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[bookmark: _Toc224551758]Executive summary
This report provides Innocent Drinks’ strategic analysis and evaluation of its current position in the dynamic fast-moving consumer good (FMCG) beverage industry, where it faces challenges such as the stricter industry regulations, the evolving consumer behaviours, and the rising sustainability requirements. With its well-established brand identity and ethical commitment to natural ingredients, Innocent Drinks(ID) needs to review and update continuously its strategic decisions. This will preserve its position in the beverage sector, and ensure ongoing expansion.  This report offers a thorough assessment of ID by analysing the firm’s organisational and environmental factors that impact its overall performance. The method applied in this analysis incorporates tools such as SWOT and PESTEL analyses. Moreover, other frameworks are used including Porter’s Five Forces, the Ansoff Matrix, Porter’s Generic Strategies, stakeholder theory, Mendelow’s Matrix and the SFA model. The report finds that the consumers demand for plant-based functional and eco-friendly drinks offers opportunities for ID to develop its product offering and expansion. Based on the analysis results, the report recommends the development of the differentiated product development and selected market expansion. This strategic proposal is confirmed by the SFA model as it is suitable, feasible, and acceptable. The implementation of these suggested options can be monitored by using KPIs and the balanced Scorecard(BSC). 
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[bookmark: _Toc224551760]1. Introduction 
This report applies a variety of tools and frameworks to evaluate Innocent’s position in the beverage industry and identify possible opportunities for growth. It begins by providing an overview of the Innocent Drinks company. Then, it moves to evaluate the current market environment by using the tools SWOT, PESTEL, and the Porter’s Five Forces. This to help examine the company’s internal and external environment impacting negatively on the Innocent Drinks’ performance. Building on this analysis, potential strategic growth options are then explored by using frameworks including Porter’s Generic Strategies and the Ansoff Matrix. Then, an assessment is applied to the Innocent’s existing strategy and the proposal of a new strategy. Also, a stakeholder analysis is done using the stakeholder theory and the Mendelow’s Matrix to understand how the new strategy might impact the key stakeholders. The last section in this report deals with the new strategy implementation and monitoring plan, by setting out clear objectives, the required actions, and the KPIs evaluated by the Balanced Scorecard(BSC). The report concludes by reinforcing how the  proposed strategy aligns with the Innocent’s core mission, brand value, and its long sustainability. Establishing Innocent’s organisational background is important before conducting the strategic analysis. The next section outlines the company’s establishment, brand positioning within the competitive and evolving beverage market.                                                   
[bookmark: _Toc224551761]2. Innocent Drinks overview
[bookmark: _Toc224551762]Innocent Drinks, headquartered in the United Kingdom, is a leading player in the juice sector. Established in 1999 by the three co-founders Richard Reed, Adam Balon, and Jon Wright, the firm has grown into one  .The company specialises in producing beverages from fresh natural fruits including smoothies and chilled juices, and a diverse range of functional drinks. As reported by Abigail Thakadu(2025), Innocent distributed its products throughout Europe, and in 2024 the company returned to profitability following a loss in the previous year. Innocent Drinks not only has looked for financial profit but focused also on creating nutritious beverages, protecting the environment, and ensuring a positive and healthy working environment for employees, and this commitment has been central to attain a B Corp certificate in 1918( Innocent Drinks,2024). Given the brand position of Innocent Drinks and its commitment to responsible growth, it is worth to consider the wider market trends that are currently reshaping the beverage industry. Given Innocent’s brand position and commitment to responsible growth, it is necessary to examine the key trends that are shaping the beverage industry.
3. Current trends
Corporate Social Responsibility (CSR) is generally understood as a voluntary approach through which companies contribute to sustainable development and being responsible towards the stakeholders, the society and the environment(Agudelo et al.,2019, Gazzola,2022, as cited in Gazzola et al.,2024 as cited in Gazzola et all., 2024). Now, it plays a central role in shaping strategic expectations in the UK beverage industry, with firms required to demonstrate how to address sustainability, consumer wellbeing and transparent business practices. Innocent’s B Corp certificate demonstrates the firm’s commitment to CSR expectations by requiring credible environmental and social engagement. In this context, three trends are influential for the company’s strategic direction that are plant-based innovation, carbon reduction and digital engagement.




 
[bookmark: _Toc224551763]3.1 Plant-based innovation
The consumption of plant-based diets is shaping the beverage markets, with the consumers needing products that align with health, environmental and ethical values, Recent peer-reviewed research shows that consuming plant-derived beverages is expanding rapidly in the UK and Europe( Medici et al.,2023; Apostolidis & McLeay, 2016). Although, ID maintains a strong position in this segment, an ongoing innovation is necessary to remain competitive against the new entrant in the market of beverage.
[bookmark: _Toc224551764]3.2 Carbon reduction
The stakeholders increasingly demand companies to demonstrate tangible carbon-reduction progress across their value chain, a pressure backed by the UK climate regulations. The government publications and the beverage companies’ annual reports consistently declare that carbon reduction is a priority to protect the environment. Innocent’s B Corp status demonstrate this commitment. This is evident in the fall of its footprint, which was around 5000 tonnes lower than in 2019, reduced plastic use, 86%renewable-energy production, and fewer road miles(innocent-GAR-2021.pdf).
[bookmark: _Toc224551765]3.3 Digital engagement
Digital engagement has become essential for beverage industry as it enables real-time communication, transparency, builds consumer’s trust across online platforms. Research shows that digital channels play an important role in shaping consumers perceptions and supporting brand authenticity(Pizzi& Scarpi,2020). Also, academic evidence further highlights that clear and accessible communication is critical for building public confidence and sharing best-practice information within the food and beverage industry (Wall&Chen,2018). For Innocent, strong digital engagement reinforces its ethical identity and the visibility of its sustainability commitment.






[bookmark: _Toc224551766]4. Evaluation of the current market situation of Innocent Drinks
Assessing Innocent Drinks market position requires an analysis of both internal capabilities and external challenges that influence its strategic decisions. Tools such as SWOT, PESTEL, and Porter’s Five Forces help shed light on the company’s resources, ethical commitment, growth prospect, and competitive environment. One of Innocent’s main challenges is sustaining its premium pricing in a market where major UK retailers exert substantial bargaining power. As an example, large retailers such as Tesco exercise strong buyer power, Allowing them to secure advantageous pricing and promotional conditions, especially in markets where private-label options are prominent(Burt & Sparks,2003). As consumer become more price-sensitive, retailers may refuse suppliers price rise, ask for more promotional support, or reduce shelf space, putting pressure on premium brands ‘ margins(CMA,2023). This shows how difficult it is for Innocent to stay different while managing costs in a market controlled by major retailers. 
[bookmark: _Toc224551767]4.1 SWOT Analysis
SWOT analysis is a tool used to help organisations assess their position to identify the internal strength and weaknesses  alongside external opportunities and threats( Helms and Nixon,2010). By combining internal and external factors, SWOT offers a clear overview of the company’s situation and an opportunity to start a strategic evaluation to address any issues or take any possible opportunity.
[bookmark: _Toc224551768]4.1.1 SWOT table
	Strengths: 
· Strong ethical brand
· B Corp
· Leading UK share
· Coca-Cola distribution access
	Weaknesses:
· Depending on chilled supply chain
· Higher price point
· Limited diversification only beverages

	Opportunities:
· Growth in health, plant-based and functional drinks
· International expansion
· Low-carbon innovation
	Threats:
· Intense FMCG competition
· Plant-based and functional drinks
· Regulatory pressure on sugar
· Reputational risk



Figure 1




[bookmark: _Toc224551769]4.1.2 Explanation of the SWOT table
SWOT shows that Innocent’s focus on ethics and sustainability is central to how it builds and maintains its competitive advantage. Research shows that ethical and value -driven brands in FMCG enjoy high trust, loyalty and price tolerance, particularly when authenticity is consistently demonstrated( Iglesias et al., 2019; Carrington et al., 2014). Innocent’s B Corp status, the 10% profit donations to charity, and investment in low-carbon facilities strengthen these strengths in a highly competitive beverage sector. However, its premium pricing and reliance on chilled logistics create weaknesses in cost efficiency and increase operational complexity. Opportunities can arise from the high demand for healthy, plant-based and functional beverages, where innovation in formats, like the powdered smoothies or no-added sugar lines, can offer ways to expand market reach and cut waste. At the same time, threats from rising competition from retailer own label products, sugar-related regulation and sustainability expectations force  Innocent to align its ethical positioning with operational practices(Jones et al., 2021).
[bookmark: _Toc224551770]4.2 PESTEL analysis
PESTEL analysis is a tool that examines the political, economic, social, technological, environmental and legal forces shaping  a firm’s external context. It helps organisations anticipate external pressures and adjust strategy accordingly( Rastogi and Trivedi,2016). In FMCG markets, it is especially useful because sustainability rules, health policy and environmental expectations strongly influence product development and competitiveness (Rasheed, 2020). For Innocent Drinks, this shows how its ethical branding, carbon-reduction goals and the shift towards health-focused  consumer behaviour influence its future strategic choices.








[bookmark: _Toc224551771]4.2.1 PESTEL Analysis
	Dimension
	Key issues for Innocent Drinks



	Political
	UK sugar levy, EU/UK environmental and packaging regulations



	Economic
	Cost‑of‑living pressures, input price volatility (fruit, energy, logistics)



	Social
	Rising health consciousness, ethical consumerism, demand for transparency


	Technological
	Process innovation (energy‑efficient plants, packaging), digital marketing and data analytics


	Environmental
	Climate impacts on crop yields, carbon reduction targets, circular packaging expectations


	Legal
	Food safety, labelling, advertising standards, Environmental, Social and Governance(ESG) reporting requirements



Figure 2
4.2.2 PESTEL explanation
PESTEL shows Innocent operating in a strict regulated and sustainability- sensitive environment.  Political and legal pressures around sugar content, plastic use and carbon emissions are reshaping product portfolios and packaging strategies across FCMG ( Sharma et al., 2023). Innocent’s investment in renewable energy, its fully electric “Blender” factory places itself ahead of many rivals complying with the sustainability rules. Socially, the consumers are demanding healthy and ethically produced beverages reinforcing the strategic importance of Innocence’s mission -driven brand identity(Iglesias et all.,2019). Economic pressures and inflation are increasing price sensitivity,  making shoppers more price- sensitive, so premium brands must show clear functional, quality. At the same time, new technologies in processing, shelf improvement and digital engagement are enabling fresh product format and more personalised marketing, supporting evidence that innovation capability boots competitiveness in food and beverage markets( Sarkar and Costa.,2008).


[bookmark: _Toc224551772]4.3 Porter’s Five Forces
Porter Five Forces evaluate the industry competitiveness by examining rivalry, new entrants, substitutes, and the bargaining power of buyers and suppliers. It helps to explain how structural pressures shape profitability and strategic positioning (Porter,2008). In FMCG markets, the model remain useful because retailers power, intense rivalry and easy product substitution strongly influence firm ‘s performance(Dobbs,2014). For Innocent Drinks, it highlights how ethical differentiation and innovation can help reduce competitiveness in a dynamic beverage industry.
[bookmark: _Toc224551773] 4.3.1. Porter’s Five Forces
	Force

	Assessment for Innocent Drinks

	Threat of new entrant

	Moderate/ low: High brand, scale and distribution barriers, but niche entrants possible


	Bargaining power of suppliers

	Moderate: Reliance on quality fruit, but scale and long-term relationships mitigate risk

	Bargaining power of buyers

 
	High: Powerful retailers and low switching cost for consumers



	Threats of substitutes


	High: Juices, flavoured water, energy drinks, private   labels               

	Rivalry among competitors

	High: Branded players(e.g. Naked), retailer branded, and adjacent health-drink categories.


Figure 3
[bookmark: _Toc224551774]4.3.2 Explanation of Porter’s
Porter’s Five Forces highlights a high  competitive market in which Innocent must rely on its ethical and innovative positioning to protect margin. The presence of an intense rivalry and the wide availability of substitutes make consumer switching easy, increasing the need for strong differentiation through health benefits, taste and responsible sourcing(Porte,2008; Dobbs, 2014).Buyers power is significant as major retailers negotiates aggressively, and consumers can switch brands easily. Innocent responds by building brand equity and offering added value through sustainability and social impact. Suppliers power is reduced by Innocent’s scale and long-partnership, although climate risks and commodity price volatility remain important concern. Barriers to entry such as brand reputation, marketing investment and chilled distribution restrict large new entrants, but smaller purpose-driven brands can still appear. Overall, these  forces show that must combine ethical  commitment such as carbon reduction, fair sourcing and community impact with commercial priorities including innovation cost efficiency and brand differentiation.


[bookmark: _Toc224551775] 5. Strategic growth options and proposed strategy
[bookmark: _Toc224551776]5.1 Potential planned growth path for Innocent Drinks
Innocent Drinks operates in a mature but rapidly evolving FMCG beverage market, where growth within this sector relies on innovation, ethical positioning, and international expansion. This analysis is based on several key assumptions, which are that consumer demand for healthier beverages will continue to rise, sustainability and ethical practices will continue to increase and influence purchasing decisions, convenience will also influence product choices and emerging European markets will offer strong opportunities as health trends become more widespread across the region. These market trends are supported by recent industry reports and reflect broader changes in consumer behaviour. 
One framework that can be used to assess these opportunities is the Ansoff Matrix, which helps companies identify areas of growth through the use of 4 strategies: Market penetration, market development, product development and diversification. “Organisations that stick to traditional products and methods find it challenging to grow because they fail to keep up with market changes” (Ferreira and De Sa Moscoso, 2024). 
Market penetration focuses on increasing sales within existing markets, and so Innocent Drinks may achieve this through the use of promotions, expanding distribution, or new packaging formats such as multipacks or portable bottles. This approach carries relatively low risk, since it leverages established products and consumer familiarity. However, significant growth potential may be limited as the company operates in a crowded and highly competitive product category.
Market development involves taking existing products into new geographic markets. For Innocent drinks, this could be through expanding into the European regions where demand for healthy and premium beverages is rising, but brand penetration remains low. Research suggests that companies with strong ethical reputations can enter new markets more effectively because consumers increasingly appreciate sustainability and genuineness (Iglesias et al., 2019). Innocent’s focus on natural ingredients and responsible sourcing gives it an advantage in markets where trust and transparency influence purchasing decisions.
Product development is another strategy used to offer potential growth for Innocent Drinks. It focuses on creating new products or formats that meet developing consumer needs. Some examples include powdered smoothie mixes, functional drinks, or plant-based nutritional beverages. These categories are growing as consumers seek convenience, health benefits, and environmentally responsible options. Innovation in product attributes and delivery formats strengthens competitive advantage in food and beverage markets. Research also suggests that firms who are investing here are more likely to maintain long-term growth (Sarkar and Costa, 2008). Innocent reputation for natural, health-focused products provides a strong base for expanding into functional or plant-based segments.
A report from Packaging Insights indicates that Innocent Drinks is prioritising the reinforcement of its core product lines, such as juices and smoothies, through packaging redesigns that improve shelf visibility and brand recognition. Rather than diversifying into unrelated categories like healthy snacks or broader wellness products, Innocent maintains a strong association with fruit-based beverages, natural ingredients, and ethical values. Expanding into unrelated categories could dilute this positioning unless new products match closely with the brand’s mission and buyer expectations. Moreover, diversification carries several risks for Innocent. Entering unfamiliar categories may weaken the company's brand identity and confuse consumers about what Innocent stands for, reducing the effectiveness of its ethical message. New categories can also introduce operational complexities and divert resources from core business strengths. There is increased potential for commercial underperformance if new ventures lack synergy with existing capabilities or fail to meet established consumer expectations. This highlights the importance of a disciplined approach toward diversification, ensuring that any expansion aligns with Innocent's values and leverages its core competencies.
An analysis on Innocents strengths and market conditions conclude that product development and market development represent the most coherent strategic options. Both strategies build on the company’s brand equity and ethical reputation while tackling consumer trends in health, sustainability, and convenience. By focussing on these approaches, it allows Innocent to pursue innovation without diverging significantly from its core identity. While diversification may be considered in the future, it would call for careful management to prevent overextension of the brand.
[bookmark: _Toc224551777]5.2 Recommended strategy and justification
Porter’s Generic Strategies, and the Ansoff Matrix, help structure Innocent’s growth options. Porter (1980) outlines three routes to competitive advantage: cost leadership, differentiation and focus. Differentiation is most relevant to Innocent because product attributes such as natural ingredients, fair sourcing and strong brand meaning, may appeal to perceived customer value. This matters in FMCG markets where functional differences between products are small, so consumers rely on the sincerity of brand values when choosing what to buy – sustainability and genuineness for example (Iglesias et al., 2019). The Ansoff Matrix supplements this by assessing new and existing products, and markets, highlighting the balance between opportunity and risk (Ansoff, 1957).
Considering Innocent’s current market status, focussing primarily on differentiated product development and expanding its portfolio of health-focused, low-carbon, and functionally enhanced beverages, is recommended. If resources are constrained, product development should be prioritised over market development. This leverages Innocent’s existing brand equity and operational strengths in its core markets, creating differentiation through innovation. Additionally, Innocent should establish itself within known European markets and, as resources allow, pursue entry into new regions where demand for their product and company values is increasing. This route ensures that growth is actionable and aligned with company capabilities, while still addressing customer preferences (Bhupendra and Sangle, 2017).
Porter’s framework indicates that Innocent should compete based on perceived value rather than price. Research demonstrates that ethical and sustainable brands can implement price premiums and encourage stronger customer loyalty, notably among younger consumers who prioritize company values and product transparency (Carrington et al., 2014; Iglesias et al., 2019). The Ansoff Matrix categorizes this differentiation strategy as moderate-risk growth, as it lessens uncertainties associated with unrelated diversification while helping with market penetration. Agudelo
This strategy aligns with Innocent’s mission and values. The company’s B Corp certification, responsible sourcing, and low carbon investment are foundational for sustainability-driven innovation. Environmental product development initiatives such as shelf-stable powdered formats that minimize waste and transport emissions, enable Innocent to translate its ethical commitments into tangible product benefits. Research on sustainability in FMCG markets indicates that consistency between brand messaging and operational practices achieves credibility (Jones et al., 2021; Bhupendra and Sangle, 2017).
To assess the success of its sustainability-driven innovation, Innocent could implement specific KPI metrics: reductions in greenhouse gas emissions per unit sold, packaging made from recycled or renewable materials, waste reduction rates, and sustainable product criteria – carbon-neutral certification/plant-based content. Other KPIs might include consumer perception metrics, such as brand trust and net promoter score among ethically motivated consumers, as well as monitoring sales growth in new sustainably developed product lines. Tracking these metrics enables Innocent to quantify progress and identify areas for improvement, and demonstrate the commercial value generated by its sustainability initiatives.
A differentiated product development strategy advances both commercial and ethical objectives. According to a recent report from Sustainable Times, Innocent Drinks has funded nine organizations to promote the adoption of regenerative agriculture practices within its global fruit and vegetable supply chains. These investments enhance Innocent’s capacity to lower environmental impact and reinforce community participation, while positioning the company for growth regarding functional beverages and plant-based nutrition. Growth is realised through leveraging Innocent’s core values rather than compromising them. To summarise, Innocent should pursue differentiated product development, supported by selective market development. This approach draws on Porter’s differentiation strategy and the Ansoff product development quadrant and builds on Innocent’s strengths in ethical branding and sustainability. It also meets developing consumer expectations while balancing strategic risk.
[bookmark: _Toc224551778]5.2.1 Growth Options Through Porter’s Generic Strategies
Porter’s framework describes three strategic options: cost leadership, differentiation, and focus. Cost leadership does not correspond to Innocent’s identity and commercial strategy. Competing mainly on price would weaken positioning and limit investment in high quality ingredients. Research shows that differentiation works well in markets where consumers value authenticity, health, and sustainability (Hollensen, 2022; Varadarajan, 2020). Innocent already follows this route through natural ingredients, transparent branding, and ethical commitments. However, persistent innovation is needed against competitors. A focus strategy also yields potential. Targeting specific consumer groups can strengthen loyalty and reduce price sensitivity when products meet particular functional or lifestyle needs (Baines et al., 2020). Innocent’s vegan and health-oriented image provide a firm foundation for deeper segmentation, especially among consumers desiring convenience or functional nutrition.
[bookmark: _Toc224551779]5.2.2 Growth Options Through the Ansoff Matrix
The Ansoff Matrix identifies four growth paths: market penetration, market development, product development and diversification. Market penetration offers limited potential for Innocent because the UK smoothie market is already mature. (Fruit juice market in the UK - statistics & facts, 2025) Market development is more promising. Innocent’s expansion into Europe, supported by Coca Cola’s distribution network, demonstrates its ability to enter new markets. Recent studies indicate that companies concerned with environmental product innovation can achieve competitive advantages. According to research published in Sustainability, this makes product development a strong opportunity for international growth as ethical consumption increases globally. FMCG companies increasingly depend on innovation to stand out and meet developing consumer needs (Grewal et al., 2021). For Innocent, new formats like freeze-dried powdered smoothies would broaden its range whilst remaining with its natural, sustainable identity. Powdered smoothies offer a longer shelf life, less refrigeration, and greater portability; therefore, these features appeal to travelers, outdoor consumers, and people in zones with limited cold-chain infrastructure. (Cold Chain Gaps Limit Growth of India’s Smoothie Market, 2023) This is consistent with research showing that functional and convenience-driven innovations are key growth drivers in health-focused beverage markets (Sorescu, 2017).
[bookmark: _Toc224551780]5.2.3 Growth Options through the BCG Matrix
The BCG Matrix clarifies Innocent’s strategic priorities by assessing each product category according to market growth and relative market share.
5.2.3.1 BCG Matrix table
	
	High market growth
	Low Market Growth


	High Market Share

	1- Core smoothies                      
2-Super smoothies

	1.Chilled juices
2. Multi-pack formats


	Low Market Share

	
1- Functional shots
2- Plant-based lines

	1- Seasonal SKUs              2- Niche low-volume items


Figure 4
5.2.3.2 The BCG Matrix explanation
The BCG Matrix highlights clear differences in Innocent’s portfolio. Core smoothies sit in the Star quadrant, signifying strong market share in a growing health‑oriented beverages segment and supporting persistent investment (Hossain & Kader, 2020). Established chilled juices and multipack formats act as Cash Cows, generating dependable returns that may be reinvested into emerging categories (Umema & Japee, 2024). According to a report on Innocent Drinks' marketing strategy, the company's "stars" in the Boston Consulting Group matrix are products such as smoothies, fruit juices, and kids' smoothies, which have high market growth and market share. Overall, applying the BCG Matrix supports disciplined resource planning and reinforces the case for innovation‑led product development in high‑potential categories (Umema & Japee, 2024).





[bookmark: _Toc224551781]5.3 Recommended strategies and justification
[bookmark: _Toc224551782]5.3.1 Strategies
1. Differentiation Through Product Development through 
· Introduction of Powdered Smoothies
2. Market development through geographic expansion 
· international market opportunities in hot regions
3.  Differentiation Through Product Development. 
The introduction of a dried smoothie powder offers Innocent a new format that extends its fresh fruit expertise into a more convenient, sustainable product.
[bookmark: _Toc224551783]5.3.2 Strategic Justification
Differentiation through product development is the most logical and appropriate growth path for Innocent, as it aligns with the company’s strengths in responsible procurement, sustainability, and a health-oriented positioning, while enabling it to innovate within its existing markets. This approach corresponds with Ansoff’s product development strategy, which is suitable when a firm aims to grow by launching new products to its existing customers. It also fits Porter’s differentiation strategy, enabling Innocent to compete on unique value rather than price.
[bookmark: _Toc224551784]5.3.3 Coordination with Existing Product Range
According to a report from Packaging Europe, Innocent Drinks has redesigned the packaging across its entire juice and smoothie range to emphasise the natural, refreshing ingredients and make it easier for consumers to find and comprehend its products. A product development strategy would complement the efforts by building on Innocent’s existing strengths and enables the company to expand into promising new categories, as shown by the recent launch of Green Goodness and Red Goodness high-vegetable smoothies. According to Innocent Drinks, the company sets itself apart by focusing on health, convenience, and sustainability, which are important to its customers. As part of its environmental initiatives, Innocent Drinks has pledged to cut its carbon footprint per bottle by half by 2030 and reach carbon neutrality by 2025. They also create opportunities for social impact within regions with limited access to fresh produce, strengthening Innocent’s ethical brand identity.


5.3.4  Alignment With Existing Product Range
Insights from the BCG Matrix support this direction. Cash Cows such as not‑from‑concentrate juices can provide the financial resources needed to fund innovation, while Question Mark categories like plant‑based milks and functional drinks indicate areas where targeted investment could drive future growth. A product development strategy builds on Innocent’s existing strengths and allows the company to move into high‑potential categories identified through this analysis.
5.3.5 Role of powdered smoothie innovation
A powdered smoothie line represents a strategically aligned innovation. It differentiates Innocent by combining health, convenience and sustainability, three attributes that resonate strongly with its target market. Powdered formats reduce food waste, lower transport emissions and require less refrigeration, which supports Innocent’s environmental commitments. They also create opportunities for social impact in regions with limited access to fresh produce, strengthening Innocent’s ethical brand identity.

5.3.6 Expected strategic outcome
A product development strategy also strengthens Innocent’s long‑term competitiveness by allowing the company to respond quickly to shifts in consumer behaviour. Demand for healthier, more sustainable and more convenient options continues to rise across European markets, and firms that innovate early are better positioned to shape category expectations. By expanding into formats that reduce environmental impact and improve accessibility, Innocent can reinforce its reputation as a responsible brand while opening new revenue streams. This approach supports steady growth and helps the company maintain a clear point of difference in an increasingly crowded beverage landscape.
5.3.6 Market development through geographic expansion
 Market development through geographic expansion enables Innocent to reach new consumer groups outside its core European markets. Expanding into international regions  also reduces dependence on mature segments and supports growth in areas with rising demand for healthier beverage options.
5.3.6.1 Cold Climate Markets
Market development offers a complementary growth option by extending Innocent’s existing products into new regions. In Europe, strong cold chain infrastructure and similar consumer preferences make it feasible to expand the current fresh juice and smoothie portfolio into markets such as Germany, the Netherlands and the Nordic countries. This maintains product integrity and fits Innocent’s established brand positioning. 
5.3.6.2 Hot Climate Markets 
For hot climate markets, where refrigeration and transport conditions are more challenging, Innocent can introduce the powdered smoothie format as a sustainable alternative. Freeze dried fruit products reduce emissions, minimise waste and provide accessible nutrition in regions with limited access to fresh produce. This dual market approach allows Innocent to tailor its offering to local conditions while maintaining brand coherence. 
[bookmark: _Toc224551785]6. SFA to evaluate the proposed strategy
Suitability–Feasibility–Acceptability (SFA) is a strategy evaluation framework used to assess and compare strategic options. It is defined in the academic literature as a tool for judging whether a proposed strategy fits the external environment (suitability), can be implemented with available resources (feasibility), and meets stakeholder expectations (acceptability). Peer‑reviewed research identifies SFA as a “fundamental tool for the development and selection of strategy” that supports structured decision‑making across different contexts (Hashemkhani Zolfani et al., 2021). It is used to compare strategic options systematically, highlight strengths and weaknesses in each option, and guide managers toward the most robust and implementable choice. 
[bookmark: _Toc224551786]6.1 Evaluation of strategic options
Evaluating Innocent’s strategic options requires assessing their Suitability, Feasibility and Acceptability using the SFA framework (Johnson, Scholes and Whittington, 2008).          6.1.1 Suitability                                                                                                                       Differentiation through product development is highly suitable as it aligns with Innocent’s focus on natural ingredients, sustainability and health, and reflects Ansoff’s view that firms can grow by introducing new products to existing markets (Ansoff, 1957). Rising demand for functional and plant based beverages strengthens this alignment and supports Porter’s differentiation logic, which emphasises competing through unique value (Porter, 1985).  Market development is also suitable, particularly in Europe where consumer preferences and cold chain infrastructure mirror the UK, although expansion into hot climate regions requires adaptation due to refrigeration constraints.                                                                          6.1.2 Feasibility:                                                                                                                       Product development is feasible given Innocent’s R&D capability, supplier relationships and access to Coca Cola’s financial and operational resources, while market development is feasible in Europe and feasible in warmer regions only when using powdered formats that reduce transport emissions and storage requirements.                                                                       6.1.3 Acceptability:                                                                                                                         Both strategies are acceptable to stakeholders, though product development offers stronger brand reinforcement and lower operational risk.                                                                     Overall, product development emerges as the most suitable, feasible and acceptable option, with region specific market development acting as a complementary pathway.
[bookmark: _Toc224551787]7. Stakeholder Analysis
Innocent’s proposed strategy of product development, supported by selective market development, affects several stakeholder groups whose interests and influence must be managed effectively. Stakeholder Theory emphasises that firms must create value for a broad set of stakeholders rather than prioritising shareholders alone (Freeman et al., 2021). Mendelow’s Matrix provides a practical tool for classifying stakeholders by their power and interest, helping managers determine appropriate engagement approaches (Ackermann and Eden, 2011).
Consumers hold high interest and moderate power, as their preferences shape demand for functional, plant based and sustainable beverages. The strategy benefits them by offering healthier options and improved accessibility in warmer regions through powdered formats. Employees also hold high interest and moderate power, as product development may require new skills in R&D, supply chain management and quality assurance. Research highlights that employee engagement improves innovation outcomes, making communication and training essential (Kang and Sung, 2020). Suppliers hold moderate power due to their role in sourcing natural ingredients. Strengthening long term partnerships and ensuring fair pricing help maintain supply stability.
Coca Cola, as Innocent’s parent company, sits in the high power and high interest quadrant of Mendelow’s Matrix. Its distribution infrastructure and financial resources are essential for both product development and international expansion. Retailers hold moderate to high power, as they influence shelf space and product visibility. Engaging them early with evidence of consumer demand and sustainability benefits supports adoption of new products. Regulators in international markets hold high power but lower interest. Compliance with food safety, labelling and environmental standards is essential to avoid operational disruption.
A stakeholder engagement plan should prioritise close management of high power stakeholders such as Coca Cola and regulators, regular consultation with employees and suppliers, and continuous communication with consumers and retailers to support responsible implementation. 
[bookmark: _Toc224551788]7.1 Mendelow’s Matrix for Innocent’s Strategic Stakeholders
Mendelow’s Matrix helps classify stakeholders according to their power and interest, enabling managers to prioritise engagement and allocate resources effectively. Recent research highlights that mapping stakeholders in this way improves strategic alignment and reduces implementation risk (Ackermann and Eden, 2011; Bridoux and Stoelhorst, 2022).
[bookmark: _Toc224551789]7.1.1 Mendelow Matrix table
	Power/interest
	          High interest
	          Low Interest

	High Power
	Coca-Cola
Major retailers (Tesco, Sainsbury’s, Asda
	Key suppliers
Logistics and distribution partners
Regulators

	Low Power
	Consumers
Employees

	NGOs
Local communities



Figure 5
[bookmark: _Toc224551790]7.1.2 Explanation of figure
7.1.2.1 Segment high power/ high interest                                                                                     Coca Cola and major retailers hold significant influence over Innocent’s strategic direction and market access. Their high interest is driven by commercial performance, sustainability commitments and brand reputation. They should be managed closely through structured partnership meetings, shared performance targets, transparent reporting on product development progress and coordinated sustainability initiatives. Regular joint planning sessions and early involvement in new product launches help maintain alignment and reduce operational risk.
7.1.2.2 Segment High power / low interest                                                                                           Regulators hold high power through their ability to enforce food safety, labelling and environmental standards, but their interest in Innocent’s daily operations is relatively low. They should be kept satisfied through full compliance, timely documentation, early checks on new product requirements and regular monitoring of regulatory updates. This reduces the risk of delays, penalties or market entry barriers. In this group are also Key suppliers and logistics partners hold operational power through supply continuity and distribution efficiency. Their interest is lower but maintaining long term contracts, shared sustainability standards and stable demand keeps them satisfied and reduces operational risk. 
7.1.2.3 Segment low power / high interest                                                                                                      Consumers and employees care strongly about product quality, sustainability and organisational values but have limited direct influence. To keep them informed through clear communication, training, feedback mechanisms and transparent sustainability messaging support alignment and trust.
[bookmark: _Toc224551791]7.1.2.4 Segment low power / low interest                                                                                                       NGOs and local communities have limited influence and limited involvement but shape Innocent’s social legitimacy. Monitoring expectations and engaging selectively through sustainability reporting and community initiatives reinforces ethical commitments.
8. Implementation and Monitoring
The implementation of Innocent’s product development strategy requires clear objectives, coordinated actions and systematic monitoring. Effective strategy execution depends on aligning organisational processes with strategic priorities and ensuring that performance is measured through integrated systems such as the Balanced Scorecard (Kaplan and Norton, 1996; Olson and Wu, 2023).
[bookmark: _Toc224551792]8.1 Objectives and Key Actions
The main objectives are to introduce new functional and plant‑based products, strengthen supply chain resilience and expand selectively into suitable international markets. Key actions include investment in R&D capability, collaboration with suppliers on sustainable ingredients, pilot testing powdered formats in hot‑climate regions and coordinated marketing campaigns. Research shows that successful implementation requires consistent alignment between resources, processes and strategic goals (Meier et al., 2024). Strengthening supplier partnerships and improving forecasting accuracy will support product availability and reduce operational risk.
[bookmark: _Toc224551793]8.2 KPIs and Balanced Scorecard
Performance will be monitored using KPIs across the four Balanced Scorecard perspectives.
· Financial: revenue growth from new products, gross margin improvement and cost efficiency.
· Customer: customer satisfaction scores, repeat purchase rates and market penetration.
· Internal processes: product development cycle time, supply chain reliability and waste reduction.
· Learning and growth: employee training hours, innovation capability and staff engagement.
Balanced Scorecard systems support multi‑dimensional monitoring and help organisations track both performance and risk exposure (Olson and Wu, 2023).
[bookmark: _Toc224551794]9. Risk Assessment
Key risks include supply chain disruption, regulatory delays, product acceptance uncertainty and operational challenges in new markets. Food and beverage firms face heightened exposure to environmental, safety and compliance risks, requiring proactive mitigation strategies (UK Food Standards Agency, 2024). Risk controls include diversifying suppliers, conducting regulatory checks before market entry, piloting new products before full rollout and maintaining contingency plans for logistics. Integrating risk management within the Balanced Scorecard framework strengthens organisational resilience and supports strategic stability (McDonald, 2020).
[bookmark: _Toc224551795]Monitoring will involve quarterly performance reviews, cross‑functional coordination and continuous adjustment of KPIs to reflect market conditions. This approach ensures that Innocent can track progress, respond to emerging risks and maintain alignment between strategic intent and operational performance. 
10. Conclusion
The report shows that Innocent is well positioned to pursue growth through product development and selective expansion into suitable international markets. The assessment of the current market environment highlights rising demand for healthier and more sustainable beverages, which aligns with Innocent’s brand strengths and innovation capability. The evaluation of strategic options indicates that product development offers a balanced route for growth while allowing the business to build on its existing resources. The stakeholder analysis reinforces the need to maintain strong relationships with Coca Cola, retailers, regulators and supply chain partners to support successful implementation. The implementation and monitoring plan provides clear objectives, measurable indicators and risk controls that strengthen operational readiness. Taken together, the analysis demonstrates that the proposed strategy offers a realistic and responsible pathway for growth, provided that Innocent continues to monitor risks, adapt to market conditions and maintain alignment with stakeholder expectations.
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