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Introduction
An SME is defined as a small or medium sized enterprise, it is categorised by the number of employees the business holds. A small enterprise is considered to have 50 employees and a turnover of less than £10 million, A medium sized enterprise has less than 250 employees and a yearly turnover of £50 million (Office, 2022). This report will focus on the strategic direction of Innocent Drinks, using critical analytic tools, recommendations of new strategy will be given. Started in 1998 by 3 university friends, Rich, Adam and John went on to create the brand we know today as Innocent drinks. The core goal of the group was to ‘make it easier for people to do themselves good’ and that is what they have continued to do. Crushing fresh fruit and bottling the tastiest combinations of them has seen Innocent Drinks run a successful business for over 20 years (Innocentdrinks.co.uk, 2019). Innocent drinks currently employs approximately 902 people in 14 different locations worldwide (Leadiq.com, 2024). Innocent drinks is categorised as a small sized enterprise.





Analysis of innocent drinks strategic direction 
Innocent drinks have stated their core goal from the very beginning, allowing people to have easy access to a healthy nutritious and fun product they can consume to nourish themselves. The original mission was formed in 1998, although a smaller mission it has not strayed far from its origin. Initially the founders of Innocent wrote out a business plan which was a strategic decision, making a tactical move they took this business plan to banks to apply for business loans and were turned down by every single bank. This caused for revision of the business plan. This was needed to create a clear outline for the business. using themselves as the target audience so they could understand the customer more thrust innocent drinks forward in the fresh juice business (Grant.K, 2021).
 The vision of the company has a balance of profit and ethics although it has taken some time to find this balance, in 2003 taking too much of an ethical strategic approach, innocent drinks gave 46% of their profits to charity which almost caused them to file for bankruptcy (The CEO Magazine, 2020). This was just 5 years after the founders started their company. The imbalance of ethics and profit in the strategic planning became clear to the founders and pushed them to make major changes to their strategy. Innocent drinks founded a charity of their own to give back. In 2004 the Innocent foundation was formed for the company to fulfil their ethical and profit goals. Each year the charity has expanded and grown in 2007 they launched the foundation scholarship programme which funds education needed for jobs that involve charity work, in 2018 they revised their goals to make sure they aligned with the profit and core goals of the company. Goal number 1 is simply to help children dying of hunger and the second goal is to help the poorest families feed themselves (The Innocent Foundation,2024). Various goals have been adjusted over the duration of Innocent drinks life. These goals remain adjustable due to the ever-changing environment; however the mission remains the same. In 2016 Innocent drinks took a deeper look at their corporate social responsibility strategy, this was following feedback from staff. It was noted that staff were unhappy with their involvement in the sustainability side of the business. this saw major changes with innocent now using at least 25% recycled materials to create their packaging. To further incorporate the staff in the new CRS strategy all staff now have recycled notepads, reusable cutlery and Innocent drinks also encourage them to ride to work. Innocent headquarters is also fitted with energy saving equipment (Newsroom, 2018). the strategic direction of Innocent drinks remains ethically balanced, the goals of the company are Smart as they always remain relevant to the environment surrounding them, they are very specific and although they have varied over the years the mission has not changed. the success of innocent goals can be measured very specifically with statistics, at the end of the financial year of 2023 Innocent foundation donated £950k to charities that share the same vision as them (Charitycommission.gov.uk, 2023). The statistics that show that innocent drinks and the innocent foundation continue to thrive, this makes their goals attainable also. 


Critical analysis of Innocent Drinks external and internal environment
The are many environmental factors that will have to be considered when making decisions for a small business like Innocent Drinks. SWOT and PESTLE are analytic tools, that when applied can highlight the external and internal environmental factors and any hurdles that can arise. This SWOT analysis diagram has been created specifically for the company Innocent drinks. 
  
	Strengths	
Innocent foundation
Brand reputation 
Sold in major supermarkets
Collaborations with major brands such as Coca Cola 
Award winning

	Weaknesses
Not as well established as competitor brands such as tropicana 
lack of patent – which has caused court proceedings 

	Opportunities 
Investment from Coca Cola
Expansion of sale over Europe 


	Threats 
Need for fresh fruit produce could be affected by EU trade laws
The impact of Climate change on weather and farming may be affected 
Loss of ethics due to acquisition by Coca Cola



Many strengths can be noted for the Innocent drinks company, having founded their own charity which donates at least £950K to charities every financial year, the company takes pride In their role in the charitable industry (Ball, 2011). The brand reputation speaks for itself as Innocent drinks can be found on most major supermarket shelfs. Supermarkets such as Tesco and Asda include innocent drinks alongside other major brands in their stores own ‘meal deal’ offers, which displays the momentum the drinks continue to keep going. In 2009 Coca cola bought a 18% share in the innocent drinks company, this opened the doors to amazing financial opportunities for them. Over the years of the businesses working together the founders of innocent decided to sell over 90% of the business to coca cola and this deal was made official in 2013. The aim being to take the ethics of the business global (Neate, 2013). The weaknesses are not as great as the strengths of this company however some weaknesses can be noted. Although a popular drinks brand Innocent drinks has a major competitor which is Tropicana. As of 2023 Tropicana was still the number one sold juice/smoothie brand in UK stores (Statista, 2023). Another weakness of Innocent drinks has been the lack of patent the company has had in place. in 2015 they were taken to court over their logo design, although the case ended in Innocent drinks favour it cost a lot of time and money for the company and had a chance at ruining their reputation. A lack of patent and contract meant that It was a difficult case and one that has taught the company a lesson (proctorsAdmin, 2015). Many opportunities have arisen from the investment by Coca Cola, the founders were vocal of the international opportunities and the financial funding which promotes innovation and their sales have doubled since the company was acquired by Coca Cola (Evans, 2013). A major threat Innocent drinks now face is the loss of their ethical direction, although the sale of much of the company has helped in some ways there is a chance that the ethical direction could be lost, Coca Cola is amazing at managing business’s however their main strategic direction focuses on profit. An uncontrollable threat to the business could be the climate change, in 2023 fruit production reduced by 12% (Horton, 2024). This was because climate change has had on farming, fields have become waterlogged and unable to plant for the correct seasons. This continues to cause major shortages for the UK fruit farming industry.



Stakeholder analysis 


A stake holder in business is defined as a person or a company that are directly affected by decisions made within a business, Freeman believes that a ‘healthy company never loses sight of everyone involved in its success’ (Smartsheet, 2016).
When applied the Mendelow matrix can analyse any stakeholders of a business and their position (Mendelow,1991). 

High Power/Low interest stakeholders - for innocent drinks this is Coca Cola, they hold high power as their physical share of the company is over 90% however, they hold little interest in the day to day running’s of Innocent drinks, this is left down to the original staff at Innocent headquarters in London UK and they report any decisions to Coca Cola. Many of the staff at Innocent are original staff members having worked with the company for over 15 years, and Coca Cola continue to protest that they admire innocents ethical work and have no plan to change it (Haddad and Haddad, 2021). The government would be considered a stakeholder of high power as they set any rules and regulations Innocent drinks must adhere to remain running a successful business. however, the interest to the running of the business is very minimal as they have many businesses to govern. Major supermarkets like Tesco and Asda could also be considered high power/Low interest stakeholders. Using innocent drinks as part of their meal deals, they hold a high power in the success of the company and its sales, there are many juice/smoothie competitors on the shelfs of these major supermarkets, so this means they have a low interest in the success of the juice company.
The customer of innocent drinks also falls into this category. As the main people that keep the business alive, they hold major power, more so than other financial investors. Without the customer there is no business, the average customer holds minimal interest in the success of the business, apart from those that hold an interest in the charitable work of the Innocent foundation. 
High Power/High Interest – the founders of Innocent drinks are high power stakeholders with a high interest in the business and its success. They have always remained involved and are very specific on the ethics of the company, the 3 friends vow to remain involved with the success of the business and the day to day running (Teather and Macalister, 2010). Coca Cola could also be considered to have a high interest, with an already established high power, the drinks giant would also have a high interest to the success of the business as they still expect to make a profit on their investment.
Fruit suppliers of Innocent drinks are stakeholders of high power as their supply is detrimental to the function of business. they also hold a high interest in the running and success of the company. The continued successful running of Innocent drinks provides the fruit supplier with continuous business and income. 
Low Power/high interest – the public could be considered a stakeholder with low power and low interest, the average non consumer will have little interest in the running of Innocent drinks however, the companies charitable work will benefit them so high interest is held. The general public hold little power in the decisions made at innocent drinks, they are considered in the running of the business, but they have no immediate power. 


Strategic growth choices and a new strategy proposal
For SME’s there are many available strategic growth choices. Acquisition is a strategic growth method that has already been exercised by the founders of Innocent drinks to grow their business strategically instead of organically. The reacquisition of shares in Innocent drinks to Coca Cola saw the value of the business soar and major growth of profits. Starting with only an 18% share in Innocent drinks, Coca cola have now acquired over 90% of the business, leaving the original owners with the smallest share. Market development is a growth strategy consistently used by Innocent drinks, CMO at Innocent drinks Kirsty Hunter believes that ‘marketing is integral to how the business operates’ (The Marketing Meetup, 2023). The use of market penetration is a main tool used by Innocent drinks for the purpose of sales growth. A regular feature in the meal deals of major supermarkets, this strategic growth method encourages the consumer to buy the companies smoothies and keeps it on main display for a fraction of the retail price.
Using the industry lifecycle method introduced by Michael porter clarity on the businesses position in the industry can be given (Sohn, 2019). Innocent drinks have successfully finished their introduction stage having built a lucrative smoothie business they have completed the Growth stage according to Porters industry lifecycle, this is the stage of market penetration, for innocent drinks these were the years they built their charitable foundation, secured contracts with major supermarkets, boosted their popularity with consumers and the public. Currently in their shakeout period, Innocent drinks are at a stage of rapid growth, since the financial investment made by Coca cola, Innocent drinks have tried out many new products some of which have not lasted due to lack of sales (Farmers Weekly, 2023). This is part of the shakeout stage where new products will be tried and if not successful dropped expeditiously to avoid profit loss. The current competitor for Innocent drinks is Tropicana. Currently the number 1 sold juice drink Tropicana is one of the main things stopping Innocent drinks reaching the maturity stage of their industry lifecycle.
A new strategic growth method could be social media investment. With the rise of social media in marketing, investment in this area would see the profits, popularity and customer base grow. Using social media sites such as Tik Tok and Instagram and collaborating with influencers can see product sales grow immensely, many consumers rely on real reviews of products to influence their buying decisions (Maccagno, 2024). These collaborations would be with prominent health figures e.g. footballers, athletes, Gym companies. These collaborations would be sustainable due to the low cost and high profit outcome. 


Strategic recommendations for Innocent drinks
The long-term future of Innocent drinks lies in the strategic method chosen. As it stands innocent drinks are at a current standstill strategically and their current method provides no new growth. The financial support is available for new strategic implementation, diversification is a strategy that has been used by Innocent drinks already, but the execution of the strategy saw the company drop the method. In 2008 veg pots were launched by innocent but due to a drop in sales they were dropped in 2015. This was due to a lack of innovation (Bamford, 2015). Since 2015 the acquisition of more shares in Innocent drinks by Coca cola has given a lot more room for innovative projects and the alliance with Coca cola gives Innocent drinks a lot of leverage in the international drinks industry. The redesign and reintroduction of Innocent veg pots will penetrate the food industry, keeping the same ethical values of giving people easy access to foods that nourish their bodies, none of the companies’ values will be affected. It will increase the companies share of sales in the supermarket sector and increase the amount of customers. The veg pots could also obtain a section of the vegan consumer market with the correct marketing. 
With the use of social media management, strategic partnerships is a recommendation for the long-term Growth of innocent drinks. Partnering with famous healthy figures to promote the smoothies and newly introduced veg pots will increase the popularity of the company. In true Innocent drinks style the partnerships should be contracted on a basis that honest reviews are given on any products tried, this sticks to the theme of ethics the company has kept alive. 

Summary
During this report the critical analysis of Innocent drinks internal and external environment has been conducted and mitigating factors have been highlighted. Using analytical tools such as Swot strengths and weaknesses were found. Recommendations for new strategic direction to improve the further growth of the company have been given. If these recommendations are followed carefully and executed correctly Innocent drinks would see a major growth in profits and popularity. The ethical direction of the company was also identified in this report, the ethics are highlighted as the core mission of Innocent drinks.
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