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The purpose of this study is to analyse whether a small smoothie company should move to a new premises and expand its product range. The firm is managed by three directors who met at university. They currently operate from a small business unit and sell smoothies to major UK supermarkets. The company uses apples as the base ingredient and mixes them with other fruits such as berries, kiwi and bananas. Their sales have increased recently   due to growing demand for healthy drinks. For this incredible demand, the owners are moving to a large industrial estate to increase production. They also want to expand the product range by making children’s juice, coconut water, healthy soups and yogurt-based drinks.
The company already has established relationships with fruit growers; many of whom supply directly from across the UK and Europe. A clear strategic direction is essential for this business that wants to remain competitive in a fast-changing market. Although recent sales performance has been strong due to increasing demand for healthy drinks, the company is experiencing operational and structural weaknesses that pose significant risks to future growth, particularly during relocation and product expansion.
As a consultant, this study aims to examine the company tactical position and develop a practical approach that can help it recover and grow sustainably. A combination of PESTLE and SWOT analysis will help identify the main pressures affecting the company both from outside and inside the organisation. These frameworks are not used only to describe the situation, but also help with deeper analysis by showing how each component affects business performance and why certain problem have become more serious over time. 




[bookmark: _Toc216026972]1. essential principles of project management applied to the smoothie firm 
Effective project management is essential for controlling risk during relocation and expansion. The firm has already faced several issues such as missed deliveries, inconsistent communication and reactive decision making that indicate absence of formal planning. If these weaknesses persist, growth could increase disruption rather than generate value. Therefore,  structured project management principles are necessary to stabilise operation and protect key commercial relationships.
[bookmark: _Toc216026973]1.1 TIME MANAGEMENT
Time management is critical but also essential for any suppliers. Continuous production is critical for supermarket supply any downtime during the move can damage supplier relationships or lead to lost orders. For the smoothie firm they face such issues with organization and experiences delays from fruit growers due to lack of the communication. If production timelines are not carefully managed during relocation, delivery failures could breach supermarket service level agreements and resulting in financial penalties or contract termination.
To be applied for a project timeline with key milestones and present in charts and assign specific duration for tasks such as Gantt or bar charts and securing premises, installing machinery, safety inspections, staff training, allowing buffer time for reduced production if needed because preparing a detailed schedule, so it can be identified where risks of delay exist and find solutions in advance.




[bookmark: _Toc216026974]1.2 COST MANAGEMENT
Cost control is particularly important for small firms with limited financial reserves. The relocation will involve rent, refurbishment, additional storage capacity and potentially new staff. Moving into children’s juices and soups means the firm will need extra equipment and new types of packaging. If the firm company does not prepare a clear financial plan, it risks spending more than expected or reducing quality to save costs. Financial arrangement is required to make sure the expansion is both affordable and sustainable.
The firm inconsistent production and delays, poor cost oversight could lead to revenue losses and reputational damage. Developing a detailed cost plan based on supplier quotes, operational benchmarks and contingency allowance would give the firm clear financial visibility and checking actual spending against the planned budget, that would also create more financial discipline, which is especially important during a period of heavy investment.

[bookmark: _Toc216026975]1.3 scope management 
A clearly defined scope establishes what the project will deliver and what it will exclude. The smoothie firm was faced problems such as missed deliveries, unclear communication lines and absence of structured planning. 
A detailed scope statement should outline what new facility must include, how much it should produce, what new product will be added and how supply chain communication should improve. This helps avoid scope creep, which often happens in small firms that rely on informal processes, also using a work breakdown structure would break the project into smaller, manageable tasks and give staff a clearer understanding of what is expected.
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Quality is a central expectation when supplying major supermarkets. The firm has already struggled with late deliveries, inconsistent fruit quality and ineffective communication, demonstrating that no formal quality assurance or control system, routine checks and supplier performance and customer satisfaction.
For operation improvement, the firm should require standard procedures for fruit collection, production, hygiene and transport. These steps will help staff follow the same process every day and reduce confusion. Routine audits, batch checks and monitoring delivery performance should also be part of normal practice. Using simple technology, such as delivery-tracking system can give the team better visibility over orders and helps reduce mistakes caused human error.  The strong quality management will protect supermarket relationships and align the firm with food safety standards during expansion.


[bookmark: _Toc216026977]1.5 risk management
All project involve risk. The smoothie company may face several risks such as, delays from suppliers, increased transport distance after moving, machinery failure, regulatory inspection and financial pressure, weather condition can also affect fruit supply. They were not identifying risk and reacted to problems instead of planning for them.

 Conducting a structured risk assessment, identifying high, low risks would allow the firm to prioritise threats impact. For example,  disruption to fresh fruit supply represents the highest priority due to the perishable nature of inputs and the direct impact on product availability and quality. While machinery downtime and regulatory delays are categorised as medium-level risks, they are less frequent and more predictable compared to supply disruptions. Prioritising risks in this way allows the firm to assign resources more effectively and focus on risk that could cause direct operational and financial damage.
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Stakeholders include anyone affected by the project such as company directors, employees, fruit growers, transport companies, supermarket buyers, customers and chances of local authorities. The smoothie firm was failed with these points: Poor communication with growers and transport providers. Poor Customers service experienced (late deliveries). No clear organisational structure, causing confusion.
To address this, company directors should communicate regularly with growers about automated delivery expectations or notification during the relocation period. Employees must also be informed about changes in roles or working hours
Relocation and expansion represent significant organisational change. Employees may feel uncertain about the new premises, new responsibilities or new product lines. Suppliers may need to adjust their delivery routes. From a project management perspective, proactive stakeholder engagement is therefore a critical success factor rather than a peripheral activity.
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A detailed internal and external analysis help a business understand where it currently stands. A swot analysis focuses on internal strengths and weaknesses, as well as external opportunities and threats that may affect performance. Meanwhile, pestle analysis looks at broader external factors such as politics, the economy, social trends, technology, laws and the environment. These tools give clear picture of potential challenges and advantages, helping them plan more efficiently during expansion.

[bookmark: _Toc216026980]2.1 internal (swot) analysis

Strength:
A key strength is the firm long-term relationships with fruit growers, which provide stability and reliable access to ingredients. Strong demand for healthy and natural drinks in the UK, which gives the company good opportunities for future growth. As a small business, it can experiment and bring new ideas to the market faster than larger firms with strict structures. These strengths provide a solid foundation for expanding its product range, as long as the current operational weaknesses are managed properly.
Weakness:
The main weakness is lack of communication with suppliers and transport providers. This has caused delays and inconsistent quality, which are serious concerns in the food sector. The company also lack a clear responsibility. Also, Storage is limited in the current small unit making it hard to meet growing demand. 
Recommendation is using digital communication tools for example: order-tracking, (shared scheduling systems). This will improve real-time visibility, minimise delays and support more consistent performance across operation. The firm should also establish a clear organisational structure with defined roles for procurement, production, logistics and quality control. In addition, relocating to a larger industrial site would provide the capacity needed for higher output, better storage condition and space for new equipment and staff. These internal weaknesses are directly increasing the firm exposure to external threats, particularly stricter food safety regulations and intensified competition, as operational inefficiencies are less tolerated by major retailers.
Opportunity:
Relocating to a larger industrial site would give the firm space to expand its production capacity, adopt modern technology and extend product range into children juices, soups and coconut-based drinks. The Uk health-food market is also growing steadily, especially among younger and health-conscious consumers, which supports the firm long-term potential. Moreover, digital tools such as automated ordering systems and supply chain software can help improve coordination, reduce delays and support more efficient operations.  
Threat:
The smoothie company faces significant external threats driven by regulatory, economic and competitive pressures. politically and legally, stricter UK sugar reduction policies and food- labelling regulations increase compliance costs and limit product flexibility, particularly for fruit-based beverages. Economically rising energy, transport and raw material costs place pressure on profit margins, while supermarkets continue to demand stable pricing and reliable supply. Socially, consumers increasingly prefer low sugar and sustainably packaged products, creating the risk of losing market relevance if innovation slows. Environmentally, climate related disruption to fruit supply threatens production continuity and increase operational risk during expansion.








[bookmark: _Toc216026981]2.2 external (pestle) analysis

Political factors:
Political conditions are disturbing food and drink businesses through regulation, import duties and health policies.  The UK government has continued to place pressure on companies to reduce sugar levels in beverages. This directly affects the smoothie firm because their recipes based on natural sweet fruits so, making it harder to meet these targets without changing taste or production costs. Government focus on public health also encourages competitors to introduce low sugar and efficient drinks, which changes customer expectations. This shows why the company old-style recipes no longer match current policy direction and making it to reconsideration its product expansion plan.

Economic factors:
Economic conditions strongly effect customer spending. Inflation and rising ingredient costs have increased the company’s production expanses. At the same time, customers are becoming more price sensitive, especially in the low-income segment. This combination sets the firm under pressure from both sides higher cost low willingness to pay. The critical issue here is not just that costs are rising, but how the firm premium pricing plan becomes less effective during economic uncertainty. Competitors offering cheaper alternatives gain an advantage and highlighting the need for a more flexible pricing model.

Social factors:
Social trends have been shifted to the healthier lifestyles, plant-based diets and conveniently food options. Consumers are preferred more healthy, natural products with clear nutritional benefits, such as high-protein, low-sugar or energy-boosting drinks. The smoothie firm has not fully adapted to these expectations, which helps explain why younger and more health-conscious customers have started other brands. Another social factor is the growing preference for sustainable packaging, recycle materials build stronger brand loyalty. This sets pressure on the smoothie firm to change its packaging method.

Technological factors: 
Technology plays a main role in manufacture productivity, marketing and customer engagement. Many competitors are now used digital tools such as social media analytics, automated ordering systems and advanced supply chain software. The smoothie firm has not kept up with these developments. As a results, it is slower at spotting customer trends and less effective at promoting its brand online. The limited use of technology also makes the supply chain less efficient and more costly, especially when customer demand changes.
Environmental factors:
Environmental sustainability is becoming more important for both customer and regulators. The firm fruit supply is strongly influenced by climate condition and extreme weather can disrupt available and increase costs. This highlights a key weakness, especially if the company relies on only a small number of suppliers. In addition, waste management and packaging rules can create extra operational pressures. If the firm does not adapt to these changes, its reputation could be negatively affected.
Legal factors:
food safety laws, labelling regulations and advertising rules all effect how the company operates, any mistake in nutritional labelling could lead to penalties. Recent laws on single-use plastics also require businesses to switch to more sustainable packaging. This creates additional costs offers an opportunity to improves brand image. Legal demands highlight why the company must invest in better compliance systems.
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3. Enhancing organisational structure and communication through technology for the smoothie firm
The current structure of the smoothie company is very informal, because the business was founded by three friends who still manage most activities themselves. While this approach has supported early growth, it is now becoming a limitation. As demand increase and the firm considers moving to an industrial estate, the business must adopt a more systematic organisational structure with clear roles, responsibilities and reporting lines
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	Aspect 
	Old System 
	New Improvement
	For Requirement
	Implement
	Outcome
	Times

	structure
	Informal 
	Functional operation
	Reduce confusion
	New departments and roles
	Clear responsibility
	Before Moving new sites

	communication
	Manual notes, or phone calls.
	Digital supply chain management system
	Reduce delay
	App/ portal for growers & transport
	Real time updates
	3-5 months

	Quality checks
	Paper based
	Digital checklist
	 Improve consistency
	Share Cloud dashboard
	Less errors
	immediately

	planning
	Reactive
	Data analytics
	Predict demand
	Forecasting tools
	Better scheduling
	ongoing



At this stage of growth, a functional organisational structure is more appropriate than the existing informal, founder-led model. As production volume increases and supply chain complexity grows, informal decision making becomes inefficient and increases the risk of miscommunication. A functional structure introduces clear accountability, defined reporting lines and improved coordination between procurement, production and distribution. Therefore, this structural is not only operationally beneficial but essential to support relocation and long-term scalability. 
Technology will play a vital role for strong communication. Because communication appear to rely on personal relationships and manual processes, which has contributed to poor coordination, missed deliveries and inconsistent quality checks. The company could adopt digital supply chain management system that allows real time updates on fruit quantities, collection times, transportation schedules and quality reports. For growers, a simple mobile app or portal could allow them to update crop read lines and confirm pick up time. Transport providers could use GPS-enabled tracking to share estimated arrival times so they can reduce delays and improve the planning inside the production parts.
Another technology is cloud-based collaboration tools such as shared dashboard, automated alerts and digital quality checklists. These systems are particularly effectives for small firms because they require low investment but provide high transparency. For instance, digital invoices and automated compliance checks can reduce errors and fruit meets the required the standards before reaching the site. These tools would replace the existing informal, paper-based communication practices and reduce misunderstandings between multiple parties.
The company could also do incorporate data analytics to forecast demand more accurately. Productive analytics would support better planning for growers, who need sufficient notices before planting or harvesting specific fruit varieties. Transport providers would benefit as well as, they can schedule vehicle based on expected delivery peaks.
Overall, the company will significantly benefit from modernising its structure and communication systems. A Formal organisational arrangement support will reduce errors with the help of digital tools, improve product quality and enhance coordination. This transformation will help the company scale operations well and support its plans to expand product ranges such as health drinks, soups and children’s juices.
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 New premises is a major strategic decision and brings several challenges that must be manage carefully during re-location the company. One of the main issues is disruption to ongoing production, as the company will need to transfer equipment, redesign the layout, test utilities and ensure food-safety compliance. Any delays could interrupt supply to supermarkets, which may damage relationships and financial performance.
Another issue is related to logistics and supply chain adjustments. Growers and transport providers will need to familiarize to new routes, schedules and delivery procedures. If communication is unclear, deliveries may arrive late or in the wrong sequence, affecting freshness and production timelines. The company must also ensure that the new location meets regulations on hygiene, waste disposal and temperature control for fruit storage.

	Factor 
	Issue
	Importance
	Management
	Leadership style
	Location for apply
	Times

	Production disruption
	Moving Equipment
	Prevent stock shortages
	Phased relocation
	Transactional
	Production zone
	Early stage 

	Supply chain adjustment
	New routes & timing
	Maintain freshness
	Digital scheduling
	Participative
	Supplier interface
	Before relocation

	Staff resistance
	Anxiety about change
	Avoid low morale
	Training involvement
	Transformational
	Entire workforce
	Before and during move

	compliance
	Industrial estate rules
	Avoid legal issues
	Regular inspections
	Transactional
	New facility
	Throughout project

	communication
	New co-ordination system
	Avoid delays
	Briefings & dashboards
	Transformational
	All teams
	continuous



A third concern is staff resistance to change. Employees who have been used to a small business unit may feel nervous about moving to an industrial estate. They may worry about increased workload, unfamiliar processes or longer travel times. This reason caused morale decline, reducing productivity during a critical transition period.
Leadership style will strongly influence how smoothly the move takes place. A transformational leadership style may be the most effective for this project. This method is inspired leaders to communicate a clear vision, motivate staff and create a sense of shared purpose. The explaining why move is important for long-term growth, transformational leaders can build trust and commitment among employees. This style also promotes creativity, which is essential when designing a more efficient production layout. However, transformational leadership alone might not be enough, during installation, testing and regulatory inspection. Transactional leadership style may also be beneficial. This style focuses on clear instructions, performance standards and monitoring, which ensures safety, consistency and compliance. This approach is used   when the technical phases can help prevent mistakes and met deadlines.
However, relying on a single leadership style would be insufficient for managing a project of this complexity. While transformational leadership is effective for motivating employees and gaining support for change, it lacks the structure required during technical phases such as equipment installation and regulatory inspection. Transactional leadership is therefore necessary to ensure compliance, safety and deadline control. At the same time, participative leadership helps reduce resistance by involving employees in operational decision. A combined leadership approach is most appropriate, as it balances motivation, control and engagement throughout the relocation process.

  



· [bookmark: _Toc216026984]CONCLUSION

The fruit smoothie firm is at a critical stage in its development, where strong market demand must be supported by structured project management and organisational control. Relocating to a larger industrial premises and expanding the product range presents clear growth opportunities, but also introduces significant operational, financial and supply chain risks. This study has shown that without formal planning, improved communication systems and defined leadership approaches, existing weaknesses such as delivery delays and coordination failure could intensify during expansion.
Applying core project management principles, SWOT and PESTLE analysis support, the firm can better anticipate risks, and locate resources effectively and maintain product quality throughout the transition. The adoption of digital supply chain technologies and a functional organisational structure will be essential in improving coordination between growers, transport providers and internal teams. Furthermore, a blended leadership approach combining transformational, transactional and participative styles will help manage change, maintain compliance and sustain employee commitment.
Overall, the successful implementation of these recommendations will not only reduce short-term disruption during relocation but also create a stable foundation for long-term growth. If managed effectively, the expansion project can strengthen supplier relationships, protect supermarket contracts and position the company competitively within the UK health drinks market.
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