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Introduction
Strategic management involves studying an organisation's internal capabilities and external environment, formulating strategies, implementing strategies and monitoring the results of the strategies implemented for the advantage of the organisation to be achieved at sustainable levels.  The report critically analyses Coca-Cola Zero Sugar in the United Kingdom market, highlighting its strategic position and competitive environment, organisational strengths, and resources and capabilities. It will include well-established strategic management models to review strategic performance, using this analysis to find strategic opportunities and then propose a suitable strategy to address these opportunities and enhance the long-term strategic competitiveness and sustainable growth of the industry in the UK soft drink market.
Section 1: Report 
1.0: Organisational Context and Overview
1.1 Organisation Overview
As the world's largest non-alcoholic beverage maker, Coca-Cola Company runs its business in over 200 countries, offering a wide range of beverages (The Coca-Cola Company, 2025).  In 2025, the company's global net revenues were $48.1 billion (Investors.coca-colacompany, 2025). Coca-Cola Zero Sugar is its flagship sugar-free cola, which promises the original taste of Coca-Cola without the sugar or calories. 
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Figure 1: Coca-Cola Revenue
(Source: Statista, 2025)
1.2 Historical Background
Founded in Atlanta in 1892, The Coca-Cola Company has evolved into one of the world's most valuable beverage brands. Launched worldwide in 2017 as a reformulated version of Coca-Cola Zero, Coca-Cola Zero Sugar is an effort to meet consumer demand for healthier drinks (Coca-Cola, 2026). Coca-Cola has been around for more than 100 years in the UK under the banners of Coca-Cola Europacific Partners, enjoying a wide network for its manufacturing and distribution.
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Figure 2: Coca-Cola Zero Sugar
(Source: Coca-Cola, 2026)
1.3 Mission, Vision and Business Model
Coca-Cola's vision is to create sustainable growth and sustainable value for customers, communities and shareholders, with a mission to refresh the world and make a difference (The Coca-Cola Company, 2025). It is a powerful brand management model for global bottling and a bottling system based upon franchise, which is efficient manufacturing, distribution and local market responsiveness. This all-in-one solution enables seamless innovation, high-end brand positioning and expandable business operations for product market segments.
1.4 Industry Overview
Retail sales were valued at around $118.28 billion in the UK soft drinks sector in 2025 (Market Data Forecast, 2026). Low or no-sugar soft drinks made up a bigger proportion of sales than ever before since the introduction of the Soft Drinks Industry Levy. The market is expected to witness moderate growth of 3.8% to $6.3 billion by 2030 (Grand View Research, 2021). This is due to a health-conscious consumer base, product innovation and premium offerings of zero-sugar items.
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Figure 3: Global Low-calorie Soft Drink Market Size
(Source: Grand View Research, 2021) 
1.5 Key Competitors
Coca-Cola Zero Sugar is primarily being battled by Pepsi Max, low- and no-sugar carbonated drinks from Britvic, and other private label products from supermarkets (Selwood, 2026). With the growing popularity of zero-sugar beverages in the market, taste, price, brand value, innovation, health positioning, and marketing effectiveness are increasingly the battleground of the competition.
1.6 Market Position
Coca-Cola Zero Sugar's strong brand equity, distribution through wide retailers and continuous product innovation has taken it to the forefront of the zero-sugar cola category in the UK (Cocacolaep, 2026). In addition, its premium market positioning and clear competitive edge will be further strengthened by robust double-digit growth in the global market in 2025.
2.0: External and Internal Analysis
2.1 PESTEL Analysis
	PESTEL Factor
	Evaluation of Impact on Industry and Coca-Cola Zero Sugar (UK)
	Threat / Opportunity

	Political
	The renewed global trade tensions during 2025 to 2026, including US tariff increases of up to 20% to 25% on selected imported products, have increased supply-chain uncertainty and commodity price volatility, particularly for aluminium packaging and imported ingredients (UNCTAD, 2026). For the UK soft drinks industry, rising procurement costs reduce operating margins and increase pricing pressure. However, Coca-Cola benefits from local production through Coca-Cola Europacific Partners, reducing dependence on imported finished products and improving supply-chain resilience compared with smaller competitors.
	Moderate opportunity because local manufacturing reduces tariff exposure and strengthens operational resilience.

	Economic
	UK Consumer Price Inflation (CPI) fell to 2.8% in April 2026, compared with 3.3% in March 2026 (ONS, 2026). Lower inflation improves consumer purchasing power and supports demand for branded beverages. Nevertheless, labour, logistics and energy costs remain elevated, continuing to pressure manufacturers' profitability. Coca-Cola Zero Sugar possesses strong brand equity, enabling greater pricing flexibility and better margin protection than lower-priced competitors.
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Figure 4: UK inflation, 2026
(source: ONS, 2026) 
	Significant opportunity due to premium pricing power and strong consumer loyalty.

	Social
	UK consumers are increasingly prioritising healthier lifestyles, with low and no-sugar soft drinks accounting for over 70% of carbonated soft drink sales in recent years, driven by shifting health preferences and the Soft Drinks Industry Levy (Grocerytrader, 2026). This shift reduces demand for high-sugar beverages while accelerating growth in zero-sugar alternatives. Coca-Cola Zero Sugar benefits directly by satisfying health-conscious consumers without compromising the original Coca-Cola taste.
	Major opportunity for zero-sugar beverages; threat for traditional sugary drinks.

	Technological
	AI adoption across UK businesses continues expanding rapidly, with around 78% of large UK organisations implementing at least one AI technology during 2025 (ONS, 2026). AI improves production planning, demand forecasting, quality control and personalised marketing. Coca-Cola's investment in AI-driven consumer analytics, digital marketing and supply-chain optimisation enhances operational efficiency, product innovation and customer engagement, strengthening its competitive advantage within the UK beverage market.
	Strong opportunity through greater efficiency, innovation and customer insights.

	Environmental
	The UK Government's legally binding commitment to achieve net-zero greenhouse gas emissions by 2050 requires beverage manufacturers to reduce emissions, improve packaging recyclability and strengthen resource efficiency (Burnett and Stewart, 2024). Compliance increases operational costs across the industry but also creates opportunities for sustainable product differentiation. Coca-Cola's investments in recyclable packaging, carbon reduction and water stewardship strengthen its environmental reputation and long-term competitive positioning.
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Figure 5: Climate Action, UK
(Source: BBC, 2021) 
	Long-term opportunity through sustainability leadership and stronger brand reputation.

	Legal
	The Health and Safety at Work Act 1974 remains the principal legislation governing workplace safety across UK manufacturing industries, including food and beverage production (HSE, 2024). Compliance requires continuous investment in employee safety, operational controls and regulatory monitoring, increasing industry-wide costs. Coca-Cola's established global compliance systems reduce regulatory risk, strengthen consumer confidence and create barriers for less-resourced competitors.
	Threat through compliance costs, yet moderate opportunity because strong governance enhances trust and competitive advantage.


Table 1: PESTEL Analysis 
(Source: Self-developed)
2.2 Internal Analysis VRIO
	Strategic Resource/Capability
	Valuable
	Rare
	Inimitable
	Organised
	Competitive Advantage

	Coca-Cola global brand equity and consumer loyalty
	Yes
	Yes
	Yes
	Yes
	Sustained Competitive Advantage

	Coca-Cola Zero Sugar product formulation and taste profile
	Yes
	No
	No
	Yes
	Temporary Competitive Advantage

	Coca-Cola Europacific Partners' UK manufacturing and distribution network
	Yes
	Yes
	Yes
	Yes
	Sustained Competitive Advantage

	AI-driven consumer analytics and digital marketing capabilities
	Yes
	No
	No
	Yes
	Competitive Parity

	Sustainability and recycling initiatives
	Yes
	No
	No
	Yes
	Competitive Parity


Table 2: VRIO Analysis
(Source: Self-developed)
VRIO analysis suggests Coca-Cola Zero Sugar's most important strategic asset is its global brand value, which continues to be valuable, rare, difficult to imitate and supported by organisational capabilities. The financial value created from Coca-Cola's brand portfolio was seen as world's most valuable brands in 2025, as well as by the $48.1 billion net revenue generated by The Coca-Cola Company in 2025 (Investors.coca-colacompany, 2025). As a result of this reputation, customers are more likely to be willing to pay higher prices for products, which, as a consequence, make the position as a premium brand more manageable for Coca-Cola Zero Sugar in the face of fierce competition from other product groups claiming the same positioning.
Their second competitive edge is the company's relationship with Coca-Cola Europacific Partners (CCEP), who has several production plants and one of the largest beverage distribution systems in the UK (Cocacolaep, 2026). Manufacturing, logistics and retail relationships are large-scale and take many years to build up and cannot be scaled up quickly by competitors. As a result, Coca-Cola Zero Sugar is highly available and can respond much quicker to market demand when compared to many competitor products.
On the other hand, the formulation that is Zero Sugar is not a sustainable competitive advantage in and of itself. It is well known by consumers and has a similar taste to original Coke, yet some other drinks like Pepsi Max and supermarket own brands have re-stylised alternative sugar-sweetened formulations. The recipe was valuable, yet not as rare or impossible as to be unique for a strategy; thus, the recipe is valuable, yet it is not unique for a strategy.
Likewise, with sustainability programs and AI-powered marketing features, all of these tools bring enhanced operational efficiency, customer interactions and corporate reputation, even as they become universal throughout the drink industry. They are not therefore a key sustainable competitive advantage but are rather a competitive parity. 
2.3 SWOT Analysis
	Strengths
	Weaknesses
	Opportunities
	Threats

	Coca-Cola Zero Sugar benefits from one of the world's strongest beverage brands, generating $48.1 billion in global revenue in 2025 (Investors.coca-colacompany, 2025).
Extensive UK distribution through Coca-Cola Europacific Partners ensures nationwide availability.
Strong marketing investment, premium brand equity and consumer loyalty strengthen pricing power and retailer relationships.
	Despite rapid growth, Coca-Cola Zero Sugar remains dependent on the mature carbonated soft drinks category. Premium pricing limits accessibility for price-sensitive consumers during economic uncertainty.
The product also relies heavily on artificial sweeteners, which continue attracting consumer scepticism despite regulatory approval.
	Rising health consciousness and expanding demand for sugar-free beverages continue creating significant market growth opportunities. Increasing AI adoption enables personalised marketing, demand forecasting and operational efficiency. Sustainability initiatives, recyclable packaging and product innovation strengthen differentiation while supporting changing consumer preferences and environmental expectations.
	Intense competition from Pepsi Max, Britvic, AG Barr (IRN-BRU XTRA) and supermarket private-label brands intensifies pricing and promotional pressure (The Grocer, 2024).
Trade uncertainty, raw material inflation, stricter environmental regulations and evolving health policies increase operating costs while encouraging continuous product reformulation and innovation investment.


Table 3: SWOT Analysis
(Source: Self-developed)
Critical Evaluation
Coca-Cola Zero Sugar has better strategic strengths than weaknesses, implying that its competitive advantage is not confined to just the product but also brand equity, distribution and organisation size. These resources help the company capitalise on the most important external opportunity it discovered in the PESTEL analysis, which is the consumer shift towards healthier beverages.
But for a brand to remain with customers' fingers, it must also be reliant on the strength of its brands in the past. Pepsi Max's rivals, including its own competitors, are continuously closing the gap on differentiation with hectic pricing, product innovation and comparable taste offers, and private-label rivals are increasingly going head-to-head on value. As a result, the key strategic issue for Coca-Cola Zero Sugar is holding on to a premium brand while reducing cost without compromising the brand's affordability, especially in the face of ongoing cost pressures (Investors.coca-colacompany, 2026). Therefore, the secret to future competitive success will be to marry up its brand image with ongoing product innovation and AI-led consumer engagement and sustainability leadership. By aligning them, the company can better position itself to maintain market dominance and meet evolving consumer demands while adapting to heightened competition in the market. 
3.0: Comprehensive and Holistic View of the Organisation 
3.1 CSR Strategy and Alignment with Business Objectives
By applying the framework of Triple Bottom Line, it is possible to see how the company incorporates People, Planet and Profit into their CSR to dovetail with their business goals (Nogueira et al., 2023). Strategic Sustainability looks beyond doing the right thing to the tangible benefits of sustainability through organisational performance, the licence-to-operate and reputation.
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Figure 6: Triple Bottom Line
(Source: Self-developed)
People
Coca-Cola's investment in the People dimension focuses on community partnerships, water stewardship initiatives and Youth Employability Programmes to enhance relationships with communities and other stakeholders (Coca-colacompany, 2026). This helps to build stakeholder confidence and strengthens corporate social licence to operate, as the module's argument has it that CSR provides for corporate legitimacy and sustainable value creation.
Profit 
From a profit point of view, CSR serves to further the business goals, including building a positive brand reputation, better relationships with retailers and the differentiation of Coca-Cola Zero Sugar in the fast-growing health-conscious drink category. Sustainability is then a strategic investment which safeguards long-term profitability, and not only compliance costs.
Planet
Coca-Cola has advanced its environmental commitments, with packaging innovation and climate action efforts, from the Planet perspective. Coca-Cola will use the same amount of bottles and cans collected worldwide as it sells worldwide by 2035, and by 2050 become a net-zero GHG emitter (ESG Today, 2024). In the UK, Coca-Cola Europacific Partners has launched a program for all of its brands to use bottles made from 100% recycled plastic (rPET), helping to decrease the use of virgin plastic and to go through the UK's circular economy (Cocacolaep, 2026). They help to lower environmental risk, enhance regulatory compliance and ensure long-term resource efficiency.
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Figure 7: Coca-Cola’s Climate targets
(Source: Jennifer, 2024)
3.2 Balanced Scorecard
The Balanced Scorecard creates measurable goals in financial and non-financial areas based on the strategy; this makes sure to align activities with the operational objectives to create sustainable competitive advantage in the future (Kumar et al., 2023). The framework allows Coca-Cola Zero Sugar UK to measure performance beyond financial results, including customer value, operational excellence and organisational capability and helps the company achieve sustainable market leadership. 
Financial Perspective
The financial goal is to consolidate Coca-Cola Zero Sugar's profitability through growth in the premium pricing segment and through an uptrend in the market for zero-sugar coffees in the UK, a market that is growing rapidly. As Coca-Cola’s global net revenue is projected to grow by 16%, reaching $48.1 billion in 2025, continued expansion in the UK should be a strategic objective (Investors.coca-colacompany, 2025).
Some key performance indicators which will be used are zero sugar category market share, annual sales growth, operating margin and return on marketing investment. 
The 5% to 7% annual sales growth target is to be met while category shares are to be raised by 2%, and even in the face of inflationary pressures, premium margins are to be maintained.
Key initiatives for strategic consideration include leveraging AI for demand forecasting, implementing optimal pricing for each retailer, and developing new premium products. In particular, profits should be sustainable, not through aggressive pricing that might undermine long-term brand equity.
Customer Perspective
The goal is to solidify Coca-Cola Zero Sugar as the UK's leading health-conscious sugar-free cola drink. 
Key performance indicators (KPIs) include Net Promoter Score (NPS), repeat purchase rate, household penetration, digital engagement and brand preference. 
The goals are to increase household penetration by 3% per year, boost customer retention and ensure the category-leading position in brand preference.
AI-driven personalised offers, multi-channel marketing, retailer loyalty schemes, and eco-friendly marketing are among the strategic measures implemented (Salhab et al., 2025). Most importantly, the main trait of customer loyalty is becoming more and more environmental credibility and a more healthful positioning of the product in addition to taste. Sustainability has risen from a reputation management program to a value proposition in strategy, to give it a second chance at differentiation from Pepsi Max and supermarket private label brands.
Internal business process perspective
The aim is to have more efficient operations and increased environmental performance at UK sites.
The KPIs can be efficiency of manufacturing, on-time delivery to retailers, recycled packaging used, carbon emissions per litre manufactured, and product quality in manufacturing.
Key goals are to increase packaging recycled, reduce operational waste, and achieve 98% retailer order fulfilment.
Predictive maintenance, production scheduling using artificial intelligence, and digital supply-chain optimisation and circular packaging innovation are some of the strategic initiatives (Mohsen et al., 2026). Crucially, operational excellence not only needs to increase cost efficiency yet also needs to be cost-effective in terms of improving sustainability, as environmental performance becomes a key factor in both retailer partnerships and regulatory compliance and consumer buying decisions.
Learning and Growth Perspective
The goal is to mobilise the organisation to become more capable, faster through digital transformation, innovation and growing their workforce.
Some KPIs can be employee engagement, digital competency, AI adoption, Innovation pipeline, and annual hours in training (da SILVA, 2025).
Goals should be to enhance digital skills, to increase innovation projects and to increase the participation of employees in sustainability programmes.
There are strategic programs underway such as AI and analytics training, developing cross-functional innovation teams, and sustainability education. Most importantly, learning and growth are key to the entire Balanced Scorecard since well-trained workers and digital skills underpin operational excellence, which leads to better customer value, thereby enhancing financial performance. Such a cause-and-effect connection allows Coca-Cola Zero Sugar to maintain a competitive advantage in a fast-paced market for beverages in the UK.
4.0: Implementation of Strategic Choices
4.1 Business-Level Strategic Choices using Porter's Generic Strategies
From the business level, Coca-Cola Zero Sugar is using a differentiation strategy as its generic strategy to gain a competitive advantage in the soft drinks market in the UK. 
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Figure 8: Porter’s Generic Framework
(Source: Self-developed)
Cost
Cost strategy aims to ensure cost effective or lowest operational and production cost (Ștefan et al., 2023). Coca-Cola does not focus on the lowest industry pricing; they spend billions on advertising, use artificial intelligence to learn from consumer insights, on sustainability efforts, and on recyclable packaging, all of which lead to premium pricing that is higher than own-brand products found in supermarkets. This strategy aims to create value, rather than to minimise costs.
Focus strategy
Focus strategy targets a specific market segment to launch products. The strategy is not a traditional cost focus strategy, as Coca-Cola Zero Sugar has grown to £483 million (Grocerytrader, 2026). It does not focus on the height of a niche yet is targeting the wider market within the UK beverage sector through supermarkets, convenience retailers, hospitality outlets and e-commerce. However, it showcases aspects of differentiation focus with its targeting of health-conscious consumers who are looking for sugar-free options.
Differentiation
A differentiation strategy works for generating something unique by companies that make them different from other brands (Ștefan et al., 2023). Differentiation leadership allows organisations to establish uniqueness by lead attributes, customer relations and complementary services valued by customers that are good enough to justify a premium price. By providing the original flavour of Coca-Cola without any sugar or calories, Coca-Cola Zero Sugar differentiates itself in meeting the evolving needs of consumers for healthier options without sacrificing taste (Coca-cola, 2026). With the Coca-Cola Co's projected worldwide net revenue of $48.1 billion in 2025, the brand is continually investing to strengthen this premium positioning through investments in digital marketing and product innovation.
4.2 Evaluation of Strategic Options 
Porter's five forces
	Force
	Evaluation of the UK Zero-Sugar Soft Drinks Market
	Strategic Implication for Coca-Cola Zero Sugar

	Competitive Rivalry: High
	The UK soft drinks market is valued at approximately $118.28 billion in 2025 (Market Data Forecast, 2026). Coca-Cola competes directly with Pepsi Max, Britvic, AG Barr (IRN-BRU XTRA) and supermarket own-label brands. Pepsi Max remains Coca-Cola Zero Sugar's closest competitor, while intensive promotional spending and frequent product launches increase competitive pressure. The mature nature of the UK carbonated drinks market further intensifies rivalry because competitors primarily compete for market share rather than new customers.
	Coca-Cola must sustain differentiation through superior brand equity, healthier positioning, innovation and sustainability rather than competing on price, preserving premium margins and long-term customer loyalty.

	Threat of New Entrants: Low
	Establishing a national beverage brand requires substantial capital investment in manufacturing, distribution, regulatory compliance and marketing. Coca-Cola Europacific Partners operates multiple production facilities and distributes products through thousands of UK retail outlets, creating economies of scale that are difficult for new entrants to replicate (Cocacolaep, 2026). Long-established consumer loyalty further increases entry barriers.
	Coca-Cola's global brand reputation, financial resources and extensive distribution network provide sustained protection against new market entrants.

	Threat of Substitutes: High
	Consumers increasingly substitute carbonated drinks with bottled water, flavoured water, ready-to-drink coffee, functional beverages and energy drinks. More than 70% of carbonated soft drink sales in the UK now come from low- and no-sugar products, reflecting rapidly changing consumer preferences (Grocerytrader, 2026).
	Continuous product innovation, healthier formulations and premium branding are essential to reduce switching towards alternative beverage categories while maintaining consumer relevance.

	Bargaining Power of Buyers: High
	Major retailers including Tesco, Sainsbury's, Asda, Morrisons and Aldi dominate UK grocery sales, giving them considerable negotiating power over pricing, shelf allocation and promotional activities (GOV, 2023). Consumers also face minimal switching costs because alternative zero-sugar beverages are widely available.
	Coca-Cola must strengthen retailer partnerships while reinforcing brand loyalty that reduces consumer price sensitivity and protects negotiating power.

	Bargaining Power of Suppliers: Low to Moderate
	Global fluctuations in aluminium, recycled PET plastic, sweeteners and energy prices continue increasing production costs (Recycleinme, 2026). However, Coca-Cola's global procurement scale, diversified supplier base and long-term contracts provide stronger purchasing leverage than smaller competitors, reducing dependence on individual suppliers.
	Strong supplier relationships and procurement capabilities improve supply-chain resilience despite commodity price volatility and geopolitical uncertainty.


Table 4: Porter’s Five Forces Analysis 
(Source: Self-developed)
Ansoff Matrix
Ansoff Matrix assesses four strategic growth options with respect to existing and new products and markets (Aditiya and Kirana, 2025). The two choices represent varying degrees of opportunity and risk for Coca-Cola Zero Sugar UK.
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Figure 9: Ansoff Matrix
(Source: Self-developed)
Market Penetration
Market Penetration is increasing sales of Coca-Cola Zero Sugar in the existing UK market. It can be done through improved promotional campaigns, AI-powered personalised marketing, retailer loyalty schemes and increased in-store signage (Viswanathan, 2024). This is the least strategic of the options as it offers Coca-Cola high levels of consumer awareness and the company already has a high level of distribution available around the world, via Coca-Cola Europacific Partners, and is benefiting from consumption growth for sugar-free drinks.
Product Development
Product Development would include introducing new Zero Sugar variants, limited edition flavours and functional sugar-free drinks to cater for changing consumer preferences. While it might bring in some new clients, the process demands a considerable amount of R&D expense and poses a risk of product displacements and potentially unpopular offerings among customers.
Market Development
Market Development is about introducing a new product to new markets (Aditiya and Kirana, 2025). However, Coca-Cola Zero Sugar is already available in the UK nationwide in supermarkets, convenience stores, restaurants and online shops. Therefore, opportunities for significant domestic market expansion are relatively modest, but could be realised by marketing to underrepresented consumer groups like older consumers, or health-conscious families.
Diversification
Diversification is the highest level of strategic risk and involves entering totally new products and markets, which means new capabilities are needed and a great amount of investment (Cherepovitsyn et al., 2023). Expansion of unrelated beverage businesses may dilute strategic focus and lower return on investment as opposed to building up the Zero Sugar businesses.
4.3 Recommended Strategy
Based on the strategic options analyses, the best strategy for Coca-Cola Zero Sugar in the UK can be to use a market penetration strategy with a differentiation approach. The strategy enables the company to grow sales in a larger market that is expanding as well as build on its established brand equity with its large distribution system and emerging consumer demand for sugar-free drinks (Khan et al., 2023). The process of market penetration has lower investment risk and faster returns than product development, market development and diversification processes. In addition, digital marketing, sustainability efforts and ongoing product enhancements will build the brand's customer loyalty, which will further strengthen its position against Pepsi Max and grocery store brands.
4.4 Strategy Implementation
[image: ]
Figure 10: Strategy Implementation Roadmap 
(Source: Self-developed)
AI-powered personalised marketing and partnerships with retailers should be leveraged to drive more consumer engagement and repeat sales. The adoption process can start by expanding AI-powered personalised marketing and retailer partnerships to engage more consumers and get consumers to buy more often. At the same time, Coca-Cola needs to boost supply chain efficiency and the use of recycled materials as part of its sustainability efforts. Continuous analysis of selling performance, market share and customer satisfaction can inform strategic changes (Okeke et al., 2024). Increased sales growth, customer loyalty, better engagement with retailers and improved brand reputation are expected outcomes. Coca-Cola Zero Sugar will achieve a sustainable differentiation and competitive advantage in the evolving UK zero sugar market through its product innovation efforts, operational efficiency and sustainability leadership.
4.5 Potential Implementation Challenges and Mitigation
The primary challenges faced in the implementation are the increasing raw material prices, tough competition from rivals and supermarket brands, and evolving consumer preferences (Purcarea et al., 2022). If uncontrolled, these risks could have a negative impact on profitability and market share. To address these challenges, Coca-Cola should prioritise building long-term relationships with suppliers, make ongoing investments in product innovation, leverage AI for better demand forecasting, and ensure honest sustainability reporting. Routine monitoring of the market and consumer feedback will help for quicker strategic changes and maintaining competitive advantages.
	Risk
	Impact
	Mitigation

	Rising raw material costs
	Reduces profit margins
	Long-term supplier contracts and AI demand forecasting

	Aggressive competition from Pepsi Max
	Loss of market share
	Continuous product innovation and premium brand positioning

	Changing consumer preferences
	Lower product demand
	Consumer analytics and regular product improvements

	Sustainability compliance costs
	Higher operating expenses
	Invest in recyclable packaging and operational efficiency


Table 5: Identified Risks and Mitigation Strategies  
(Source: Self-developed)
Section 2: Reflective account 
5.0: Reflection of Personal Experience using Kolb's Reflective Cycle
5.1 Concrete Experience
It was becoming more than a simple information-gathering exercise, and one that demanded the ability to compare and evaluate the market opportunity for Coca-Cola Zero Sugar in the UK market, and draw a sounder conclusion as a result. First, I looked through academic research, company reports, government reports, and industry reports and data sources to find the most applicable evidence to each of the strategic frameworks. I used the PESTEL, VRIO, SWOT, Porter's Generic Strategies, Porter's Five Forces, Ansoff Matrix, Triple Bottom Line and Balanced Scorecard to analyse the organisation along various aspects. The entire way I have emphasised connecting theory with up-to-date and ongoing company data, but not a mere description of the company profile.
5.2 Reflective Observation
At first, I thought that the main way to create a good strategic report was to gather recent data and apply some of the recognised frameworks. However, as I went along, I discovered that the difficulty was to critically analyse the evidence, rather than simply present it. Often, I would discover what I considered interesting statistics and not see how they meshed with the particular framework to which I was considering applying them. I found myself wondering if all of the evidence was solid and on-point, or if it was piling more information on top of what I had. One of the key learning opportunities was the awareness of the inter-relationships between each of the frameworks. I saw PESTEL, VRIO and SWOT as a combination of the two rather than two separate analysis pieces. The opportunities found in PESTEL were then linked into the SWOT as part of the analysis, and the VRIO was about whether Coca-Cola had the internal capability to exploit the opportunities found in the SWOT. This greatly enhanced the logical sequencing of my report, and proved that strategic management is about synthesising evidence and not analysing each of the frameworks separately.
5.3 Abstract Conceptualisation
This experience has had an impact on me and has really been a humbling experience in my strategic management experience. Before this assignment, I had a perception of the strategic frameworks as analytical tools working individually. During the research and writing process, I found that their usefulness lies in these relationships and how they can work together to aid in strategic decision-making. For instance, using Porter's Five Forces helped to identify how competitive the soft drinks market in the UK is, and the Ansoff Matrix helped to assess the various market growth strategies before deciding on market penetration as what was most appropriate in this case. In the same way, the Triple Bottom Line reflects that sustainability is not about corporate responsibility; it is about it being an asset that can boost customer confidence, manage regulatory uncertainty and provide a long-term business advantage (Nogueira et al., 2025). This experience brought me realisation of the value of Evidence-Based Decision Making and the importance of strategic recommendations to be credible when they are based on theory, current data and critical judgment and not opinions.
5.4 Active Experimentation
I am inspired for future strategic projects to take a more systematic approach, based on this reflection. I will start by highlighting the most suitable frameworks to then gather evidence in order for my research to be focused and purposeful. Another goal is to improve my synthesis of information, in relation to strategising, by considering various options for solutions, instead of picking the next viable one. In addition, I will be more focused on including recent market information with theory models and achieve more robust evidence-based conclusions. I will be able to apply these enhancements to improve my strategic thinking and practical recommendations that will be made to resolve issues faced in my work environment in a dynamic business context.
Conclusion
The report critically assessed the strategic position of soft drinks company Coca-Cola Zero Sugar in terms of integration of internal and external analysis with the existing theories of strategic management in the UK soft drinks market. Results indicate that the biggest competitive edge of the brand is in terms of brand equity, and they have a vast distribution network, as well as they have successfully differentiating their products in accordance with the growth of consumers' thirst and demand for healthier beverages. While the market penetration strategy is under threat by increasing competition, regulatory changes, and sustainability expectations, it is nevertheless the correct way to grow sustainably. The implementation of these, combined with continued innovation and operational excellence, alongside digital innovation, will enhance the company's long-term competitiveness and ensure that Coca-Cola Zero Sugar has a leading position in the market in the UK.
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