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[bookmark: _Toc243482343]Introduction
Tata Steel is one of the largest steel manufacturing companies in the world, operating in several markets all over the globe and dealing with several industries such as construction, automotive and infrastructure (Hungama Digital Services, 2023). However, steel production is highly carbon-intensive because the traditional production process, which uses coal as the major production material, is energy-consuming and involves other carbon-releasing processes. The analysis will be based more on the actor of natural/environment, since climate change, resource strain, and decarbonisation demands directly shape the production and marketing decisions of the company. 
It will also consider the political and regulatory actor, particularly climate policy and carbon policies, and the technological actor, such as innovations that could be used to achieve cleaner steel production. These will form the basis of using the Ansoff Matrix, Porter’s Generic Strategy and suggest a suitable growth strategy.
[bookmark: _Toc243482344]Task 1: Marketing Environment Analysis
[bookmark: _Toc243482345]1.1 Tata steel background 
Tata Steel is a giant, global manufacturer of steel and a subsidiary of Tata Group and operates in India, the United Kingdom, the Netherlands and Thailand (TATA STEEL, 2021). Consolidated crude-steel production of 31.67 million tonnes in Fiscal Year 2025/26 is evidenced by an increase of 2 per cent. compared to FY2024/25. There was also a rise in consolidated steel deliveries that were at 31.97 million tonnes in FY2025-26. The construction, automotive, engineering and infrastructure industries are some of the industries which the company serves using steel. Tata Steel India registered its highest productivity in crude steel at about 21.7 million tonnes and supply at about 20.9 million tonnes in FY2024-25. 
Steel continues to be a cornerstone of economic growth since it supplies building materials, transport infrastructure, machinery and renewable-energy infrastructure. Tata Steel is thus making an investment in decarbonisation technologies. Since the Port Talbot redevelopment is a major investment, Tata Steel plans to invest £1.25 billion in the project, including a 3.2-million-tonne-per-year electric arc furnace, with up to £500 million in financial support from the UK Government (Hungama Digital Services, 2023). 
[bookmark: _Toc243482346]1.2 Critical Analysis of Three External Actors
Natural/Environmental Actor
The natural environment is the most powerful given that climate change, limitations on resources and reduction-emission imperatives raises eyebrows on the carbon-intensive model of production at Tata Steel. The customers also scrutinize emission by the supply-chain, thus, environmental performance is a potential product differentiator. The planned Tata steel electric arc furnace (EAF) project of capacity 3.2 million tonnes per year (Mt/ye) will reduce direct emissions by an estimated 50 million tonnes per decade and scrap, which will be sourced locally (Tata Steel, 2025). Since 2023, over 30,000 tonnes of fossil fuel have been substituted by biochar in the company, India; this could lessen the amount of CO₂ to over 50,000 tonnes emitted annually.
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Figure 1: Tata Steel Financial performance
(Source: Archana Chettiar, 2023)
These solutions have the potential to back the lower-carbon products and make Tata Steel more attractive to customers who can minimize the emissions of the supply chain. The benefits, though, differ depending on electricity sources, availability and quality of the scrap, as well as on the availability of sustainable biomass. The scrap competition may also raise the input prices as the number of producers that use EAF technology will be higher.
Tata steel should not make a general statement about sustainability but certain data about the products concerning emissions. Unverified assertions can also bring about the greenwashing critique, but traceability can enhance confidence and even justify price premiums (Tata Steel, 2025). Environmental pressure is thus a cost influence, and an opportunity of differentiation of products.
Political and Legal actor
The speed, expense and trade competitiveness of transitioning Tata Steel is affected by political and regulatory factors. The commitment of up to £500 million contribution to the £1.25 billion Port Talbot project by the Government of the UK has alleviated some of the heavy capital load and is an indication that decarbonisation is an industrial-policy priority (The Hindu, 2023). 
Nonetheless, governmental subsidies do not substitute the role of the company to cover the left-over expenses, staff migration and organizational upheaval. The shutdown of blast furnaces until the new EAF comes on board, has also caused interim difficulties, like ordering steel products that can keep the business running at the downstream and the business is exposed to logistics costs and supply risks (Tata Steel, 2025).
On the first day of 2026, Carbon Border Adjustment Mechanism of the European Union has finalised its regime and also includes imports of iron and steel which makes it increasingly important to determine the embedded emissions and address the requirements of reporting (Vriz et al., 2026). This means it is potentially advantageous to small-emission suppliers, but compliance and validation costs. Trade policies may also change to create competition in the importation with respect to competition and access to the markets as well. 
Tata steel needs to keep track of policy evolution, keep good emissions records and amalgamate regulatory planning and commercial decision making. Government help may make investment faster, but should take into account policy risk in relying on grants and changes.
Technological Actor
Technology would determine whether Tata Steel will be able to reuse environmental and regulatory pressure to produce lower-carbon products that would be commercially viable. The Port Talbot EAF is among the best steps towards blast-furnace production off, and the scrap-made steelmaking with direct reduction of emissions. Biochar experiments and renewable-energy acquisitions in India are further avenues to decrease the reliance on fossil fuels (Tata steel, 2025). These can assist product innovation, and can also help in responding to customer demand of more sustainable steel.
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Figure 2: Capacity change of Tata Steel
(Source: Archana Chettiar, 2023)
The effectiveness of EAF is, however, dependent on the availability of scrap materials in a safe manner, the affordability of electricity, the capacity of the electrical grids and the product quality. There is the possibility that capital expenditure can cause expenses to go up prior to efficiency returns or returns being realized by customer demand. Even lower-carbon production will not ensure a marketing advantage: the buyer can focus on the price and delivery and technical characteristics. The Tata steel should assess technologies on lifecycle emission, price per tonne, dependability and willingness of the customers to pay, and prototypes of automotive, construction and infrastructure clients (Tata Steel, 2025). External audit and open product-level information are able to bridge the gap between technical development and valid marketing statements.
[bookmark: _Toc243482347]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc243482348]2.1 Ansoff Matrix Analysis 
Ansoff Matrix is a model of strategic management which allows identifying business growth opportunities through existing products or new products and new markets. In the case of Tata Steel, it assists in considering possible growth options such as market penetration, market growth, product development and product diversification with specific focus on growth of its lower-carbon steel product base (Tata Steel, 2025).
Market Penetration 
Tata steel can also consider penetrating the market by increasing its sales of its existing products which are less carbonated in its steel products to its existing clients in its construction, automotive and infrastructure divisions (Mahapatra, Roy and Saha, 2024). The plan involves making sure that customer relations are reinforced by increasing the environmental benefits and even demonstrating product quality. 
Market Development 
The market development would entail the introduction of low-carbon Tata Steel products in new markets and to new customer segments. It may have an opportunity with the growing demand for sustainable materials in Europe as well as other markets that are environmentally conscious. 
Product Development 
Product development is the most suitable alternative of the Ansoff matrix, as Tata Steel can develop new low-carbon steel products that it can sell to its current industrial customers. Products might comprise certified green steel, recycled-content steel and steel produced with cleaner energy (Iams et al., 2025). 
Diversification 
This would diversify Tata Steel by venturing into new markets with new products, like circular-economy services, bulk-recycling services or dealing with infrastructure to support renewable-energy services. This would pose the biggest threat, but it would open up new areas of growth in the long term, as the company would need new capabilities, new technologies and knowledge in the market. 
[bookmark: _Toc243482349]2.2 Recommended Growth Strategy 
The primary growth strategy that Tata Steel needs to focus on is product development since it offers a viable balance between sustainability, market opportunity, as well as strategic risk. The company ought to broaden their range of certified lower-carbon steel to automotive and construction and infrastructure clients (Banerjee and Biswas, 2026). It must be able to set an open carbon-footprint indicator and communicate a proven environmental value to the clients. This can be improved through the use of more recycled steel, renewable electricity, and cleaner production technologies by using an environmental value proposition. Tata Steel should also develop long-term supply deals with clients who want to minimise the supply-chain emissions. 
[bookmark: _Toc243482350]2.3 Porter’s Generic Strategy 
According to Porters framework of the Generic Strategies, cost leadership, differentiation and focus are three strategies that organisations can integrate so as to gain competitive advantage. At Tata steel, the most optimal approach that may be adopted to strengthen its competitive position as it keeps on to move to the low-carbon steel manufacturing is the operational cost-based differentiation (Tata Steel, 2025).
Differentiation Strategy
Tata Steel can seek differentiation by coming up with steel products of low carbon content, which address rising concerns among car manufacturers, construction firms, and infrastructure firms that concern the environment. As industrial clients face an ever-expanding pressure to reduce the amount of Scope 3 emissions across an entire chain of suppliers, the carbon intensity of purchased steel can emerge as a key factor in the supply process. Tata Steel in proposing electric arc furnace (EAF) with a capacity of 3.2 million tonne/per-year at Port Talbot is therefore an opportunity that can greatly enable this positioning. 
The UK Government-funded (up to 500 million) transformation project, scheduled to cost the same amount as £1.25 billion, will replace the production processes (which traditionally relied on blast-furnace) with a lower-carbon production route (Tata Steel, 2023). The real benefit to the environment will however depend on such factors as electrical sources, scrap availability and efficiency of production.
Tata Steel ought to change these investments into a legitimate customer worth proposition based on confirmed product-level discharges facts, recycled-content details and open-ended environmental reporting. With all the importance of innovation and change of the production systems to enhance the industrial decarbonisation, the concept of green transformation in the iron and steel industry has been studied in India (Mallett and Pal, 2022). 
Cost Leadership and Operational Efficiency
Although the main approach is still differentiation, cost efficiency has to be the rule as the production of lower-carbon steels requires a substantial investment in capital. This increase in scrap utilisation, purchasing of renewable electricity, reducing the amount of energy being used and waste of materials can help Tata steel to operate more effectively. Renewable energy initiatives that are already implemented in India can be the foundation of improving the resource efficiency (Tata Steel, 2023).
However, these actions may not be considered as an opinion that Tata Steel has already turned to be the lowest-cost producer. Instead, the company should consider the lifecycle cost per tonne of steel, the amount of energy used, the intensity and capital returns of emissions to find out whether the environmental changes can bring monetary benefits equally.
Focus Strategy and Competitive Positioning
The first focused decarbonisation might be focused on automotive makers, construction firms and infrastructure creators that already have pledged particular exhibits to decarbonise. Building long-term supply contracts with these consumers would enable Tata Steel to know the technical needs of these consumers, to create consistent demand and enable investment planning (Tata Steel, 2023). The products could be traced and certified to build customer trust with reduced chances of misleading claims of being environmentally friendly.
Tata steel must focus attention on the aspect of differentiation by using relatively low-carbon steel that is backed by economies of scale and selectivity towards customers. This conglomeration can enhance its brand image and relationships with customers and overcome the financial risks of decarbonisation of the industry. The success has to be measured in terms of measurability (e.g., product level emission level, of green-steel sales, customer retention and profitability).
[bookmark: _Toc243482351]2.4 Implementation and KPIs 
To achieve success, Tata Steel needs to turn its product-development strategy into operational and business goals. The company should establish certain objectives such as reducing the number of carbon emissions per tonne of steel, increasing the proportion of products containing less carbon and expanding the sources of renewable energy utilised (Pati, 2024). 
Recycled-material utilisation, green-steel revenue, customer acquisition, customer retention and production costs should be considered as other indicators. Return on sustainability investment should also be calculated by Tata Steel since the company needs to find out whether or not environmental activities are yielding enough commercial returns. Regular monitoring of the development of the decrease in carbonisation rates would help the management to identify lapses and change the focus in investments. 
[bookmark: _Toc243482352]Task 3: Managerial and Professional Reflection
[bookmark: _Toc243482353]3.1 Rationale for Company Selection 
Tata Steel was chosen as it offers a good illustration of the way that a large industrial organisation should react to the environmental and market pressure to stay competitive. Tata Steel provides a strikingly useful opportunity in comparison with BHP and Codelco since steel is both necessary for construction, the growth of automobiles and infrastructure and incredibly carbon-intensive (Krüger, 2025). 
The company is open to other environmental policies, consumer demands and sales intensity due to its global operations. This movement of the company to produce lower-carbon steel may therefore offer an easy guideline upon which to measure the relationship between the environmental change, the marketing strategy change and business growth. The case itself can also be directly applied to the assessment as sustainability becomes a major factor in the industrial purchasing choice and corporate image.
[bookmark: _Toc243482354]3.2 Environmental Actors and Strategy Rationale
The primary concern of the steel industry was climate change and greenhouse-gas emissions; therefore, it was given the greatest attention in terms of the natural environment. Environmental pressures can be applied in terms of Tata Steel's production processes, resource utilisation, product development and communication processes with stakeholders (Miani, 2025). Such strains can have costs imposed through the decarbonisation investments but can lead to opportunities because of the growing attractiveness of sustainable products. The choice of political and regulatory factors was due to the growing efforts initiated by governments to reflect environmental expectations in laws, such as carbon prices, emissions requirements and trade agreements. The reason why technology was chosen is that cleaner production technologies can offer viable ways of reacting to environmental and regulatory demands.
Ansoff Matrix was assumed to be suitable as it offers a systematic view of assessing various development paths in terms of products and markets. The product development was considered the most suitable, among the four strategies, as Tata Steel can introduce lower carbon steel products and retain its industrial client base (Knuutinen, 2024). This helps minimise some of the risks involved in venturing into totally foreign markets. A differentiation approach was also proposed because other aspects that could influence the difference between Tata Steel and the competitors include environmental performance, certification, traceability, quality and technological innovation. 
[bookmark: _Toc243482355]3.3 Limitations and Information Required 
The analysis can be limited by several factors because the analysis is largely reliant on secondary sources and denies access to confidential financial, operational or customer information in Tata Steel. The analysis is therefore unable to completely test the willingness of customers to purchase lower-carbon steel and the exact monetary pay-off of the suggested investments. Future regulatory modifications, as well as the policy of competitors, are unknown. Further information about technology expenses, performance of the emission reductions, capacity of the supply chain, and capacity would also be required. The scenario and sensitivity analysis must be done as a way of evaluating varying regulatory, technological and market conditions.
[bookmark: _Toc243482356]Conclusion 
The shift of Tata Steel to less-carbon steel involves both great problems, as well as opportunities to go sustainable and gain a competitive edge. The analysis shows that the impact of the natural environment is the greatest one, and climate change and decarbonisation pressures demand modifications of traditional steel production. The political and regulatory situation also predisposes the reduction of emissions to be even more timely because the legislation, carbon pricing and market demands, and technological achievements provide the opportunity to adopt technologies for cleaner production. In accordance with Ansoff Matrix, the most suitable growth strategy is the product development since Tata Steel has the potential to offer differentiated lower-carbon steel to current and new customers. 
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Table 1: PESTLE Analysis
(Source: Self developed)
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