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1. [bookmark: _Toc223794947]Executive Summary
This report critically evaluates Innocent Drinks’ strategic position and recommends a growth strategy aligned with its mission to “make natural, delicious food and drink that helps people live well and die old.” Using SWOT, PESTEL, Porter’s Five Forces, and Value Chain analysis, the report identifies the Innocent benefits from strong brand equity, sustainability credentials, and Coca-Cola’s global reach, yet faces intensified competition, rising production costs, and supply chain volatility. External analysis shows that the UK smoothies’ market is forecast to grow at around 9.1% annually through 2035, doubling in size by the mid-2030s, while the broader Europe smoothies’ sector was valued at over USD 5.2 billion in 2024 and is expected to expand further, demonstrating robust consumer demand for healthier beverage alternatives. 
In addition, the functional beverages market is booming globally and in Europe, with annual growth rates of approximately 8%–8.3% expected through 2030, reflecting rising consumer interest in health-enhancing drinks beyond hydration. 
The TOWS and Ansoff Matrix frameworks suggest that product development, particularly in functional and low sugar variants, supported by market expansion in Core Europe and selected Asian regions, offers the most strategic growth potential. SFA evaluation confirms this option as the most suitable, feasible, and acceptable. Implementation will be guided by a Balanced Scorecard, focusing on financial growth, customer engagement, operational efficiency, and talent development.
Overall, this report recommends a product development strategy introducing functional, low-sugar beverages to strengthen Innocent’s competitive advantage, capitalise on expanding health-oriented consumer trends, and achieve sustainable, ethically driven long-term growth.
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2. [bookmark: _Toc223794948]Introduction to Innocent Drinks. 
Innocent Drinks is a well-known UK company that makes smoothies, juices, and plant-based drinks. Since starting in 1999, the brand has grown into a major name in the healthy drinks market. People recognise Innocent for its friendly style, simple ingredients, and strong commitment to doing business responsibly. The company focuses on creating products that are natural, tasty, and good for everyday wellbeing. 
Innocent’s mission is to “make natural, delicious food and drink that helps people live well and die old.” This mission guides how the company develops its products and communicates with customers. Its vision is to “leave things better than we found them,” which reflects its long-term commitment to sustainability and positive social impact.
The company’s values centre on being honest, responsible, and caring for people and the planet. Innocent aims to reduce its environmental footprint, support fair and ethical sourcing, and work closely with suppliers to improve farming practices. As a certified responsible and sustainable business, it sets clear goals for cutting carbon emissions and improving the way ingredients are grown and transported. Innocent’s sustainability practices are widely recognised (Institute of Sustainability Studies, n.d.).
Overall, Innocent Drinks combines commercial success with a strong ethical purpose, aiming to grow while staying true to its mission and values.
These values underpin Innocent’s strategic priorities, ensuring that competitive advantage is pursued through responsible innovation, transparent supply chains, and long-term sustainability rather than short-term profit. (Innocent Drinks, 2024)
3. Evaluation of current market situation
To provide the Board with a clear understanding of Innocent Drinks’ current market position, below is a comprehensive evaluation of the external and internal business environment using established strategic analysis tools, including SWOT, PESTEL and Porter’s Five Forces. This assessment draws on real world industry data, competitor activity, consumer trends, and current sustainability and supply chain pressures affecting the global beverage sector. Together, these frameworks offer a structured, evidence-based view of the opportunities and risks facing Innocent, highlighting the key factors shaping competitiveness, growth potential, and long-term strategic resilience
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Lynch (2018) argues that strategic management begins with strategic analysis. According to Johnson, Whittington and Scholes (2017), SWOT helps organisations integrate internal and external analysis. A SWOT analysis helps clarify Innocent Drinks’ overall position by highlighting its strengths, weaknesses, opportunities, and threats. It shows what the company does well, where it needs to improve, and which external factors could support or challenge future growth. This ensures that any strategic recommendations are realistic and based on a balanced view of both internal and external influences
The SWOT analysis (A full SWOT table is provided in Annex A) highlights that Innocent Drinks benefits from strong ethical values, a highly recognisable brand, Coca-Cola’s financial backing, and a product range aligned with growing consumer demand for plant-based and sustainable options. The Guardian, (2020) However, the company faces internal challenges such as high production costs, limited product diversification, dependence on global fruit supply chains, and potential risks to brand authenticity due to its ownership structure. Externally, Innocent has clear opportunities in expanding into new markets, developing sustainable packaging innovations, and capitalising on rising interest in ethical brands. At the same time, it must navigate threats including increasing competition, economic pressures, regulatory changes, and supply chain instability. Johnson, Scholes and Whittington, (2017). Together, these findings provide a balanced view of Innocent’s current position and the factors that will influence its future strategic choices. BBC News (2009). Panagiotou, G. (2003).
Strategically, the most significant factors emerging from the SWOT analysis are Innocent’s strong ethical brand reputation and its access to Coca-Cola’s global distribution network. These strengths create a platform for innovation-led growth. However, dependence on global fruit supply chains and rising production costs represent the most critical vulnerabilities that must be addressed through diversification and supply chain resilience strategies.
The TOWS analysis (TOWS analysis can be found at Annex B) shows how Innocent can align its internal capabilities with external conditions to guide strategic action. The S–O strategies highlight opportunities to use its ethical brand, B Corp status and Coca‑Cola distribution to expand into plant‑based and functional drinks while investing in sustainable packaging and digital engagement. The W–O strategies focus on addressing weaknesses by diversifying the portfolio, improving supply chain technology and strengthening authenticity messaging. The S–T strategies show how Innocent’s sustainability credentials, trusted brand and resilient logistics can help counter competitive pressure and regulatory tightening. Meanwhile, the W–T strategies recognise risks from cost pressures and supply chain instability, recommending contingency sourcing, production optimisation and affordable formats. However, TOWS remains a static tool and may oversimplify fast‑moving market dynamics, so these strategies require ongoing review and prioritisation.
The PESTLE analysis (The PESTEL summary can be found in Annex C) shows that Innocent Drinks operates in a complex external environment shaped by political factors such as environmental regulations, post-Brexit trade rules, and instability in sourcing regions. Economically, the business is influenced by inflation, fluctuating commodity prices, and exchange rate movements, but also benefits from growth in European markets. Social trends strongly favour Innocent, with rising demand for healthy, natural, plant-based products and increasing consumer interest in sustainability and convenience. Technological developments, including sustainable packaging innovations, digital marketing, and advanced supply chain systems, offer opportunities for efficiency and differentiation. Environmental pressures such as climate change, water scarcity, and carbon reduction expectations pose significant challenges, particularly for fruit sourcing. Finally, legal factors including sugar taxes, strict food safety standards, ethical sourcing laws, and advertising restrictions require ongoing compliance. Together, these insights highlight the external forces that will shape Innocent’s strategic decisions and long-term growth. DEFRA (2024)
Innocent operates in a highly competitive market characterised by strong branded rivals and aggressive supermarket private labels. Key competitors include Tropicana, Naked Juice, Alpro, Oatly, Plenish, Savsé, Coldpress and a wide range of own‑brand smoothies from Tesco, Sainsbury’s, M&S and Aldi. These brands compete directly on price, health positioning, plant‑based innovation and sustainability claims, increasing pressure on Innocent to maintain differentiation and justify its premium pricing. The presence of both global beverage giants and fast‑growing plant‑based disruptors intensifies rivalry and limits Innocent’s ability to rely solely on brand strength, making continuous innovation essential for sustaining market share. (List of competitors can be found at annex D)
Competitors are increasingly investing in functional innovation and sustainability differentiation. For example, Oatly has expanded aggressively into international markets by positioning itself as a climate conscious alternative to dairy, while Plenish focuses on premium cold pressed juices targeting health-conscious consumers. Meanwhile, Tropicana and Naked Juice continue to invest in fortified juices containing added vitamins and nutrients. This demonstrates that innovation within the healthy beverage category is accelerating, increasing pressure on Innocent to continuously differentiate its product portfolio to maintain premium positioning and market share.
Mintel (2025) highlights growing consumer interest in natural and functional smoothies. The wider global health beverage sector also reinforces this opportunity. The global functional beverage market was valued at approximately USD 168 billion in 2024 and is expected to exceed USD 279 billion by 2030, growing at a compound annual growth rate (CAGR) of around 8–9% (Grand View Research, 2024). Functional beverages include drinks that provide additional health benefits such as vitamins, probiotics, protein, or immunity support. This trend is particularly strong among millennial and Gen Z consumers, who increasingly prioritise products that combine convenience, sustainability, and health benefits. For Innocent Drinks, this macro trend strengthens the strategic rationale for expanding into functional and low-sugar beverage categories, as it aligns both with market demand and the organisation’s health-oriented mission. The UK smoothie market grew by 5.8% in 2024. The smoothie market has experienced consolidation, increasing competitive pressure as rival firms merge to strengthen market share (BBC News, 2009) Innocent operates in a competitive yet favourable environment, supported by strong brand loyalty, ethical positioning, and Coca-Cola’s scale. Rivalry and switching remain high, but Innocent’s quality and values help soften these pressures. Buyer and supplier power are mixed, supermarkets and volatile fruit markets create dependency, while Innocent’s reputation and purchasing strength provide balance. Substitutes are rising as consumers shift toward low-sugar and functional drinks, though Innocent’s natural ingredients, taste, and wide availability continue to differentiate it. Overall, the industry is moderately attractive, with Innocent’s brand strength offsetting structural challenges. Combined PESTEL and Porter analysis shows that environmental regulation and retailer buyer power are the most significant pressures on Innocent’s cost base. DEFRA, (2024)

While the combined use of SWOT, TOWS, PESTEL and Porter’s Five Forces (Porter’s Five Forces analysis can be found at annex E) provides a structured foundation for understanding Innocent Drinks’ strategic position, these tools also have limitations that must be acknowledged to avoid an overly simplistic interpretation. Porter, M.E. (2008). SWOT, for example, is highly subjective and risks becoming a descriptive checklist unless supported by robust evidence and prioritisation; it does not account for the dynamic nature of the beverage market or the speed at which consumer trends shift. Similarly, PESTEL offers breadth but not depth, and without ranking the significance of each factor it can obscure which external pressures genuinely matter most to Innocent’s competitiveness. UK Government, (2023) Porter’s Five Forces, although useful for assessing industry structure, assumes stable market boundaries and does not fully capture the rise of hybrid competitors such as functional drinks and plant-based brands that blur traditional categories. Moreover, all three tools provide a static snapshot, whereas Innocent operates in a volatile environment shaped by fluctuating commodity prices, regulatory change, and evolving sustainability expectations. A critical reading of the analysis therefore requires recognising that these frameworks are starting points rather than definitive answers, and that strategic judgement must integrate evidence, context, and the organisation’s long-term values rather than relying solely on model outputs. Mordor Intelligence, (2025)
[bookmark: _Toc223794949]4 Strategic Growth Options and Proposed Strategy
To secure long-term growth while protecting its ethical brand identity, Innocent Drinks needs a strategy that strengthens competitiveness and supports its mission to create natural, healthy products. Drawing on Porter’s Generic Strategies, the Ansoff Matrix, and Value Chain analysis, Product Development emerges as the most suitable growth route, aligning with Innocent’s differentiation focus, sustainability values, and innovation-led culture. NielsenIQ,(2024)
Innocent already competes through differentiation, positioning itself as a premium, transparent, and environmentally responsible brand. Reinforcing this through innovation in plant-based, low-sugar, and functional beverages will help maintain its premium status and respond to evolving health trends. The Ansoff Matrix shows that market penetration offers limited growth, market development adds complexity, and diversification risks diluting the brand. Product development, however, allows Innocent to leverage its strong brand, distribution, and supplier relationships while meeting rising demand for health-enhancing, sustainable drinks, such as functional ranges targeting gut health, immunity, or protein needs. 
The Value Chain analysis (The Value Chain analysis can be found at annex F) shows that Innocent’s infrastructure already supports a product development strategy. Ethical sourcing and long-term supplier partnerships provide high-quality ingredients for natural innovation, while low-carbon operations and the carbon-neutral Rotterdam factory offer a scalable base for new products. Coca-Cola’s distribution network enables rapid international rollout, and Innocent’s humour-driven, transparent marketing strengthens consumer trust and provides an effective platform for promoting functional innovations. Its digital and data capabilities further support targeted engagement with health-conscious audiences.
Product development also aligns with industry growth trends: the European functional beverage market is expanding by around 8% annually and the UK smoothie market is expected to double by 2035. Developing new plant-based, low-sugar, and functional drinks allows Innocent to capture this growth while staying true to its ethical positioning. It also enhances long-term resilience through ingredient diversification and advances in sustainable packaging. Mordor Intelligence (2025).
Overall, product development is the most coherent and sustainable growth option. Beyond simply introducing new beverages, the proposed strategy positions Innocent Drinks within the rapidly expanding functional wellness beverage segment, which sits at the intersection of health, sustainability, and convenience. Strategically, this allows Innocent to move from competing purely within the traditional smoothie category to occupying a broader “health and wellbeing drinks” space. This repositioning is important because competitive advantage increasingly depends on delivering additional functional value rather than simply offering natural ingredients. By integrating functional benefits such as gut health, immunity support, or plant-based protein with its existing sustainability credentials and trusted brand identity, Innocent can strengthen its differentiation and create a more defensible market position. In strategic terms, this approach enables the organisation to shift from a product-based competition model to a value-based differentiation strategy, where consumers are willing to pay a premium for beverages that combine health benefits, ethical sourcing, and environmental responsibility. From a resource-based view (RBV) of strategy, Innocent Drinks possesses several valuable, rare, and difficult-to-imitate capabilities that support a product development strategy. These include a highly trusted ethical brand, strong sustainability credentials through B Corp certification, and access to Coca-Cola’s extensive distribution infrastructure. According to Barney (1991), organisations achieve sustainable competitive advantage when they leverage internal resources that competitors cannot easily replicate. Innocent’s brand authenticity, playful marketing style, and commitment to ethical sourcing create intangible assets that competitors may struggle to imitate. Developing new functional beverages therefore allows the company to exploit these strategic resources while strengthening its differentiation advantage in an increasingly crowded beverage market. It strengthens Innocent’s differentiation advantage, leverages Value Chain capabilities, and aligns with evolving consumer and environmental priorities, supporting both financial performance and social impact
More specifically, Innocent could develop a functional smoothie range focused on gut health, immunity, and plant-based protein, using ingredients such as probiotics, fibre blends, and natural vitamins. This targeted innovation would allow the brand to move beyond traditional smoothies and compete directly within the rapidly growing functional beverage category.


Figure 1: Strategic Positioning of Innocent Drinks in the Health Beverage Market
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Bolton, R. (2026)
Figure 1 illustrates the strategic repositioning proposed for Innocent Drinks. Currently, Innocent primarily operates within the premium smoothie segment, where differentiation is based on natural ingredients, ethical sourcing, and brand identity. The recommended product development strategy would shift the organisation toward the higher-value functional beverage space, where drinks deliver additional health benefits such as immunity support, plant-based protein, or digestive health. This repositioning allows Innocent to move beyond competing solely on taste and natural ingredients, instead competing on enhanced consumer value through health functionality and sustainability. As a result, the brand can strengthen its differentiation while capturing growth in the rapidly expanding wellness beverage sector.
The Ansoff Matrix Ansoff, (1957) provides a structured way to assess Innocent’s potential growth pathways. (Ansoff Strategy can be found at annex G) The Ansoff Matrix offers Innocent a balanced set of growth pathways, each with distinct strategic implications. Market penetration remains the lowest risk option, but its impact is limited by increasing market saturation. Product development aligns strongly with Innocent’s innovation capabilities and health-focused brand, though it carries R&D and launch failure risks. Market development leverages Coca-Cola’s distribution strength to expand geographically yet exposes the business to cultural and regulatory challenges. Diversification presents the greatest opportunity for new revenue streams but also the highest risk of brand dilution. Overall, the matrix highlights that Innocent’s strongest opportunities lie in product development and selective market expansion, where brand values and existing capabilities provide the greatest strategic fit.
Although Product Development appears to offer the strongest strategic fit for Innocent Drinks, this option is not without limitations and requires a more critical interpretation of the underlying frameworks. Porter’s Generic Strategies, for example, assumes that differentiation can be sustained over time, yet the rapid growth of functional and plant-based competitors means Innocent’s innovation advantage may erode quickly unless supported by continuous investment and clear value creation. Similarly, the Ansoff Matrix highlights Product Development as a moderate-risk option, but it oversimplifies the operational and financial pressures associated with R&D, reformulation, and new product launches, particularly in a market where failure rates for new beverages are high. The Value Chain analysis suggests strong internal capability, yet it may overstate the stability of Innocent’s supply chain, which remains vulnerable to climate-related disruptions and volatile commodity prices. Furthermore, reliance on Coca-Cola’s distribution network, while advantageous, raises questions about strategic autonomy and the potential tension between Innocent’s ethical identity and its parent company’s global commercial priorities. These considerations indicate that while Product Development aligns well with Innocent’s brand values and market trends, its success depends on careful risk management, sustained investment, and the ability to differentiate meaningfully in an increasingly crowded health-focused beverage sector. Innocent Drinks, (2023)
[bookmark: _Toc223794950]5 Strategy evaluation
Using the SFA Framework (Johnson, Scholes & Whittington, 2020), three strategic options Market Penetration, Product Development, and Market Development were assessed to identify the best fit for Innocent Drinks. (SFA Framework can be found at annex H) Product Development is the most suitable, aligning with Innocent’s innovation-led differentiation and rising demand for healthier, plant-based beverages. It is also the most feasible, supported by strong R&D, ethical sourcing, the carbon-neutral Rotterdam factory, and Coca-Cola’s financial and logistical scale. In terms of acceptability, it offers moderate risk with high stakeholder support, unlike the limited growth of market penetration or the higher uncertainty of market development.
The SFA scoring shows Product Development as the strongest option (15/15), outperforming Market Penetration and Market Development (both 10/15). With the European functional drinks market growing at 8% annually this strategy enables Innocent to expand through new functional, low-sugar, and plant-based products while maintaining its ethical brand identity and strengthening long-term resilience.
From a financial perspective, product development requires moderate investment in research, ingredient sourcing, and marketing. However, the risks are mitigated by Innocent’s existing innovation capabilities and Coca-Cola’s financial backing. New beverage product launches typically involve failure rates of 30–40% in the FMCG sector NielsenIQ, (2024), meaning that effective market research and pilot testing are essential. To reduce this risk, Innocent could adopt a stage-gate innovation process, where new products are tested through limited market releases before full-scale production. This approach would allow the company to gather consumer feedback, refine formulations, and minimise financial exposure while maintaining a steady pipeline of innovative products.
[bookmark: _Toc223794951]6 Stakeholder Analysis (stakeholder analysis can be found at annex H)
Effective delivery of Innocent’s product development strategy depends on managing stakeholder interests and influence (Freeman, 1984). Using Mendelow’s Matrix, key players such as Coca-Cola, major retailers, and senior management require close collaboration due to their high power and interest. Employees, suppliers, and consumers need ongoing engagement to support innovation and sustainability goals, while regulators must be kept satisfied through strict compliance. NGOs and communities, though lower in power, remain important for maintaining Innocent’s ethical reputation. Kantar (2024) Overall, prioritising high-power stakeholders while maintaining transparent communication across all groups supports successful implementation. Kantar, (2024)
The proposed product development strategy will influence different stakeholder groups in several ways. Suppliers and farmers may experience increased demand for diverse fruit ingredients and functional components such as plant proteins or probiotics, potentially creating new economic opportunities but also requiring adjustments to sourcing practices. Employees, particularly those in research and development, marketing, and supply chain management, may require additional training and cross-functional collaboration to support innovation activities. Retail partners may benefit from increased product variety and premium offerings that attract health-conscious consumers, while customers gain access to new beverage options that support wellbeing goals. Ensuring transparent communication and collaboration across these groups will be essential for maintaining trust and successfully implementing the strategy.
While Mendelow’s Matrix provides a useful structure for prioritising stakeholder engagement, it simplifies what is, a far more dynamic and politically sensitive environment for Innocent Drinks. Power and interest levels can shift rapidly, particularly with major retailers whose commercial priorities may conflict with Innocent’s ethical positioning, or with Coca-Cola, whose strategic objectives may not always align with Innocent’s sustainability-driven identity. The model also underrepresents the influence of low-power stakeholders such as NGOs and communities, who, despite limited formal authority, can exert significant reputational pressure in the event of sustainability concerns or supply chain controversies. Therefore, although the matrix helps identify where managerial attention should be focused, effective implementation requires continuous monitoring, nuanced relationship management, and recognition that stakeholder influence extends beyond the static categories presented in the framework. Mendelow, (1991)
[bookmark: _Toc223794952]7 Implementation and monitoring 
This model presents a structured implementation and monitoring plan designed to support Innocent Drinks’ product development strategy. It outlines clear strategic objectives, targeted outcomes, required actions, and measurable KPIs across four Balanced Scorecard perspectives. Kaplan, R.S. & Norton, D.P., (1996).  This framework ensures that the organisation can effectively track progress, maintain alignment with its sustainability-driven mission, and provide the Board with transparent oversight of performance. (The scorecard measurement can be found at annex J).
A phased implementation timeline can further strengthen execution. In the first six months, Innocent should focus on research and development, consumer testing, and supplier alignment to identify viable functional beverage formulations. During months 6–12, pilot products can be launched in selected UK retail markets to evaluate consumer response and operational performance. If these trials demonstrate positive results, Innocent can scale production through its Rotterdam facility and expand distribution across European markets in years two and three. This staged rollout reduces financial risk while enabling the organisation to refine product offerings based on real market feedback.
The implementation of Innocent Drinks’ product development strategy will follow a structured 12-month plan, guided by the Balanced Scorecard framework (Kaplan & Norton, 1996). Progress will be tracked through SMART objectives across financial, customer, internal process, and learning perspectives, ensuring accountability and alignment with strategic goals.
Regular progress reviews will be conducted quarterly by the Strategic Planning Committee, integrating financial results, operational metrics, and stakeholder feedback. Any deviation from targets will trigger corrective actions through updated KPIs and resource reallocation.
This implementation plan ensures that Innocent’s growth strategy remains measurable, accountable, and resilient balancing profitability with sustainability and long-term stakeholder value.
In addition to performance monitoring, Innocent should establish a risk monitoring framework to track supply chain disruptions, regulatory changes, and consumer response to new products. Early identification of these risks will enable the organisation to adjust its strategy quickly and maintain operational resilience.
[bookmark: _Toc223794953]8 Conclusion 
Innocent Drinks is well positioned for sustainable growth, but the evidence across SWOT, TOWS, Porter’s Five Forces, PESTEL, the Ansoff Matrix, Value Chain analysis, and the SFA evaluation shows that Product Development offers the strongest strategic fit. This pathway aligns with Innocent’s differentiation strategy, ethical brand identity, and operational strengths, while responding directly to rising demand for healthier, plant-based and functional beverages. Supported by Coca-Cola’s scale, robust supplier relationships, and low-carbon production capabilities, Innocent can innovate confidently and bring new products to market efficiently. With the functional drinks sector growing rapidly, Product 
Development provides the most suitable, feasible, and acceptable route for delivering long-term financial performance and social impact, ensuring Innocent maintains its position as a trusted, sustainability-led brand
Innocent’s return to profitability in 2024, achieving an operating profit of £13 million, demonstrates renewed financial stability. If the recommended growth strategy is implemented effectively, and assuming a conservative 6% annual growth rate, Innocent could increase operating profit to approximately £18–19 million by 2030, strengthening its market position while remaining aligned with its sustainability-driven mission.
However, this recommendation must be viewed critically, as the evidence from these frameworks provides guidance rather than certainty. Differentiation requires delivering unique value that consumers recognise and are willing to pay for Kotler & Keller (2016). While Product Development aligns strongly with Innocent’s differentiation strategy and operational capabilities, its success depends on factors that the models only partially capture, such as the volatility of global fruit supply chains, rising production costs, and the speed at which competitors can imitate functional or plant-based innovations. Frameworks like SWOT, PESTEL and the Ansoff Matrix offer structured insights but remain static and risk oversimplifying the dynamic nature of consumer trends and regulatory pressures. Moreover, Innocent’s reliance on Coca-Cola’s scale, although advantageous, may create tensions between commercial growth and the preservation of its ethical brand identity. Therefore, while Product Development is strategically coherent, its long-term viability requires continuous innovation, careful risk management, and sustained investment to maintain differentiation in an increasingly competitive health-focused beverage market.
Looking ahead, the success of this strategy will depend on Innocent’s ability to balance commercial growth with the ethical values that underpin its brand identity. As sustainability expectations, health awareness, and regulatory pressures continue to evolve, organisations that successfully integrate responsible business practices with innovation are likely to gain long-term competitive advantage. By leveraging its strong brand reputation, sustainability leadership, and access to global distribution capabilities, Innocent Drinks has the potential not only to expand its product portfolio but also to reinforce its position as a leading mission-driven company within the global healthy beverage industry.
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Annexes 
Annex A – SWOT
	Strengths 
· Strong ethical and sustainability reputation
· Highly recognisable brand identity, known for playful marketing, transparency, and authenticity.
· Backed by Coca‑Cola’s investment
· Plant‑based drinks and sustainable packaging, helping the company stay aligned with consumer trends.
	Weakness
· High production and sourcing costs due to reliance on natural, high‑quality ingredients and sustainable supply chains.
· Limited product diversification compared to competitors
· Dependence on global fruit supply chains.
· Brand authenticity risk due to Coca‑Cola ownership


	Opportunity
· Growing demand for plant‑based and functional beverages.
· Developing functional health beverages (e.g gut health, immunity, protein‑based drinks
· Expansion into new European and global markets
· Advances in sustainable packaging
· Rising consumer interest in ethical and transparent brands
	Threats
· Intensifying competition
· Economic pressures and inflation
· Regulatory pressures
· Supply chain instability







Annex B – TOWS



	TOWS
	Strengths 
(Internal)
	Weaknesses
(Internal)

	

	Opportunities
(External)




	S/O
Strengths -Opportunities
· Leverage strong ethical brand and B Corp status to expand into new plant‑based and functional beverage markets.
· Use Coca‑Cola’s distribution network to accelerate European and global expansion.
· Invest in circular and low‑carbon packaging innovations.
· Develop new digital engagement campaigns.

	W/O
Weaknesses – Opportunities
· Diversify the product portfolio
· Adopt advanced supply‑chain technologies. 
· Strengthen brand authenticity messaging.
· Use packaging innovation and sustainability grants,



	Threats 
(External)





	S/T
Strengths – Threats
· Use strong sustainability credentials to differentiate from low‑cost competitors.
· Leverage Coca‑Cola’s logistics resilience. 
· Strengthen partnerships with certified sustainable farms.
· Use brand trust and transparency to navigate tightening environmental regulations.

	W/T
Weaknesses – Threats
· Reduce cost pressures by optimising production processes.
· Develop contingency sourcing strategies.
· Introduce more affordable product formats.
· Strengthen risk management and scenario planning.
















Annex C – PESTEL
	P
	E
	S
	T
	E
	L

	Environmental and packaging regulations 
Trade policies. and post‑Brexit import rules.
Government health initiatives.
Political instability in sourcing regions.
	Inflation and rising cost of living.
Volatility in global commodity prices.
Economic growth in European markets.
Exchange rate fluctuations

	Growing consumer demand for healthy, natural, and plant‑based products. 
Increasing awareness of sustainability and ethical consumption.
Shift toward convenience and on‑the‑go nutrition.
Demographic trends. 

	Advances in sustainable packaging technologies.
Digital marketing and data analytics.
Supply chain technologies.
Manufacturing automation.
	Climate change impacts fruit availability.
Carbon reduction pressures.
Water scarcity in key sourcing regions.
Consumer scrutiny of packaging waste.


	Sugar tax regulations.
Strict food safety and labelling laws.
Employment and ethical sourcing legislation.
Advertising restrictions.








Annex D – List of competitors 
	List of Innocent Drinks Competitors

	· Tropicana

	· Naked Juice

	· Alpro

	· Oatly

	· Bolthouse Farms

	· Pret (smoothie range)

	· Tesco own‑brand smoothies

	· Sainsbury’s own‑brand smoothies

	· M&S own‑brand smoothies

	· Aldi own‑brand smoothies

	· Graze (functional snack‑drink competitor)

	Little Moons (competing for the same “health treat” spend)

	· Plenish

	· Rebel Kitchen

	· Savsé (cold‑pressed juices)

	· Coldpress

	· Innocent‑style independent smoothie brands (various)





Annex E – Porter’s Five Forces

	Force
	Factors That Increase Power
	Factors That Decrease Power

	Competitive Rivalry
	· Innocent’s strong brand identity and sustainability credentials help differentiate it
· Innocent is known for being natural, healthy, and ethical. This makes customers trust them more than cheaper or less transparent brands.
· Many customers choose Innocent because they like the taste, quality, and values. Loyal customers make it harder for competitors to steal market share.
· Innocent uses high quality fruit and avoids artificial ingredients. competitors struggle to match this without raising their own costs

	· The healthy drinks market is crowded and fast moving, with major players such as Tropicana, Naked, Alpro, and supermarket own brand smoothies competing aggressively on price and shelf space.
· Low switching costs for consumers intensifies rivalry. customers can easily choose cheaper alternatives with similar nutritional claims.
· High marketing intensity increases pressure to maintain brand visibility.
· rivalry remains strong due to the number of competitors and pace of innovation


	Threat of New Entrants
	· Innocent benefits from Coca‑Cola’s backing, giving it economies of scale and strong retailer relationships that new entrants struggle to match.
· Brand loyalty in the health drink segment is strong.
· Innocent is known for being environmentally friendly and socially responsible. This appeals to modern consumers and sets them apart from less ethical brands.


	· small juice and smoothie brands can enter the market with relatively low capital investment
· new entrants can gain traction through niche positioning (e.g. functional drinks, gut‑health beverages).

	Bargaining Power of Buyers
	· Customers trust Innocent’s quality and values.
This reduces buyer power because people are less likely to switch.
· Innocent’s fun packaging, humour, and ethical image make it stand out.
Buyers can’t easily replace that with a cheaper brand
· Innocent uses natural ingredients with no artificial additives.
Buyers who want healthy drinks have fewer alternatives.
· Smoothies, juices, kids’ drinks, plant‑based milks.
More choice means Innocent can meet different customer needs, reducing buyer power.
	· Supermarkets (Tesco, Sainsbury’s, Asda, etc.) are Innocent’s primary buyers and hold significant negotiating power due to their scale.
· Retailers can demand lower prices, promotional support, and favourable terms.
· Consumers are price‑sensitive, especially during economic downturns, and can easily switch to cheaper own‑brand smoothies.
· Although Innocent has strong brand loyalty, the premium price point increases buyer power.



	Bargaining Power of Suppliers
	· Innocent buys fruit in big quantities.
This gives them more influence because suppliers want to keep a big customer
· Coca‑Cola’s global buying power helps Innocent negotiate better deals.
Suppliers know Innocent is part of a huge group, so they are more flexible
· Innocent works with many suppliers for years.
Strong relationships reduce supplier power because Innocent becomes a preferred partner.
· Innocent sources fruit from different countries.
· If one supplier raises prices, Innocent can look elsewhere.




	· Transport and energy cost volatility also strengthens supplier influence.
· Many fruits used (e.g., mango, bananas, berries) come from regions with limited supplier alternatives, increasing supplier power.
· Innocent relies heavily on global fruit supply chains, making it vulnerable to fluctuations in crop yields, climate change, and geopolitical instability.
· Ethical sourcing commitments and B Corp standards further restrict Innocent’s supplier options, raising dependency.




	Threat of Substitutes
	· Innocent is known for being natural and healthy.
This makes it harder for substitutes like fizzy drinks or sugary juices to compete

· Innocent’s smoothies and juices have a distinctive flavour because of their high‑quality fruit.
Substitutes often can’t match this taste without adding sugar or artificial ingredients
· Innocent is sold in most supermarkets, cafés, and convenience stores.
Easy access makes customers less likely to choose alternatives.

	· Consumers can choose from a wide range of substitutes:
· fresh fruit
· flavoured water
· energy drinks
· plant‑based milks
· protein shakes
· supermarket own‑brand juices
· Health trends are shifting toward low‑sugar and functional beverages, which may reduce demand for traditional smoothies.
· Substitutes are often cheaper, widely available, and marketed as healthier or more convenient, increasing the threat level.
· Overall Industry Attractiveness for Innocent Drinks









Annex F – Value Chain
	Value Chain Activity
	
	Key Actions at Innocent Drinks
	
	How Value Is Created

	Inbound Logistics
	
	• Sustainable fruit sourcing
• Ethical supplier partnerships              • Traceable global supply chains
• Low‑carbon transport
	
	Ensures high product quality, supports ethical brand image, and strengthens supply chain reliability

	Operations
	
	• Natural, minimally processed production
• Renewable energy use
• Low‑carbon manufacturing
• Strict quality control
	
	Produces high quality drinks, reduces environmental impact, and supports premium pricing

	Outbound Logistics
	
	• Coca‑Cola’s distribution network
• Efficient delivery to retailers
• Strong European reach
	
	Improves product availability, speeds up market penetration, and reduces logistics costs

	Marketing & Sales
	
	• Playful, ethical brand identity
•Sustainability focused messaging
• Strong digital marketing
• Transparent communication
	
	Differentiates Innocent from competitors, builds trust, and attracts health-conscious consumers

	Service
	
	• Customer engagement on social media
• Community and sustainability initiatives
• Clear product information
	
	Strengthens loyalty, enhances brand trust, and maintains positive customer relationships

	Firm Infrastructure
	
	• B Corp certification
• Ethical governance
• Sustainability leadership
	
	Reinforces brand credibility and guides responsible decision‑making

	Human Resources
	
	• Positive, inclusive culture
• Employee wellbeing focus
• Skilled, innovative workforce
	
	Supports creativity, high performance, and strong organisational culture

	Technology Development
	
	• Sustainable packaging innovation
• Supply chain technology
• Digital marketing tools
• Automation
	
	Improves efficiency, reduces waste, and supports environmental goals

	Procurement
	
	• Responsible ingredient sourcing
• Eco‑friendly packaging materials
• Long‑term supplier relationships
	
	Ensures consistent quality and strengthens sustainability commitments



Annex G – Ansoff Strategy
	Ansoff Strategy
	What it means for Innocent
	Pro’s
	Risks

	Market Penetration
	Increase sales of existing smoothies/juices 
in current market
	Low risk, uses existing capabilities
	Market saturation strong competition

	Product Development
	Launch new plant based functional, or low sugar drinks
	Aligns with health trends, supports innovation.
	R&D costs, risk of product failure

	Market Development
	Expand into new European/global markets.
	Leverages Coca-Cola distribution
	Cultural differences, regulatory barriers

	Diversification
	Move into new categories (e.g. snacks, supplements)
	New revenue streams
	High risk, brand dilution


Annex H – SFA 
	Criteria
	Market Penetration 
	Product Development
	Market Development

	Suitability
	· Fits Innocent’s brand and current strengths. Matches health trends.
· It aligns with the company’s mission and long‑term sustainability commitments.

	· Strong fit with Innocent’s innovative image.  Responds to demand for new healthy options.
· It mitigates threats from substitutes by offering functional value beyond taste.

	· Supports long‑term growth.  Expands brand reach.
· It directly responds to market trends (health, plant‑based, sustainability).


	Feasibility
	· Very feasible Innocent already has strong UK distribution and Coca‑Cola support. 
· Coca‑Cola’s financial backing and distribution make expansion feasible.

	· Feasible but requires R&D, testing, and investment.
· Some risk due to fruit dependency but can be mitigated through diversification and technology.

	· Harder — requires new logistics, regulations, and marketing in new countries.
· The Rotterdam carbon‑neutral factory increases production capability.


	Acceptability
	· Low risk, stable returns, acceptable to Coca‑Cola and retailers.
· Consumers Likely positive, aligns with health and sustainability expectations.
	· Medium risk but customers like new products.
· Suppliers: May face pressure to meet higher sustainability standards.

	· Higher risk — may take longer to see profits and may not be accepted by all markets.
· Employees: Supports innovation culture and ethical identity.
· Regulators: Strategy aligns with environmental and health policy trends.
· 




Annex I – Stakeholder Analysis
	Key Stakeholders
	Influence/Power of Stakeholder
	Engagement Plan

	· Consumers

	Keep Informed (High Interest, Lower Power)
Consumers, Employees, NGOs, Suppliers

	· Sustainability updates
· Ethical sourcing transparency
· Training and development for employees
· Supplier capability‑building programmes


	· Employees

	Keep Informed (High Interest, Lower Power)

	· Sustainability updates
· Ethical sourcing transparency
· Training and development for employees
· Supplier capability‑building programmes


	· Suppliers and farmers

	Keep Informed (High Interest, Lower Power)

	· Sustainability updates
· Ethical sourcing transparency
· Training and development for employees
· Supplier capability‑building programmes


	· Retailers (supermarkets)

	Keep Satisfied (High Power, Low/Medium Interest)

	· Transparent compliance with sugar and packaging regulations
· Joint marketing campaigns with retailers
· Reliable supply and pricing agreements


	· Coca‑Cola (parent company)

	Key Players (High Power, High Interest)

	· Regular strategic reviews
· Sustainability reporting
· Joint innovation planning


	· Regulators and government bodies

	Keep Satisfied (High Power, Low/Medium Interest)

	· Transparent compliance with sugar and packaging regulations
· Joint marketing campaigns with retailers
· Reliable supply and pricing agreements


	· NGOs and environmental groups

	Keep Informed (High Interest, Lower Power)

	· Sustainability updates
· Ethical sourcing transparency
· Training and development for employees
· Supplier capability‑building programmes


	· Local communities

	Monitor (Low Power, Low Interest)

	· Community investment
· Environmental impact reporting




Annex J – Scorecard
	Perspective
	Strategy
	Objective
	Target
	Action Needed / Initiative
	KPI

	Financial
	Product Development
	Increase revenue from new health‑focused products
	Achieve 10–15% of total sales from new product lines within 12 months
	Launch 2–3 new plant‑based or functional drinks. 
Partner with retailers for premium shelf placement
	Revenue from new products
Gross margin on new lines ROI on R&D investment

	Customer
	Product Development
	Strengthen customer engagement and brand trust
	Improve customer satisfaction and brand trust scores by 10%
	Digital campaigns highlighting health and sustainability benefits.
Transparent product information and sustainability reporting
	Customer satisfaction (CSAT) 
Brand trust index
 Digital engagement metrics

	Internal Processes
	Product Development
	Improve innovation and production efficiency
	Reduce R&D cycle time by 20% and increase production efficiency by 10%
	Use Rotterdam carbon‑neutral factory for scaling 
Invest in automation and sustainable packaging innovation
	• R&D cycle time
Production efficiency rate
Waste reduction percentage

	Learning & Growth (People)
	Product Development
	Strengthen employee capability and cross‑functional collaboration
	Train 100% of relevant staff on new product knowledge and sustainability standards
	Staff training programmes
Cross‑functional innovation teams (R&D, marketing, supply chain)
Quarterly performance reviews using Balanced Scorecard
	Training completion rates
Employee engagement scores
Cross‑department project delivery times
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