Programme: BA (Hons) Leadership and Management Skills for the Workplace
Module: Strategic Management for Business
Module Code: LCLM  6001
Module Leaders: Yohan Mendis, Nishi Ramsurrun
Assignment Title: Individual Report
Student Name: Musa Touray
Student ID:2011091
Submission Date:16/03/2026

	
OFFICIAL

OFFICIAL

OFFICIAL


Executive Summary
Innocent Drinks is a healthy beverage manufacturing company that faces challenges like increasing competition, pressure on innovation, and others. Based on the SWOT, PESTEL, and Porter’s Five Forces analyses tools, it has been identified that the company is negatively impacted by political and economic factors due to Brexit and geopolitical issues. However, the company has the opportunity to use the health-consciousness of people. So, the company should consider a focused differentiation strategy to develop a new plant-based nutrition drink. The company should consider a value-based expansion by using KPIs like COGS, relative price index, and household penetration rate to identify the perception of the brand in the new market.
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[bookmark: _Toc220517195]Introduction to Innocent Drink
Innocent Drinks is a UK-based company, and it was founded by three graduates. The company is known for selling smoothies and juices by focusing on healthy, sustainable, and naturally sourced fruits and vegetables. Innocent Drinks is recognised for its conversational, playful, and ethical branding. The key products of the company are 100% natural fruit and vegetable smoothies, juices, coconut water, and drinks for kids, with no added sweeteners (Innocent Drinks, 2025). Innocent Drinks is also a Certified B Corp and gives around 10% of its profit to charity. The company is 90% owned by Coca-Cola (Innocent Drinks, 2025). The vision of Innocent Drinks is to make delicious, natural, and healthy food and drink to assist people and the planet live well and die old. Besides, the mission of the company is to make it easy for people to do themselves some good by manufacturing healthy, natural, and sustainable vegetable and fruit products. The core values of the organisation are entrepreneurial, natural, responsible, commercial, and generous. These are the values of the company to create a balance of profit with purpose. The company faces challenges like high competition, reduced innovation, supply chain complexities, and balancing growth in its commitments (Innocent Drinks, 2025). 
[bookmark: _Toc220517196]Evaluation of Market Situation
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	Strengths
	Weaknesses

	Strong Ethical Values and Reputation: One of the key strengths of Innocent Drinks is its commitment to sustainability and brand recognition (Innocent Drinks, 2025). The Certified B Corp and 10% donation of profit to charity increase its ethical value.
Market Share: Another strength of this company is its market leadership in selling smoothies and achieving a high market share of 63% in the UK (Innocent Drinks, 2025).
	Premium Pricing: One of the weak aspects of the company is its premium pricing. The high price of the product makes it less accessible to price-conscious customers (Innocent Drinks, 2025).
Limited Product Portfolio: Innocent Drinks also has the weakness of a limited product portfolio because the company is primarily focused on smoothies and juices.

	Opportunities
	Threats

	Health Consciousness: The health consciousness of people is increasing day by day. This can be an opportunity for the company to attract people through its healthy products (Tan et al., 2021).
Diversification: Plant-based dairy alternatives and functional snacks can be an opportunity for the company to diversify its product portfolio.
	Supply Chain Disruption: Geopolitical issues, war, and other aspects have been seen to disrupt supply chain management, which can be a threat to the company (Devi et al., 2023).
Health Concerns: Increasing scrutiny about sugar in fruit juices creates long-term risk to the reputation of brands as a healthy option.


[bookmark: _Toc220517198]PESTEL Analysis
Political: Brexit has created complexities in the supply chain and created a labour shortage. Since Innocent UK is a UK-based company, it has negatively impacted the company in terms of making imports complex (Priestman, 2024).
Economic: Rising inflation and economic instability have created challenges for the company. This is because the premium pricing strategy of Innocent Drinks makes the product inaccessible to many people (Economics Observatory, 2025). So, this factor has been negatively impacting the company.
Social: There is a rising trend of health and wellness among UK people in various generations. This trend has a positive impact on Innocent Drinks because the company manufactures and sells healthy drinks (British Retail Consortium, 2025).
Technological: The UK government has been supporting companies to develop GreenTech to ensure sustainability, which is seen in the development of AI-enabled smart grid, EV infrastructure, and others (Devi et al., 2023). This development has been positively impacting the organisation in adopting green technology and achieving its target of net-zero emissions.
Environmental: Achieving a B-Corp certificate is highly complex and difficult in the UK, due to compliance with environmental laws. In this aspect, Innocent Drinks has achieved a B-Corp certification (Food Standards Agency, 2023). This has been positively impacting the organisation because it shows the company is committed to its ethical aspects.
Legal: The UK Food and Safety Laws are strict. So, it is important for the company to comply with this law. Otherwise, the marketing claims of the company can lead it to serious consequences.
[bookmark: _Toc220517199]Porter’s Five Forces
Competitive Rivalry: In the UK drinks and beverage industry, the competition is high because there are established brands like Tropicana, Pepsi, and other beverage brands, with smaller and niche brands (Dimitrantzou, Psomas and Vouzas, 2023). This creates an intense competition for Innocent Drinks in the UK beverage market.
Threat of New Entrants: The threat of new entrants is high in the UK drinks and beverage market because the cost of entering the beverage market is low, with premium brands looking to disrupt the market with healthy products (Adams, Donovan and Topple, 2022). So, it is risky for companies like Innocent Drinks in this industry.
Bargaining Power of Suppliers: The bargaining power of suppliers in the drinks and beverage industry is low. This is because fruit is a commoditised product. So, there are various sources to collect this product and reduce the supplier's leverage.
Bargaining Power of Customers: The bargaining power of customers in the UK drinks and beverage sector is high because customers have various options to choose from and consume their drinks (Garzon- Jimenez and Zorio-Grima, 2021). This makes it easy to switch brands. So, the risk is high for Innocent Drinks in terms of losing customer loyalty.
Threat of Substitute: The threat of substitute of the products of Innocent Drinks is high. This is because there are many alternatives that exist, such as water, homemade smoothies, soft drinks, and others. The ease of switching to these products is also easy. So, this threat is high for the company.
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Figure: Porter’s Generic Strategy.
Source: (Bruin, 2021).
Differentiation Strategy: Currently, Innocent Drinks is following the differentiation strategy to differentiate the company from other competitors like PJ Smoothies, Tropicana, and others. This has been done by the company by providing 100% of natural fruit products with no added sweeteners or preservatives. This has been supporting Innocent Drinks in creating a perceived value and justifying a premium price point. Besides, Innocent Drinks maintains a fun, friendly, and honest approach. The company also has a strong sustainability and ethical commitment. Innocent Drinks is also donating around 10% of profits to charity (Innocent Drinks, 2025).
Recommended Strategy: The company should follow the focused differentiation strategy by providing specialised and functional plant and health-based nutrition. Since differentiation has been successful for the company, the company should follow focused differentiation in the smoothie market. This is because the drinks and beverage market is highly competitive and crowded (Malekpour, Yazdani and Rezvani, 2022). So, Innocent Drinks should use focused differentiation to target the health-conscious customer by going beyond “just fruit” to “functional” nutrition. The company can focus on gut health, immune support, and higher fibre alternatives. This will help the company to justify its high price point.
According to Innocent Drinks, the company sources 93% of its products from sustainable sources. So, the company should focus on using locally sourced ingredients. This will assist the organisation in decreasing its carbon footprint (Innocent Drinks, 2025). This will help the organisation to enhance brand loyalty.
Moreover, the company should address sugar consumption. Even though smoothies are healthier options, they are also high in natural sugar. So, focused differentiation through functional, vegetable-focused, and low-sugar products should be developed by the company. This will address increasing health trends that are decreasing the trust of customers in fruit juices. For instance, the company should create a “low-sugar green vegetable” option and high-protein yoghurts from plant-based materials (Tan et al., 2021). This will help in catering to the preferences of vegan and health-conscious customers.
[bookmark: _Toc220517202]Ineffectiveness of Other Strategies
Cost Leadership: The cost leadership strategy is ineffective for the company. The company wants to become a premium brand. Besides, the ingredients used by Innocent Drinks are also natural and premium. The company sources its products ethically, which increases the manufacturing costs (Vu and Christian, 2023). Therefore, using a cost leadership strategy and competing with other brands on price would not only reduce the profit margin of the company, but also the brand identity of the company. This is because the cost of raw materials, such as berries and other fruits are high. The reason behind that is the external factors, such as trade complexities due to Brexit, inflation, and other things. Based on the analysis of the Department for Environment, Food and Rural Affairs (2025), berries remain a highly demanding and costly item, with import value increasing by 26% in 2021. This shows that cost leadership is not an effective strategy for the company.
Cost Focus: The cost focus strategy is also not effective for Innocent Drinks. This is because the core competitive advantage of the company is based on premium quality, differentiation, and ethical branding (Devi et al., 2023). The company is not built on low-cost production. Innocent Drinks operates as a premium brand by charging higher prices for providing high-quality products. Therefore, trying to undercut competitors on price would force the organisation to compromise its quality. This will destroy the brand image of the company. Another reason is that the targeted demographic of Innocent Drinks pays a premium price to get high-quality products (Priestman, 2024). So, decreasing the price will reduce the premium and high-quality brand image of the company. This is because customers associate a high price with the sense of high price means higher quality.
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Suitability: Innocent Drinks is known for its sustainable and ethically driven strategies. This is suitable for the company because there is a rising trend in the UK and globally towards healthy options. Based on the reports of the Food Standards Agency (2023), around 61% of customers in the UK actively seek healthier and sustainable options while shopping for drinks and beverages since 2020. This shows that people in the UK are going towards organic, healthy, and ethical options. Besides, the external analysis through the PESTEL framework also shows that the socio-cultural demand is also towards natural beverages. Besides, the UK government has been supporting companies with sustainable operations through various facilities and developing infrastructure (Ramjaun et al., 2023). However, there is a concern for increasing input costs and intense competition. This is from both global beverage brands as well. In addition, start-ups with niche strategies could create challenges in the growth of the company.
Feasibility: Innocent Drinks has a strong brand identity, and the company has a strong supply chain network. It helps the organisation in supporting its feasibility. Innocent Drinks, owned by the Coca-Cola company, reported a revenue of around £466.1 million, with a profit of around £13 million, by holding a market share of 63% in the healthy smoothie market in the UK (Innocent Drinks, 2025). This shows that the company has financially stable revenues. This shows that the company has invested in sustainable packaging development. However, the feasibility of the company may be constrained for various reasons. The geopolitical issues, trade restrictions due to Brexit, and other external issues increase the cost of logistics. This can also create supply chain disruption in raw material sourcing (Dimitrantzou, Psomas and Vouzas, 2023).
Acceptability: The expectations of the stakeholders are among the customers. The sustainable strategy of the company has high acceptability among customers because customers value ethical brands. However, premium pricing can increase the risk of losing price-sensitive customers (Tan et al., 2021).
[bookmark: _Toc220517205]Strategic Issues
One of the key challenges that Innocent Drinks faces is intense competition. The UK beverage sector is highly competitive, as seen in Porter’s Five Forces analysis. Besides, the operational cost is increasing in the UK due to wars (Garzon- Jimenez and Zorio-Grima, 2021). Besides, the current strategy of the company in terms of being heavily reliant on the UK market restricts its growth potential.
[bookmark: _Toc220517206]Recommended Strategy
Innocent Drinks should create a “Value and Access Expansion”. This strategy should be followed by the company to improve affordability while considering the expansion into emerging markets (Priestman, 2024).
Besides, the company should also consider the expansion of its digital presence. This will assist the company in aligning with the trends in the market (Ramjaun et al., 2023). The company will have to leverage its existing brand equity.
Innocent Drinks should consider tiered product pricing and a localised distribution partnership. This will help the company in increasing its volume without compromising the sustainability of the brand.
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Figure: Stakeholder Matrix.
Source: (Self-Developed).
The recommended strategy for Innocent Drinks is to expand to other nations by creating value through focused differentiation by improving affordability. In terms of implementing this step, the company needs to manage its stakeholders like Coca-Cola. This is because Coca-Cola owns 90% of the shares of the company (Innocent Drinks, 2025). Since these steps involve financial feasibility, Coca-Cola needs to be managed closely. During expansion, the company also needs to manage major retailers because they have a high interest and power over the decisions of the company.
Besides, the government and investors in the company are also key stakeholders. These stakeholders possess a high influence but low interest in the organisation. Since the company needs to create value in the drinks and beverage sector, the company will have to ensure the high quality of product (Garzon- Jimenez and Zorio-Grima, 2021). During expansion, the company will have to ensure that all the labelling is properly included. This will help the organisation to comply with the Food and Safety Laws and other regulations effectively. This shows that these stakeholders have a high influence on restricting the operations of the company, and Innocent Drinks needs to keep them satisfied.
Customers and NGOs are also stakeholders of the company. They need to keep informed regarding any steps in the organisation. Being an ethically responsible company, the operations of Innocent Drinks are monitored by various NGOs (Ramjaun et al., 2023). So, the company needs to ensure the effectiveness of the labour and sustainability practices of the company. Besides, the Innocent Foundation also gets 10% of the profit as a donation from the company (Innocent Drinks, 2025). Since the organisation wants to expand into other nations, the customer needs to be kept informed. This is because they will know about this brand in the market.
The general public and competitors are also the key stakeholders of the company, although these stakeholders have low power and low interest. The general public, who are not customers of Innocent Drinks, need to be monitored to know the ways to convert them. Therefore, knowing about these stakeholders is important to ensure the implementation of these strategies.
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· To decrease the cost of goods sold for products by 10% within 12 months by sourcing at least 60% of fruits from local suppliers.
· To launch “accessible premium” smoothie line with around 10% lower price in a new market to achieve 3% market share within 6 months of launch.
· To enhance market penetration by developing smaller sized in around 2,000 new stores and petrol stations within 12 months.
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	Phases
	Plan
	Activities
	Timeline

	Phase (1,2,3)
	Conducting an audit and signing contracts
	In terms of achieving the first objective, Innocent Drinks needs to conduct an audit on the supply chain network in the new market to recognise high-quality and local fruit farmers that meet the company’s standards. After finding the farmers, contracts will be signed to avoid import costs (Garzon- Jimenez and Zorio-Grima, 2021).

	12 months

	Phase (1,2,3)
	Product development, testing, and roll-out.
	The company will develop the product within the first phase in 1 month. Besides, around 5 months will be taken to test and roll out the products in the market. The products will be tested in around 50 urban retail locations. Besides, marketing campaigns will be launched by aligning with the company’s values.
	6 months

	Phase (1,2,3)
	Partnering with local stores, distribution networks, and tracking the sales volume.
	Innocent Drinks will partner with local convenience stores with lower unit prices to attract new customers (Devi et al., 2023). The company will also track its sales volume and inventory turnover to determine the increase in brand presence.
	12 months


[bookmark: _Toc220517211]Key Performance Indicators
Relative Price Index: Innocent Drinks will use the relative price index by comparing the price of the top competitors. This will illustrate that the company ensures that the product is not priced high compared to other brands (Adams, Donovan and Topple, 2022). This will allow a better retail price.
COGS: The Cost of Goods Sold will be used as a KPI to determine the direct costs of producing and transporting one unit of smoothie during expansion. This KPI will be used to improve affordability to track if local sourcing is reducing cost per unit or allowing more costs.
Household Penetration Rate: Innocent Drinks will use the household penetration rate as a KPI to know the percentage of people or households buying the products of Innocent Drinks (Tan et al., 2021). This will help the company in showing how well the brand is getting accepted after expansion.
[bookmark: _Toc220517212]Conclusion
Innocent Drinks is a healthy beverage-selling company which faces challenges like high competition, pressure in innovation, and navigating its goals in sustainability. Based on the external analysis, the company has an opportunity to attract customers by utilising the health consciousness trends through its healthy smoothies, which are made out of ethically sourced ingredients. Analysing Porter’s Generic Strategy, the company should implement a focused differentiation strategy to provide a specialised plant-based nutrition drink. Through SFA analysis, the company should consider a “Value and Access Expansion” to increase its presence in other markets. This needs to be done by using KPIs like relative price index, COGS, and household penetration rate to determine the perception of the brand in the new market.
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