other countries that Nuffield Health can gain international reach from the expansion.
Economic Factor: Since the country has chosen an open economy, it has been performing great in its economy. The unemployment rate has dropped to a historically low and income convergence has been evident, but the progress is disrupted because of the covid-19 pandemic (The Global Economy, 2022). However, the country will rebound the progress very soon, giving so many opportunities to businesses.
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[bookmark: _Toc111761145]Figure 2: Unemployment Rate of Bulgaria 
[bookmark: _Hlk111760477]Source: (The Global Economy, 2022)  
Social Factor: The country is still fighting against poverty, unemployment, income disparities etc. Even the people are having the lowest standard of living among other EU countries (Terziev and Ivanov, 2017). The existence of social inequalities may create social problems that the foreign organisation must face.
Technological Factor: Bulgaria has remarkably done well in the ICT sector (Madgerova et al., 2018). The advancement of technologies in the production process, logistics, and marketing are giving so many advantages compared to other developing countries. Nuffield Health can use advanced equipment and innovative processes to serve the new market effectively because of the technological endowment.
Legal Factor: Companies in Bulgaria can be set up into two types: Limited liability companies and joint stock companies (Madgerova et al., 2018). Foreign companies have to follow some directions while expanding their businesses. They have the option to open their branches or establish them permanently under different registrations (Hill, 2014). In addition, tax rules, employment regulations, and laws are required to be strictly followed.
[bookmark: _Toc111834949]Environmental Factor: The country is facing immense environmental issues because of the non-compliance of the businesses with environmental standards in their business operations. It stands last among other EU countries in the environment index (Terziev and Ivanov, 2017). However, after the attainment of state membership in the EU, the country is doing progress in environmental matters and so new startup or establishment of business units may have to follow some strict rules and regulations regarding the environment (Kalfova, 2019).




















Porter's Five Forces Framework
Porter's five forces framework is widely used to analyse the competitiveness of an industry and the profitability of doing business in that industry. Nuffield Health is expanding its operations in Bulgaria. Therefore, the healthcare industry of Bulgaria needs to be assessed before they establish facilities in the country. Five forces are explained as follows: 
1. Rivalry in the industry: Bulgaria lacks in providing modern healthcare facilities like other countries in Europe. There exists intense rivalry in the healthcare service industry. Particularly, the Chinese and the German companies such as MY Synergy, iHealth, Ren Xue Bulgaria, Agel Bulgaria etc. offer competitive prices and service delivery in this sector. Hence, the profitability will not be higher for Nuffield Health if they are unable to provide outstanding and competitive health services to the people (Asad, 2012).[bookmark: _Toc111761146][bookmark: _Toc113396014]Figure 3 Porter’s Five Forces Framework
Source: (Author) 

2. Risk of New Entrant: The free market economy of the country provides anyone with the opportunity to start a business (Terziev and Ivanov, 2017). Therefore, there is a moderate risk of new entrants to other healthcare services.
3. Power of Suppliers: Since the country does not have lots of healthcare businesses, the bargaining power of healthcare businesses is moderately high.
4. Power of Customers: The people of Bulgaria do not get modern healthcare services in the country yet they have to pay for the healthcare service. Because of less bargaining power of the people, the healthcare business has high profitability (Asad, 2012).
5. [bookmark: _Toc111834950]Threats of Substitute Products: As Bulgaria is a European country, the people of the country can easily move to other EU countries. Hence, they have the alternative to receive healthcare services from other places (Kalfova, 2019). These can be identified as threats of substitute products.

















Hofstede's Cultural Dimensions Theory
Hofstede's cultural dimension framework is effective in understanding different aspects of cultures. Society has a distinct set of values and perceptions that shape the behaviour of its people. Since Nuffield Heath is a service-oriented organisation, it has to interact with people from different cultures and regions. Particularly Bulgarians are unknown people to the organisation. If the organisation wants to gain good performance, it must understand the people properly and conduct the interactions that are appropriate for the people. The dimensions of the framework are explained below:
[image: Chart, waterfall chart

Description automatically generated][bookmark: _Toc111761147][bookmark: _Toc113396015]Figure 4 Hofstede’s Cultural Dimensions
Source: (Hofstede's Insights, 2022)

High Power Distance vs Low Power Distance: The people of Bulgaria accept a hierarchical order in the society in which they feel comfortable getting instructions from the higher authorities and following them accordingly (Madgerova et al., 2018). Almost all organisations have benevolent autocratic bosses, and the centralisation of powder is commonly seen in organisational power distribution (Ilieva-Koleva and Dobreva, 2021). Hence, Nuffield Health has to practice such a hierarchy in the organisation.
Individualism vs Collectivism: The society of Bulgaria prefers to take decisions such as recruitment, and promotion in a group. Loyalty is paramount for the group and they put much importance on maintaining strong relationships.
Masculinity vs Feminity: Bulgaria has a feminine society where people work to live. They do not have any high ambition for achievement. Employees within the organisation like to have equality, solidarity, and quality in the workplace (Terziev and Ivanov, 2017). Any conflict that arises is resolved by compromise and negotiation. Finally, well-being is focused to establish rather than the achievement of any status.
Uncertainty Avoidance: This index shows that the country has high uncertainty avoidance tendency. A country that has high uncertainty avoidance index puts much importance on maintaining rules and regulations strictly. People like to avoid ambiguity. Unorthodox beliefs and ideas are ignored (Terziev and Ivanov, 2017). The employees always get busy at their work and do hard work with precision and punctuality.
Long-term Orientation: The score of Bulgaria in this index shows that it has a pragmatic society that believes truth depends on the situation, context and time. People like to save and invest for future achievements.
Indulgence: The country has the lowest score in this dimension. Therefore, it has a strong restraint culture. Employees are likely to obey societal rules and norms (Ilieva-Koleva and Dobreva, 2021). They do not try to indulge themselves. Leisure and self-satisfaction do not get priority among them.
[bookmark: _Toc111834951][bookmark: _Toc111834952]
The Opportunities and Challenges for Nuffield Health in Bulgaria 
· Opportunities 
Nuffield Health is considering expanding its organisational activities in Bulgaria. The organisation has so many opportunities for establishing a new private facility in the country. It must register in the district court of Sofia as a non-profit organisation as the establishment will be located there. There are two options at hand, either the organisation should be an association or a foundation (Bitzenis and Vlachos, 2010). 
· The government provides freedom to set organizational goals and objectives. So Nuffield Health can pursue the same goals in that country. 
· Non-profit activities are tax exempted. Even the donors get a 5% deduction from the annual taxation (Blacksea, 2022). So tax-free opportunities can be achieved by the company. However, Nuffield Health has to pay a 10% flat tax if they make profits from any of their activities. The country has the lowest personal and corporate tax rate of any other European country so businesses can make growth here. It can also avail the tax incentives because the government provides tax incentives for foreign investors.
· Bulgaria has a skilled and cost-effective workforce that can serve people efficiently without incurring huge expenditures in payments (Kalfova, 2019). So Nuffield Health can use the fund in other areas to serve the people and ensure better health care services.
· Another significant opportunity that exists is to achieve global recognition of Nuffield Health as the country has a strategic global position which offers the opportunity of a global reach. Finally, the growing economy will fuel organisational activities in the long term.











· Challenges

· The healthcare service requires interacting with people. Without a good understanding of them, no organisation can adjust to the culture and the environment (Bitzenis and Vlachos, 2010). Nuffield Health is going to encounter the biggest challenge in the country in its culture. Because the UK and Bulgarian cultures are so different that when the organisation set up the facility there, it will go through a hard time understanding the employees and the clients. The people of that country tend to be sceptical and they need instructions to do any task (Terziev and Ivanov, 2017). The facial expressions may seem confusing because they may look angry and irritated but they are not. It is their regular behaviour. 
· Employees often need motivation for accomplishing any task.
· The institutional procedures to start the business can be a lengthy process and getting approval from the bureaucrats can take so much time and cause a waste of resources. Even though the country is doing well in the corruption index, there exists institutional corruption that may hinder organisational activities (Terziev et al., 2017).
· [image: ]Recently, the covid-19 pandemic has caused a huge loss in the economy, so the expansion may face inflation, interest rate, currency rate fluctuations and other economic and social problems (The Global Economy, 2022).

[bookmark: _Toc111761148]Figure 5: Inflation Rate of Bulgaria 
Source: (The Global Economy, 2022)
[bookmark: _Toc111834954]When it comes to the topic of corporate governance, the country does not differentiate foreign businesses from local businesses. They both can form and be regulated by the company act. But the medical research sector has some restrictions that any foreign national must get a license from the regime for establishing a healthcare facility
Different Barriers to Foreign Organisation in Bulgaria
[bookmark: _Toc111834955]The barrier to entry that will be faced by Nuffield Health in Bulgaria will start with the language. Bulgarian is used by the majority of the people and they have little proficiency in English (Terziev and Ivanov, 2017). So foreign businesses carefully analyse the language factors before entry. This language is very different from other European languages and the alphabets make it tougher to learn. Then the next barrier will come from government regulations. Because any foreign healthcare organisation must get a licence from the government which takes a longer time (Blacksea, 2022). So entry into the market becomes difficult. In addition, the existent healthcare businesses will not prefer any more organisations to come because it will reduce their profitability (Terziev et al., 2017). So they may create entry barriers with large investments and improved services.
Recommendations for Nuffield Health to succeed in Bulgaria  
· Nuffield Health must take a large investment in Bulgaria because there exist so many opportunities for healthcare service business and the government provides incentives for foreign business investment. A large investment will help the organisation to use advanced technologies and innovations in the process that will ensure better health care service in the country (Daniels, Radebaugh and Sullivan, 2013).
· The different culture needs to be analysed and learned to a great extent and learning about the new culture will bring new opportunities to the business. Particularly, the management must achieve a good command of the language of the people (Johnson, 2014). So it can reach closer to the people and provide the expected and enhanced services.
· It must follow all the rules and regulations from the first step of the expansion. Any type of institutional corruption can be avoided if Nuffield Health maintains all the compliance and standards (Hill, 2014). Transparency must prevail in all the activities of the organisation.
· The management can use local consultancy firms for other organizational matters as they have expertise in the industry. Also, the recruitment of skilled and talented local people in managerial activities will increase the efficiency and effectiveness of the service delivery process (Bitzenis and Vlachos, 2010). Because they are acquainted with the people and so easily adjust to them and provide them improved services.

Conclusion
A developing country has so many challenges and opportunities for foreign businesses. Foreign businesses get interested to invest in the country only when they find it attractive or the organisational goals are possible to achieve. The developing country Bulgaria is an appropriate choice for Nuffield Health for its expansion. The organisation must utilise the opportunities that exist in the country and get over the challenges. It may face other barriers to entry but such barriers are possible to overcome. If Nuffield Health can establish its facility in Bulgaria, it can contribute to the health service of the country. The people of the country will also be benefited from it. It can operate the activities for both purposes: non-profit or profit-seeking. Whatever the purpose it pursues must comply with all the rules and regulations of the country. Therefore, the achievement of the organisational goals and objectives will reach universal recognition. Success in Bulgaria is very crucial for the organisation because it will encourage the organisation to expand its operation further.
[bookmark: _Toc111834957]
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Rivalry in The Industry: Intense Rivalry


Risk of New Entrants: Moderate risk


Bargaining Power of Suppliers: High


Bargaining Power of Customers: Low


Threats of Substitute Products: Moderate



Political Factor: Recent Political Instability, Good Relation with Other Countries


Economic Factor: Open Economy, Income Convergence of the people, Growing Economy


Social Factor: Poverty, Unemployment, Low Standard of Living


Technological Factor: Advanced Technologies in Production, Healthcare, and other Business Area


Legal Factor: Easy Procedures for Foreign Businesses, Tax and Employment Rules and Regulations


Environmental Factor: Weak Environmental Compliance
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