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Executive Summary
This report shows the challenges that Innocent Drinks faces in the current market. The report aims to highlight the positive aspects of the organisation and includes the threats that faces the company due to the current market. It looks at the strategic position and provides a growth strategy with the use of a SWOT analysis and PESTEL analysis to demonstrate the challenges and opportunities that can support Innocent Drinks. Ideas around how the company can expand and how it can make their range bigger to capture further consumers. The company has been praised for its environmental and ethical sourcing, and it has strong sustainability initiative that make it appealing to a range of environmentally friendly consumers that want to protect our planet.

















Introduction to Innocent Drinks. 
Innocent Drinks company started in 1999 and was founded by Adam Balon, Jon Wright and Richard Reid. They met at university in the early 1990s and after a snowboarding trip inspired them to stat their long awaiting and discussed business idea. Their idea was around helping people and communities to stay healthy by enabling them to consume health ingredients from fruit and veg that nature provides. (Fresh Trading Limited, 2026a).
They make plant-based juices and is a UK beverage-based company that specialise in making products using natural ingredients. They source their ingredients ethically and in a sustainable way that is fair to those who grow their products and the beneficial to the planet (Fresh Trading Limited, 2026d). 
They incorporate values into their business to support local communities and promise to give 10% of their profits to good courses and have donated £17million since they started their company which has helped more that 1 million people (Fresh Trading Limited, 2026b). 
Innocent drinks have a variety of products including smoothies, super smoothies, juices, juice + vitamins, shots, kids’ drinks, coconut water, juicy water and juicy water with bubbles. You can find the nutritional values and ingredients on their website which also provides a wealth of information about the benefits of their products, gut health, vitamins and nutrition (Fresh Trading Limited, 2026c). All their drinks are filled with natural ingredients, so they provide vitamins, minerals and fibre (Fresh Trading Limited, 2026b). 
Innocent Drinks became part of the B Corp in 2018 which meant it earned its certification to be recognised as part of a growing group of businesses from around the world who share mutual belief of doing business responsibly. Being part of B Corp ensures that a business meets the highest standards of social and environmental performance (Fresh Trading Limited, 2026e



Evaluation of current market situation 
Innocent Drinks operates in the UK and wider European markets. The rise in competition from various brands competing in the healthy drinks & foods markets has become complex. Ethically sourced foods, fair trade and supporting farmers and the environment as well as businesses promoting social wellbeing for their own workers has increased pressure on companies to ensure they are operating fairly and sustainably. A PESTEL analysis shall help to explore the challenges that Innocent drinks re currently facing in this competitive market. 

Table 1- PESTEL Analysis
	Factor
	Analysis

	Political and Legal
	The UK Soft Drink Industry Levy has influenced consumer perception of the amount of sugar consumed by people. In 2022, the Innocent drinks advert implied that their plastic bottles had a positive environmental impact, however Plastic Rebellion group exposed that the adverts did not show Innocent’s single-use plastic product was environmentally friendly over the full cycle of the bottle (BBC,2022).

	Economical
	Innocent drinks have a higher price bracket compared to other juices because it uses only natural high-quality ingredients and focuses on sustainability. However, despite having a higher price for their product and high costs, they saw a profit of £466.1m in 2024. 

	Social
	The price of the Innocent products can be affected socially as the cost-of-living crisis means that consumers are looking to save money may not be able to afford what they may perceive Innocent drinks as luxury products. 

	Technical and Environmental
	Strawberries from Spain have helped migrant birds by using 10-40% less water so that the birds near the national park where the strawberry fields are located are able to migrate freely (Fresh Trading Limited, 2026f)






Table 2- SWOT Analysis
	Strengths

Innocent Drinks have clear sustainability and ethical values. 

The brand has a reputation for health benefits by using natural products

They value their suppliers and will support them to produce high quality products whilst thinking of the environment, planet and the local community.

They have a dominant market share of 63% in the UK and frequent product launches such as Juice Shots. 


	Weaknesses 

Premium prices during economic uncertainty means consumers have less disposable income to spend on high priced items

High sugar content is still a concern for some consumers as when natural products are crushed down, they lose fibre values compared to consuming products in natural form.

Lack of product patients, the products can be easily replicated by competitors

	Opportunities

Innocent Drinks have merged with Global company Coca-Cola and can access marketing opportunities to boost sales

Innocent Scholarships can attract new employees and gain new ideas to work on project to boost companies’ innovation. And being part of the Coca-Cola group, new career opportunities can arise. 



	Threats

Intense competitive rivalry 

Climate changes affecting product sustainability

Advertising scrutiny of plastic bottles and environment claims



Evaluation: 
The SWOT analysis demonstrates that although there are many strengths to Innocent Drinks company there will be many challenges facing companies that are external. The Innocent drink company has promoted successfully the brand and the nutritional value that is prominent with the natural ingredients it uses. The price of these nutritional products can price out consumers with lower disposal income, and this will have a detrimental effect of Innocent Drinks mission to continue to be ethical, sustainable, environmentally friendly and socially ethical to suppliers and communities from where they source their products. To have such high positive standards to the planet and the people, can in effect come as a high price to pay for the product. However, because of decline in profits, they are now supported by the Coca-Cola company and therefore have access to further financial resources and access to branding, marketing and opportunities to continue to ethically produce their products without compromising on their mission and values. 


















Table 3: Porters Five Forces Analysis
	Porters five forces

	Evaluation

	Competitive Rivalry
	The market is overcrowded within the smoothies ranges available to consumers. PJ Smoothies (PepsiCo) was the highest competitor of Innocent Drinks, but Innocent Drinks successfully grew larger. Tropicana (PepsiCo) is also a major competitor, and it has a high shelf on supermarkets and is priced relatively lower than Innocent Drinks brands. 


	Bargaining Power of Suppliers
	The threat of farming and weather dependent and farming dependent products such as the fresh fruit and vegetables that re needed to make Innocent Drinks products, mean that investment is required within sustainably farming methods. Innocent uses smaller suppliers globally, however the need for some specialised products shall mean costs remain high and vulnerable to global markets price fluctuation. If raw materials such as fruits and crops become damaged, this shall heighten costs and impact prices for the consumer. 

	Bargaining Power of Buyers
	Innocent Drinks has a positive brand and ethos behind its reputation and consumers are aware of their products. High Buy power exists when products remain the same/similar, so the consumer understands what they are purchasing. Innocent Drinks can easily switch to competitors or substitutes without significant cost or effort because Innocent Drinks use small farms to produce crops for products currently. 

	Threat of New Entrants
	The production of fruit and vegetables is relatively simple so therefore competitors can easily compete with own branding and enter markets easily. There is strong brand loyalty towards Innocent Drinks and established distribution networks. 

	Threat of Substitutes 
	Although unknown brands can come into market easily, they have developed the ethical connections and brand loyalty that Innocent Drinks has established. Competitors can enter this drinks market relatively easily but may not necessarily have the branding and infrastructure to support their products.   
















Strategic Growth Options and Proposed Strategy

When assessing its future growth options, Innocent Drinks must balance its commercial ambitions with the need to protect its purpose‑driven identity. Operating in a mature and highly competitive UK beverage market, the company faces strong retailer bargaining power, rising private‑label competition, and consumers who are increasingly sensitive to both price and environmental claims. Growth, therefore, cannot rely on scale alone. As Lynch (2018) notes, strategic success depends on aligning organisational capabilities with external conditions. For Innocent, this means building on its ethical positioning and trusted brand rather than compromising these strengths through cost‑based competition.
Innocent Drinks already have a great brand and them connotations aligned to its name of proactively sustainable ways to produce its products, use natural ingredients and ethical sourcing shall mean that if they create new products for existing consumers then it will allow further growth. This is because they have already built their brand and customers will be willing to try the new products because they believe and trust in the brand. 
By taking existing products into new markets may also support growth and with the support of the Coca-Cola company, it may potentially have the resources to use this to expand. Expansion into the European markets as well as Asia could possibly help the brand expand. The challenges however they may face are cultural barriers. Europe’s taste differences may impact sales. This is also true of Asia as they have a culture fulfilled around natural products like Innocent Drinks, however they use spices like ginger and plants to support their immune system rather than fruit and vegetables blended as a smoothie. Asian culture is more aligned to using whole products and infusing into water or crushing it by hand, rather than pre-made in packets or bottles. 
Ansoff’s (1957) Matrix outlines four potential growth strategies: market penetration, product development, market development and diversification. Market penetration is the least risky because it focuses on existing products and markets. However, the UK smoothie category is nearing maturity, limiting opportunities for organic growth. Competing more aggressively on price would also erode Innocent’s premium differentiation. Porter (2008) argues that firms attempting to combine cost leadership with differentiation often weaken their competitive position. As such, while market penetration may support short‑term revenue, it offers limited long‑term strategic value
Innocent has built its reputation on natural ingredients and therefore the next strategic move would be to go down a plant-based product as these have health and wellbeing benefits attached to it as well as ethical sourcing and with many people becoming Vegans, there is furthermore a reason for gaining a market share within this area.  More younger people under 35’s are becoming Vegan and there are many celebrities who are also promoting a vegan plant-based diet for health benefits which fits in well with Innocent Drinks as their products are ethically sourced which means they are meeting environmentally sustainable products that Vegans also admire (BBC, 2026). 
Product development provides a more promising route. Moving into functional beverages—such as probiotic smoothies, plant‑protein blends and immunity‑focused drinks—fits naturally with Innocent’s established health‑oriented brand.  As innocent Drinks have already created a brand that identifies itself with natural produce and health benefits, it challenges competitors because they have not formed the loyalty consumer base or the ethical background and loyalty that Innocent Drinks already have in the market (Barney, 1991). 	 
















Strategy Evaluation 

You will need to conduct an evaluation of the strategy and propose a suitable strategy with the justification of choice. Use tools such as the SFA etc to support your arguments. (Tip: Any information that you cannot find on the Innocent Drinks website or their annual reports, you can make appropriate assumptions as necessary. State what assumptions you have made in your report).

The Suitability, Feasibility and Acceptability (SFA) framework allows supports us to make decisions and ask questions to surround these three elements. 
Suitability
Innocent Drinks is suitable placed in the market as it already has a quality brand with an ethical background. They are already known to be environmentally friendly and have built electric factory in Rotterdam and is powered by renewable energy (Fresh Trading Limited, 2026a) which will appeal to consumers who are actively seeking to improve health, vegan friendly generations and consumers that are environmentally conscious. 
Innocent Drinks shall not need to change their products, packaging and ethos or branding, rather to promote to a generation who are becoming environmentally conscious and aware of what they are consuming. New products that entice new consumers to try their products shall support them to reach out to not only younger generations with their innocent kids range and fizzy cans for the teen-adult and sport/ fitness enthusiasts with the innocent immunity shots, but to a mid-older range of consumers by incorporating more vegetables into products for consumers who have a savoury palette.
Feasibility 
Innocent Drinks have the capabilities of growing and investing in local farmers to produce sustainable crops and if they went down the route of incorporating more vegetables into a smoothie because many of the current products, they have been fruit based; they may be able to create a product that is fulfilling and satiated. Innocent Drinks work with suppliers to obtain the tastiest ingredients in a sustainable way so that farming is good for the producer and the planet by buying Fair Trade. By introducing healthy ingredients that are trending on social platforms such as matcha and plant power cleanse diet juice products that are available on the market (Fuel Station, 2025). 

Acceptability
Stakeholders shall likely support incorporating more vegetables into products as they have made it clear on their website and branding that they use fruit and vegetables. By investing in more vegetable produce, Innocent Drinks can make new products that incorporate some spices like ginger which can also be grown by their suppliers worldwide. Investing in new flavours may enhance business and by marketing health benefits such as matcha, green tea, chia seeds and various trends in these flavour enhancers, they could capture a bigger market share their fitness and gym market as well share too which already include their innocent shots. 
















Stakeholder Analysis
By diversifying the products that Innocent Drinks create to develop new products that include more variety of vegetables and ingredients that are trending onto social media platforms to enhance their long-term growth will allow for further product diversity. It will help to create new smoothies incorporating vegetable and plant-based products whilst keeping their underlying health and 100% natural fruit and vegetables pledge. During the early stages of development, product design, marketing can produce an element of risk in operations and financial risks when entering the market with new flavours and product launches. By acknowledging and identifying clear goals and milestones as well as financial forecasting, this will allow strategic initiatives to balance risk and exposure to help maintain shareholders confidence and trust (Hill, 2015). 
High Power/ Low Interest 
Retail partners and major distributors shall hold a high proportion of bargaining power as they can sell products and will advise on how much shelf space, we can take up on their retail floors and the pricing. The introduction of products that are of a higher vegetable intake rather than sweeter fruit smoothies shall attract a different cliental. Retailers will inevitably prioritise product turnover the margin performance, so ensuring that communications between reliable supply chains and distributers will allow for continued collaboration and growth. 
Low Power/ High Interest 
Employees and customers and sustainable farmers all have high levels of interest in Innocent Drinks. This is because Innocent Drinks have a strong sustainability ethos behind their brand and they seek the highest quality ingredients from various parts of the world, whilst ensuring that farmers, local land and agriculture is preserved for the benefit of our planet. Farmers are enhanced with innovative and cost cutting ways to produce their products whilst ensuring the produce they produce is of high quality. By expanding into incorporating higher vegetables and plant-based products as well as ingredients that are associated with health benefits will still be sustainable to the brands marketing and credibility of being a natural sourced product. 
Low power/Low Interest 
Wider community groups and secondary suppliers are of a low interest and low power. They do not require major engagement or monitoring unless there are major operational changes which affects them directly. 

Implementation and monitoring 

[image: ]

The Gantt Chart demonstrates the implementation of our proposed strategy of developing new products by incorporating vegetable smoothies into the market. Our market research shall help to identify what products can be grown quickly with our suppliers and farmers in mind that we have already developed relations with. The market research shall occur in the first six months and working with suppliers to see what they are able to produce, whilst meeting compliance demands. This will allow us to develop the products to allow us to advertise and market the products via social media platforms, billboards and supermarket stalls to enable us to distribute out products whilst still marketing to then allow us to review how well the product has been received by the public.  

Objective 1- Market Research
Market research shall focus on what is already on the market, what is trending on social media and what influencers are promoting and the views/likes they have received to analyse what new flavours can be incorporated into a smoothie to create a new Innocent Drink. It will focus on the vegan market and health-conscious consumers that also want to aim to get their 5-a-day by including more vegetables into their diets. Most smoothies we know are made up of fruits and water, so by introducing more vegetable flavours onto the market, it could help grow the Innocent smoothie range by having a savoury flavour added to their brand. 
KPIs
· Feasibility assessment within 3 months  
· Gain a stronger following on social media platforms within 6 months
· Identifying trending products
Objective 2- Suppliers/Farmers
Strengthen relations with farmers and suppliers and identify if they are already producing any trending products within their fields or nearby locations. This would mean less costs if products to develop the new flavour smoothies if produce can be produced near a source already identified. This supports Innocent Drinks sustainability ethos and is friendly for the planet if less food miles are required. 
KPI
· Identifying new product to use in smoothies
· Support ethical values that Innocent Drinks promote
Objective 3- Compliance & Product development 
All regulatory rules must be adhered to so that ethical sourcing standards are kept. Health claims need to be secured so that new products are advertised truthfully. Labelling must ensure that consumers are not misled and reduce compliance risk at this stage in vital. This shall allow then for the product to be developed and tasted, add and remove any ingredients or amend quantities to ensure it can meet consumer satisfaction in the taste test. The ingredients and nutrition information shall need to be correctly labelled and information of the health benefits clearly informed. 
KPIs
· Producing a product that is ethically sourced
· a product that consumers are wanting in their diets (social media trends)
· adherence to all rules and regulations 



Objective 4- Marketing 
Promoting new flavours into the market and identify the influencers that are promoting certain ingredients can support with promotion of new flavoured smoothies.  Innocent Drinks can support promotion via their website, but we can also advertise on radio and TV to help promote the upcoming trends. Creating a TikTok account and Instagram account can also boost sales as well as gaining access to large gyms to promote new products that promote health-conscious smoothies. By entering businesses that engage with health and fitness, this can help promote the new smoothies and increase sales and revenue. 
KPIs
· Social media followers increase
· Figures of how many people have heard or seen radio/TV adverts

Objective 5- Distribution Release and Review
New releases into the stores and gyms by distributing products to businesses that have placed orders to stack our products on their shelves. By keeping current distributers involved when marketing our new products, it shall allow further incentives by promoting their stores/locations so consumers are aware of where they can purchase the new products. 

KPIs
· Local businesses/gyms engaging in distributing and placing orders to sell the new products
· How many products sold shall indicate if the product is successful
Monitoring 
Performance shall be reviewed in all stages, not only sales. The product itself shall have various stages such as the produce and how it is grown and these will need to be reviewed to ensure it meets the ethical guidelines and sustainability that Innocent Drink so closely monitor. Marketing shall also be reviewed to help maintain and increase sales by ensuring that products are advertised well and through platforms that are large scale. 







Conclusion 

This report has identified how Innocent Drinks has developed and created a range of health and wellness beverages into the market. It has created a brand that people trust, and this has supported their growth which has enabled them to create a variety of products for health enthusiasts, smoothie lovers and kids range as well as coconut water. Innocent Drinks has a strong ethical and sustainability background and their strategy into the diversify into various age categories shows that they can categorise their products based on age categorisation. This report describes how incorporating vegetables into smoothies can engage Vegans, plant-based consumers, and all those who wish to incorporate more vegetables into their health and lifestyle. Whilst Innocent Drinks only use natural ingredients, much of the products still contain fruit-based products to allow for the sweetness of their products. A vegetable based smoothie is being investigated for review and new launch so that Innocent Drinks can help to diversify into a market that wishes to consume savoury products as well as sweet.  
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