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[bookmark: _Toc224558744]Executive Summary 
This report evaluates Innocent Drinks’ current strategic position and identifies the most suitable growth strategy to support its long‑term development. Innocent operates in a highly competitive drinks market shaped by strong health trends, rising sustainability expectations, and increasing regulatory scrutiny. The PESTEL analysis highlights key external pressures, including inflation, climate‑related supply challenges, and stricter environmental advertising rules. Porter’s Five Forces further shows that Innocent faces high supplier power, strong buyer influence, intense rivalry, and significant substitution threats, reinforcing the need for a strategy that strengthens differentiation and supports resilience.
The SWOT analysis identifies Innocent’s strong sustainability commitments, ethical sourcing, and Coca‑Cola’s financial backing as major strengths. However, premium pricing and supply‑chain vulnerability present ongoing challenges. Against this backdrop, four strategic options were assessed using the SFA framework: market penetration, product development, market development, and diversification.
Product development emerges as the most suitable and feasible strategy. It aligns closely with Innocent’s mission, values, and differentiation approach, while responding directly to consumer demand for healthier, lower‑sugar, and functional beverages. The strategy is financially viable due to Coca‑Cola’s support and operationally realistic given Innocent’s existing R&D capabilities. It also carries lower environmental and reputational risk compared with international expansion or diversification.
The report recommends that Innocent pursue product development focused on new low‑sugar, plant‑based, and functional wellness drinks. A clear implementation plan outlines steps for R&D, supply‑chain preparation, marketing, and sustainability compliance, supported by measurable KPIs. This strategy strengthens Innocent’s competitive position while remaining true to its ethical and environmental commitments.
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Introduction to Innocent Drinks.
Highlight the organisational vision, mission, and values.
Innocent Drinks positions itself as a purpose‑driven company, maintaining an articulated strategic identity. Since its founding in 1999 the company has maintained a commitment to conducting business responsibly, prioritising ethical practice and positive social impact, the organisation has positioned itself as one that “stands up for what matters” and aims to leave environments and communities in a better condition than it found them. (Innocent Drinks 2026).
In 2018, innocent achieved B Corp certification, formally recognising its efforts to use business as a force for good. This accreditation reflects its commitment to embedding social and environmental considerations into its operations. People and the planet are central to the organisation’s mission, demonstrated through donating 10% of its profits to “good causes” and investing in sustainable infrastructure, including the development of its all‑electric drinks facility, known as the Blender. (Innocent Drinks, 2018).
Innocent drinks articulate its organisational mission, vision and values clearly, from seen in their report: (Good All-Round Report (2019). This states the reason it exists is “to make natural, delicious food and drink that helps people live well and die old.” Explaining what they do and why. The mission highlights a focus on health, wellbeing, and producing high‑quality products. It provides a clear sense of purpose that guides its goals, shapes its capabilities, and influences everyday decision‑making.
The aspiration of the organisation is also noted in the report as: “our vision is to help people live well and die old and we aspire to do that at a large scale”. Showing they intend for their organisation to grow in the future. This vision reflects the organisation’s strategic intent to broaden its positive impact while remaining anchored to its purpose. (Innocent Drinks 2019).
Their values are demonstrated through its B Corp commitments, sustainability initiatives, and people‑focused culture where they emphasize their themes such as responsibility transparency, ethical sourcing, environmental stewardship, and community impact (Innocent Drinks, 2023).  




Evaluation of current market situation: PESTEL (macro environment)
	Political
	• UK Soft Drinks Industry Levy adds 18–24p per litre, driving reformulation and influencing pricing 
• Post‑Brexit customs checks, tariffs and delays increase costs for imported fruit, affecting sourcing and long‑term planning (BBC Newsround, 2018).

	Economic
	• Inflation has increased grocery, production and distribution costs (BBC News, 2025). 
• Fruit import prices have risen sharply — oranges up 134% since 2020 due to extreme weather and global supply issues (Which?, 2024). 
• Cost‑of‑living pressures push consumers toward cheaper alternatives, affecting demand for premium drinks (Which?, 2024).

	Social
	• Growing health awareness increases scrutiny of sugar content in juices and smoothies (The Grocer, 2026). 
• Rising demand for natural and plant‑based drinks aligns with Innocent’s brand positioning (The Grocer, 2026). 
• Consumers expect visible sustainability commitments from brands.

	Technological
	• Innocent developing bottles using 50% plant plastic and 50% recycled plastic (Innocent Drinks, 2021). 
• Packaging is being made lighter to reduce plastic use (Innocent Drinks, 2021). 
• Renewable energy and electric HGV trials support emission reduction and supply‑chain efficiency (Innocent Drinks, 2021).

	Environmental
	• Climate change causing poor harvests and supply volatility for key fruits, increasing costs (BBC News, 2025). 
• Consumers demand reduced plastic and lower‑carbon products; Innocent responds with lighter, recycled and plant‑based packaging (Innocent Drinks, 2021). 
• As a B Corp, Innocent must progress toward its net‑zero 2040 target (Innocent Drinks, 2024). 
• ASA ruling highlights need for accurate environmental claims (ASA, 2022).

	Legal
	• Strict UK/EU rules on labelling, allergens and sugar disclosure under the Soft Drinks Industry Levy (BBC News, 2018). 
• ASA banned an Innocent advert for misleading environmental claims, requiring stricter CAP/BCAP compliance (ASA, 2022; BBC News, 2022). 
• B Corp certification requires updated governance, transparency and recertification every three years (4C Associates, 2023).



Porter’s Five Forces (industry competitiveness)
Bargaining power of suppliers – High 
Supplier power is high for Innocent Drinks because the company relies heavily on imported fruit, much of which comes from global agricultural markets. This dependence makes Innocent vulnerable to price fluctuations, supply disruptions, and farming challenges in other countries. Seasonal variation, climate risks, and the limited availability of high‑quality produce further strengthen supplier influence, putting suppliers in a position to dictate terms on pricing and availability. The Green Business Journal Highlight’s Innocent’s investment in regenerative farming, which reflects the company’s need to secure more stable and sustainable supply chains in response to these pressures. Altogether, this gives suppliers considerable bargaining power over Innocent (Green Business Journal, n.d.).
Buyer Power – High
Buyer power is high because consumers and retailers both have strong influence over Innocent’s pricing, positioning, and sales. Consumers have very low switching costs, meaning they can move easily between smoothie brands, supermarket own‑label products, or even different drink categories. With so many alternatives available, buyers hold a lot of influence. The market is crowded with competing smoothie options, and smoothies also compete with drinks like energy drinks, protein shakes, and functional waters, giving shoppers even more choice. Supermarkets increase this pressure by offering cheaper own‑label smoothies and controlling most sales through their shelf space and pricing power. Together, this gives both consumers and retailers strong bargaining power, pushing Innocent to keep prices competitive and maintain a compelling brand (Mordor Intelligence, 2026).
Threat of Substitutes – High
The threat of substitutes for Innocent Drinks smoothies is high because consumers can choose from many alternative drinks, including bottled and flavoured water, juices, homemade smoothies, soft drinks, energy drinks, and other health drinks. (Mintel, 2025). With so many products offering similar benefits such as refreshment, convenience, or a perceived health boost, customers can easily switch, which increases substitution pressure.
Threat of New Entrants – Moderate
The threat of new entrants is moderate to low because starting a smoothie or juice brand requires high investment, strict food‑safety standards, and strong branding. Innocent drinks already have a trusted reputation, loyal customers, and a leading UK market share, making it hard for new firms to compete. Its focus on sustainability and ethical practices also raises the entry barrier. Although small niche brands can appear, they struggle to match Innocent’s scale and visibility (Native Assignment Help, 2026).
Competitive Rivalry – High
Competitive rivalry is high because there are already many competitors in the market offering products that are similar. Innocent Drinks faces strong pressure from brands such as Tropicana, Naked Juice, and POM Wonderful, making the competitive environment intense.
SWOT (internal + external)
	Strengths
	• Strong sustainability commitments, including net‑zero goals, an all‑electric renewable‑energy factory, and long‑standing leadership in recycling (Innocent Drinks, n.d.). 
• Ethical ingredient sourcing through close partnerships with farmers, reinforcing Innocent’s reputation as a responsible, planet‑focused brand (Innocent Drinks, n.d.). 
• Backing from The Coca‑Cola Company provides financial stability, global reach, and investment capacity, strengthening competitiveness (BBC News, 2013).

	Weaknesses
	• Premium pricing makes Innocent less accessible during economic pressure, especially compared with cheaper supermarket own‑brand alternatives. 
• Heavy reliance on globally sourced fruit increases vulnerability to climate impacts, seasonal variation, and supply‑chain disruptions (EcoAct, n.d.). 
• Use of common allergens (e.g., kiwi, banana, apple) limits accessibility for some consumers. 
• During cost‑of‑living challenges, consumers may switch to homemade smoothies instead of paying for premium products.

	Opportunities
	• Rising demand for plant‑based and lower‑sugar drinks supports expansion of Innocent’s high‑vegetable smoothie range (BeverageDaily, 2025). 
• Growth in functional beverages creates opportunities for new product development and wider supermarket rollout. 
• Packaging innovation — such as lighter bottles or alternative formats like Savanna’s 500ml can — offers potential for more sustainable and convenient packaging solutions (BeverageDaily, 2025).

	Threats
	• Climate change affects fruit harvests and increases sourcing risks, putting pressure on costs and supply stability (Innocent Drinks, 2026). 
• Competitors are investing heavily in sustainability, reducing Innocent’s ability to stand out. 
• Stricter regulations on carbon reporting, supply‑chain transparency, and ethical standards increase compliance demands and operational costs (Innocent Drinks, 2026).



[bookmark: _Toc224558746]Strategic Growth Options and Proposed Strategy 

Porter’s Generic Strategies that Innocent Drinks competes through differentiation, offering natural, high‑quality products rather than low‑cost alternatives. Innocent follows this strategy because it focuses on natural ingredients, ethical sourcing and strong sustainability commitments, which make its products stand out. These values help Innocent maintain their premium, health‑focused position in the market (Innocent Drinks, n.d.).
Market Penetration (Existing Products, Existing Markets)
Market penetration involves increasing sales of Innocent’s current drinks within the UK and Europe. With this strategy, the company focuses on increasing sales without changing its products or entering new countries It is realistic because Innocent already has strong brand recognition and established retailer relationships. However, the market is highly competitive, limiting long‑term growth potential. While it aligns with Innocent’s values, it does not significantly strengthen innovation or sustainability. The key risk is limited impact due to market saturation.
Product Development (New Products, Existing Markets)
Product development focuses on creating new drinks such as low‑sugar options, protein smoothies, seasonal, functional, or plant‑based options. This is a realistic option because Innocent already develops new products and understands what its customers like. It also fits well with Innocent’s values, as new drinks can still use natural ingredients and sustainable packaging (Innocent Drinks 2024). The main risk is that new products are costly and may not always sell as expected.
Market Development (Existing Products, New Markets)
Market development involves expanding Innocent’s existing drinks into new countries outside Europe, such as North America or Asia. This could help the brand grow, but it is less realistic in the short term because distribution is expensive and increases carbon emissions. This may clash with Innocent’s sustainability goals. Expansion is possible, but Innocent would need to plan carefully to stay true to its ethical and environmental values (B Lab 2023).
Diversification (New Products, New Markets)
Diversification involves Innocent creating completely new products and selling them in new markets, such as expanding into healthy snacks or wellness foods. This is the least realistic and highest‑risk option because it takes Innocent away from its core strength in drinks. It only partially aligns with Innocent’s values unless new products remain natural, ethically sourced, and sustainably packaged (Innocent Drinks, 2023). The risk is high because diversification could weaken the brand if new categories do not fit Innocent’s identity. Overall, diversification carries the greatest strategic uncertainty
Overall Evaluation
· Most realistic: Market penetration and product development
· Most aligned with Innocent’s values: Product development (natural, ethical, sustainable)
· More challenging: Market development
· Least realistic / highest risk: Diversification
Recommended Strategic Growth Option: product development  
Innocent should pursue product development by launching new low‑sugar, functional wellness drinks aimed at health‑conscious consumers in the UK and Europe. This option is attractive because it directly responds to market trends identified in the PESTEL analysis, including rising health awareness and demand for natural, plant‑based beverages. It also fits Innocent’s brand identity, which is built on ethical sourcing, sustainability, and high‑quality ingredients. Product development leverages Innocent’s existing R&D strengths and strong market presence, supporting long‑term competitiveness in a crowded drinks sector (Pathak, 2004). Unlike market development or diversification, it delivers growth without increasing environmental impact or moving away from Innocent’s core capabilities, ensuring the strategy remains aligned with its sustainability commitments.
[bookmark: _Toc224558747]Strategy evaluation 
[bookmark: _Toc224558748]You will need to conduct an evaluation of the strategy and propose a suitable strategy with the justification of choice. Use tools such as the SFA etc to support your arguments. (Tip: Any information that you cannot find on the Innocent Drinks website or their annual reports, you can make appropriate assumptions as necessary. State what assumptions you have made in your report).
Using the SFA framework, the four strategic options are evaluated to identify which approach offers the best fit for Innocent’s goals, capabilities, and values. This evaluation assumes that Innocent Drinks continues to have access to investment capital through Coca‑Cola to support moderate R&D expansion. It is also assumed that consumer demand for low‑sugar, functional and plant‑based beverages will continue to grow over the next three to five years. Finally, it is assumed that Innocent’s existing sustainability infrastructure and supplier relationships remain stable enough to support new product development.
Suitability
Product development emerges as the strongest strategic option because it directly addresses the pressures highlighted in the PESTEL and Five Forces analysis. As the report notes, “the health and wellness market is expanding, with consumers increasingly choosing natural, low‑sugar, and functional drinks,” and this shift aligns closely with Innocent’s identity as a brand built on health, simplicity, and natural ingredients. Developing new products also plays to Innocent’s existing strengths particularly its sustainability commitments and ethical sourcing practices. The company “focuses on natural ingredients, ethical sourcing and strong sustainability commitments,” which means innovation is not only possible but a logical extension of its differentiation strategy.
Market penetration could also support growth, but its impact is limited by the intensity of competition. The market is already crowded, with “strong pressure from brands such as Tropicana, Naked Juice, and POM Wonderful,” making it harder for Innocent to gain significant additional share without heavy promotional spending. In contrast, market development and diversification carry higher levels of risk and are less aligned with Innocent’s environmental goals. Expanding into new regions or entirely new product categories would increase operational complexity and could undermine the company’s sustainability commitments.
Feasibility
Product development is also highly feasible for Innocent because the company already has the core capabilities needed to deliver it. Innocent has well‑established R&D processes and strong supplier relationships, meaning it is used to experimenting with new recipes and bringing new drinks to market. As the document highlights, Innocent “already develops new products and understands what its customers like,” which shows that the organisation has the operational foundations in place to innovate without major disruption.
Financially, the strategy is equally realistic. Innocent benefits from the backing of Coca‑Cola, whose ownership provides “strong financial support, global reach, and investment capacity.” This significantly reduces the financial risks normally associated with developing new product lines, as Innocent can access both capital and expertise from a much larger parent company.
By comparison, market development would require far greater investment in logistics, distribution, and international expansion. These activities would also increase carbon emissions, making the strategy difficult to justify alongside Innocent’s net‑zero commitments. Diversification is even less feasible, as it would require Innocent to build entirely new capabilities outside its core strengths in drinks, stretching resources and potentially diluting the brand.
Acceptability
Product development is highly acceptable to Innocent’s stakeholders. Customers are increasingly looking for healthier, functional drinks, so expanding this range directly meets their expectations. Employees benefit from innovation‑led growth, and suppliers gain from stronger, longer‑term partnerships. The strategy also fits Innocent’s ethical commitments and supports its B Corp duty to “embed social and environmental accountability.”
Shareholders are likely to support a strategy that strengthens Innocent’s market position without taking on unnecessary risk. Because new products can use existing sustainable packaging and supply‑chain systems, the environmental impact remains low.
By contrast, market development and diversification introduce higher reputational and environmental risks, making them less acceptable to stakeholders who prioritise sustainability.
Overall, product development performs strongest across all three SFA criteria. It aligns well with current market trends, builds on Innocent’s existing strengths, and fits the expectations of stakeholders who value health, innovation, and sustainability. It is also a realistic option operationally and financially, making it a low‑risk path for long‑term growth. Based on this evaluation, product development stands out as the most strategically sound direction for Innocent Drinks.
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Explain how your proposed strategy would impact the stakeholders. Produce a brief stakeholder engagement plan based on the theories that you have learned (I.e. Stakeholder theory, Mendelow’s matrix etc)
The proposed product development strategy will influence a wide range of stakeholders, each with different expectations and levels of influence. Stakeholder Theory emphasises that Innocent must balance the needs of groups who contribute to, or are affected by, organisational decisions, while Mendelow’s Matrix helps identify which stakeholders require the closest management attention.
Customers have high interest and moderate power. The strategy benefits them by expanding access to healthier, low‑sugar and functional drinks that reflect changing lifestyle preferences. Meeting these expectations strengthens brand loyalty and reinforces Innocent’s health‑focused identity.
Employees also hold high interest, as product development encourages creativity, skill development, and opportunities for internal progression. Involving staff in innovation processes and maintaining clear communication will help sustain motivation and support successful implementation.
Suppliers have moderate power because Innocent relies on consistent access to high‑quality, ethically sourced ingredients. Product development may increase demand for specific fruits or plant‑based components, requiring close collaboration to ensure sustainable supply. Strengthening long‑term partnerships will help maintain stability and uphold Innocent’s ethical sourcing commitments.
Shareholders, including The Coca‑Cola Company, sit in the high‑power, high‑interest quadrant of Mendelow’s Matrix. They are likely to support the strategy because it offers growth without excessive financial or operational risk. Transparent reporting and regular performance updates will be essential to maintain confidence.
Regulators and B Corp auditors have high power but lower day‑to‑day interest. Product development must continue to meet strict environmental, advertising, and nutritional standards. Maintaining compliance protects Innocent’s reputation and certification status.
Environmental and community groups have high interest but lower power. The strategy aligns with their expectations by using sustainable packaging and responsible sourcing, reinforcing Innocent’s commitment to social and environmental accountability.
Stakeholder Engagement Plan
· Manage closely: Customers, employees, suppliers through co‑creation workshops, feedback loops, and partnership agreements.
· Keep satisfied: Shareholders, regulators, B Corp auditors through transparent reporting and compliance updates.
· Keep informed: Community groups and NGOs through sustainability reporting and public communication.
Overall, the product development strategy supports positive stakeholder relationships while remaining consistent with Innocent’s ethical and sustainability values.
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To bring the product development strategy to life, Innocent will need a clear and practical plan that guides the creation, launch, and ongoing monitoring of its new low‑sugar, functional wellness drinks. The implementation focuses on four areas: developing the product, preparing the supply chain, launching effectively, and ensuring sustainability and compliance remain central throughout.
Developing the new product range
The first step is understanding what consumers want. Innocent can run short surveys, taste tests, and social‑media polls to identify preferred flavours and functional benefits. The R&D team can then begin experimenting with natural, ethically sourced ingredients to create early prototypes. These will be tested with small consumer groups to refine taste, texture, and packaging.
KPIs: completion of research within three months, at least three strong prototypes, and 80% positive feedback from testers.
Preparing the supply chain
New products mean new ingredient requirements, so Innocent will need to work closely with existing suppliers to secure reliable, ethically sourced plant‑based and functional ingredients. If demand increases, additional suppliers may be required, but only those who meet Innocent’s sustainability and quality standards. Packaging will also be reviewed to ensure it remains lightweight, recyclable, and aligned with the company’s environmental commitments.
KPIs:
· 100% of new ingredients sourced from approved ethical suppliers
· Updated supplier agreements within six months
· Packaging meeting internal sustainability criteria (e.g., recycled content, reduced plastic weight)
Launching the products effectively
A successful launch will rely on strong retailer partnerships and targeted marketing. Innocent can work with major supermarkets to secure prominent shelf placement and run a marketing campaign focused on health benefits, natural ingredients, and sustainability. Digital channels, particularly Instagram and TikTok, will help reach health‑conscious consumers and build early excitement.
KPIs:
· Distribution in at least 70% of major UK retailers within three months
· One million digital impressions in the first month
· Achievement of first‑quarter sales targets
Ensuring sustainability and compliance
Throughout development and launch, Innocent must continue to meet ASA, B Corp, and environmental standards. This includes verifying all health and sustainability claims, assessing the carbon footprint of new ingredients, and ensuring packaging choices support the company’s net‑zero goals.
KPIs:
· Zero regulatory breaches
· No increase in carbon emissions per bottle
· Continued B Corp compliance
Monitoring progress
Progress will be reviewed quarterly by Innocent’s strategy, sustainability, and commercial teams. Performance will be monitored using sales data, supplier audits, customer feedback, and environmental reporting. Any underperformance will trigger corrective actions such as reformulation, marketing adjustments, or supply chain improvements. This ensures the strategy remains flexible, evidence‑based, and aligned with Innocent’s long‑term sustainability commitments.
Conclusion 
In conclusion, Innocent Drinks operates in a dynamic and increasingly challenging market environment, where health trends, sustainability expectations, and competitive pressures shape strategic decision‑making. The analysis demonstrates that product development offers the strongest path for growth, as it aligns with Innocent’s core values, leverages its existing capabilities, and responds directly to consumer demand for healthier and more functional beverages. Compared with market development or diversification, this strategy presents lower financial and environmental risk while supporting long‑term competitiveness.
By investing in innovative, low‑sugar, plant‑based products and maintaining its commitment to ethical sourcing and sustainable packaging, Innocent can strengthen its differentiation and reinforce its position as a purpose‑driven brand. Effective implementation, supported by strong stakeholder engagement and ongoing monitoring, will ensure the strategy delivers meaningful impact. Overall, product development provides a balanced, future‑focused approach that supports Innocent’s mission to help people “live well and die old” while continuing to operate responsibly and sustainably.
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