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[bookmark: _s2gkqqa14xf]Task 1: Marketing Environment Analysis 
Introduction to Tata Steel India
Tata Steel Limited is one of India's key steel producers, functioning in manufacturing which has faced growing pressure for harmonising industrial development with environmental sustainability. According to the reports, in 2024-25, Tata Steel India achieved its highest-ever crude steel production of 21.7 million tonnes and delivered approximately 20.9 million tonnes, reflecting strong production and market demand (Tata Steel, 2025). However, steelmaking has remained energy-intensive and carbon-intensive, which has made decarbonisation a significant strategic and marketing challenge for the organisation. In this context, India's Ministry of Steel has recognised the sector as responsible for the country’s total carbon emissions (IEEFA, 2026). 
Moreover, Tata Steel has developed a group-wide ambition for achieving net-zero emissions by 2045 and is currently exploring lower-emission technologies and improved product sustainability (Tata Steel, 2025a). Therefore, this report will critically evaluate three external actors which are influencing Tata Steel India's transition towards lower-carbon products, including the natural environment, the political and regulatory environment and consumers and wider stakeholders. It will then recommend a growth strategy by utilising the Ansoff Matrix and reflect on the managerial implications and limitations of the analysis. 
The actors of the PESTLE analysis are significantly useful for assessing the external actors which are affecting Tata Steel India. Among the actors, environmental, political and social actors have been chosen, as the steel industry's carbon-intensive production has created pressure for reducing emissions and establishing lower-carbon products.
Natural environmental actor
The natural environment is a major external actor which is extensively influencing Tata Steel India's transition towards lower-carbon steel products, as conventional steelmaking heavily depends on energy and carbon-intensive production processes. India's Ministry of Steel has recognised the sector as responsible for around 10-12% of the country's total carbon emissions, with an emission intensity of 2.55 tonnes of CO2/tonne of crude steel, highlighting the environmental significance of decarbonising production (IEEFA, 2026). This has created pressure on Tata Steel for reducing emissions while continuing to meet the growing requirement for steel from construction, infrastructure and manufacturing. 
Due to this, Tata Steel has made a commitment for achieving net-zero emissions across the group by 2025 and has recognised lower-emission technologies as part of its climate response (Tata Steel, 2025a). In this regard, the corporation’s initiatives have included testing biochar injection as a replacement for around 30,000 tonnes of fossil fuels and exploring technologies which could reduce emissions from blast furnace operations. These developments may improve environmental performance and strengthen the corporation’s positioning among the consumers, who are seeking more sustainable materials (Tata Steel, 2024). 
Additionally, India’s increasing concentration on reducing industrial emissions can create both an opportunity and a threat for Tata Steel, as its ongoing efforts for reducing emissions can strengthen environmental performance and support the development of low-carbon steel products. However, the transition has involved significant challenges, as alternative technologies, renewable energy and cleaner raw materials require investment, while their availability and cost may impact the commercial viability of lower-carbon steel (Li et al., 2025). 
In this context, the Indian government’s Green Steel Taxonomy has provided a framework for classifying steel according to the emissions intensity, with green-rated steel required for remaining below 2.2 tonnes of CO2-equivalent per tonne of finished steel (IEEFA, 2026). This has created an opportunity for Tata Steel to differentiate its products through measurable environmental performance. Environmental improvements alone cannot provide a guarantee regarding commercial success, and the organisation must maintain its product quality, reliable supply and competitive prices. Thus, the natural environment is both a source of strategic pressure and an opportunity for the corporation for establishing credible lower-carbon products. 
Political and Legal Actor
India's government has introduced multiple initiatives for accelerating the steel industry's transition towards lower-carbon production. In April 2025, the Ministry of Steel announced the Green Steel Taxonomy, a roadmap for greening the steel sector and pilot projects supporting hydrogen utilisation in steelmaking under the National Green Hydrogen Mission (Steel Ministry, 2025). These initiatives have encouraged producers, including Tata Steel India, for exploring cleaner technologies and improving the environmental performance of their products. 
Another important government initiative is India's Perform, Achieve and Trade (PAT), which has been introduced under the National Mission for Enhanced Energy Efficiency. Administered by the Bureau of Energy Efficiency, the scheme has set energy-consumption reduction targets for energy-intensive industries, including iron and steel, and allowed eligible industries for trading Energy Saving Certificates earned through excess energy savings (BEE, 2026).
 For Tata Steel India, this policy has encouraged improvements in production efficiency and provided a financial incentive to reduce energy consumption. However, meeting energy-efficiency targets can require investment in equipment upgrades, optimisation of procedures and regular energy audits (Habib et al., 2026). Thus, it can be interpreted that these schemes of the Indian government have created an opportunity for Tata Steel for reducing operating costs and environmental impact, although the effectiveness significantly relies on the efficiency improvements achieved at individual production facilities. 
Social actor 
Consumer expectations and stakeholder pressure have created both opportunities and threats for Tata Steel India's transition towards lower-carbon products. Industrial buyers, such as construction organisations, automotive manufacturers and infrastructure developers, have increasingly been required to consider the environmental impact of materials utilised in their supply chains (Shastri, 2026). According to the reports, around 50% of steel buyers are unwilling to pay a premium for lower-carbon steel, highlighting the challenge of converting sustainability demand into commercial sales (Steel Ministry, 2025). This may create demand for lower-carbon steel, enabling Tata Steel for strengthening business relationships and differentiate its products through credible environmental performance. 
However, a major threat is that consumers can be unwilling to pay a premium for lower-carbon steel if conventional steel offers similar quality and reliability at a lower price. This could make it problematic for Tata Steel for improving the substantial conjecture required for cleaner manufacture technologies. Besides that, competitors in this industry, including JSW Steel Ltd. and Jindal Steel & Power Ltd., are also founding lower-carbon products, which can efficiently attract ecologically conscious buyers, generating a danger that Tata Steel can misplace its marketplace share if its transitions are too slow (Global Data, 2026). Additionally, uncorroborated ecological claims can also reduce trust of the consumers and the organisation's business standing. 
Other stakeholders, counting investors, employees and resident communities, can affect the organisation's choices. Investors may imagine credible development on releases reduction, while communities may be worried about contamination and resource ingesting. These expectations can conflict with financial weights, employment considerations and the requirement for maintaining production efficiency (Li et al., 2025). Thus, Tata Steel must equilibrium ecological responsibility with affordability, product quality and profitability. Its long-term competitive position will depend on demonstrating measurable environmental improvements while continuing for meeting consumer’s profitable necessities. 
Critical evaluation
The analysis has indicated that Tata Steel India's changeover near lower-carbon sword is insufficient due to the mutual impacts of conservational compressions, government strategies and consumer expectations. The natural setting has shaped a strong obligation for reducing emissions, while administration initiatives have provided incentives and agendas which can support the transition of the company. However, speculation requirements and technological boundaries can increase production costs and create uncertainty regarding the pace of change. 
Additionally, among the three actors, customer acknowledgement is precisely important in defining commercial success. Ecological regulations can inspire investment in cleaner production. Tata Steel must safeguard that the customer identifies the worth of lower-carbon and that demand can justify related prices. Therefore, the corporation may face a strategic trade-off between ecological improvement, diffident pricing and effectiveness. Overall, a successful transition requires Tata Steel to combine trustworthy emissions discounts with working efficiency and a clear sympathetic of business consumers' buying urgencies. 
[bookmark: _x9jendn669r1]Task 2: Strategic Growth and Competitive Positioning 
The analysis undertaken in task 1 has highlighted the strategic challenge which Tata Steel has faced in balancing environmental sustainability with commercial viability. Thus, in this section, the Ansoff Matrix and porters generic strategy will be applied to evaluate growth strategies and recognise a reliable approach for supporting the organisation's transition towards lower-carbon steel products. 
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Figure 1: Ansoff Matrix
(Source: Volkov, 2014)
Market Penetration
By applyiny market penetration strategy, Tata Steel India can increase sales of its existing products within the current markets through the straightening of consumer relationships, improving distribution efficiency and maintaining competitive prices. In this context, India's steel demand is mainly supported by infrastructure development and construction activity, as it creates opportunities for expanding sales to existing industrial consumers (Tata Steel, 2025). However, this strategy can provide a limited impact on the lower carbon transition if the growth continues to rely mainly on conventional steel production (Zhang et al., 2025). Thus, Tata Steel is required for improving operational efficiency and gradually reduce production emissions while retaining its existing consumer base. 
Product Development
Product development can allow Tata Steel India for introducing lower-carbon steel products to its existing consumer markets by responding to the growing environmental expectations. The organisation has established two pathways for the Indian market, including low-emission steel supported by an internal carbon bank mechanism and steel products containing increased recycled material, with both pathways independently verified (Tata Steel, 2026a). 
This approach can help the corporation in addressing consumers' sustainability requirements while strengthening its existing business relationships. However, India's low-emission steel market has remained at an early stage, as it is creating uncertainty about demand and consumers' willingness for paying higher prices (Arora, 2026). Thus, product development offers Tata Steel a promising route for sustainable growth, provided that environmental benefits are commercially viable. 
Market Development
Market development strategy can significantly enable Tata Steel India to expand its existing steel products into new geographical markets and consumer segments, including Japan and South Korea. In this regard, the corporation can explore opportunities within the international markets where infrastructure development and demand for sustainable construction materials create potential for effective growth (Mahmood et al., 2025). However, entering a new market can bring different environmental regulations, transportation costs and competitive pressures for Tata Steel India. Also, existing products of the organisation may not meet the sustainability expectations of every targeted market (AI-Swidi et al., 2023). Thus, though market expansion offers opportunities for increasing sales, its achievement significantly trusts on careful marketplace selection, regulatory compliance and the competence of conferencing consumer requirements without compromising the effectiveness of an administration. 
Diversification
Another growth chance for Tata Steel India is to enlarge beyond its prevailing products and markets by establishing new commercial areas, including Japan and South Korea linked to the lower-carbon transition. The organisation can discover related occasions in steel recycling and circular-material explanations for improving resource efficiency and reducing reliance on conventional production methods (Ibe et al., 2025). However, divergence can require substantial capital investment, specialised capabilities and additional market knowledge, which may increase financial and operational risks for the organisation. Besides that, inflowing unfamiliar marketplaces can divert capitals from refining existing steel processes (AI-Swidi et al., 2023). Thus, although diversification offers potential for long-term growth, it may be less reliable than the product growth strategy to address Tata Steel's immediate decarbonisation tests. 
Recommended Growth Strategy
By assessing the four Ansoff Matrix strategies, it can be suggested that the product development strategy is the most appropriate growth approach for Tata Steel India. While market diffusion can strengthen existing sales, it does not unavoidably accelerate the changeover towards lower-carbon production. On the other hand, market growth and diversification also involve additional market uncertainties and investment risks.
In contrast, product development will allow Tata Steel for introducing lower-carbon steel products to its existing consumers while developing established production capabilities and business relationships (Tata Steel, 2026a). 
This approach can help the corporation in responding to environmental pressures and evolving consumer expectations. However, commercial success mainly relies on controlling production costs, demonstrating measurable emissions reductions and ensuring sufficient consumer demand (Arora, 2026). Therefore, product development will offer the organisation a balanced approach for achieving sustainable growth and strengthening Tata Steel’s long-term market position. 
Building Competitive Advantage
[image: ]
Figure 2: Porter’s Generic Strategy Framework
(Source: Arif, 2019)
Porter's Generic Strategies Framework (fig 2) has suggested that differentiation can help Tata Steel India in achieving competitive advantage by offering consumers distinctive value beyond price ranges (Arif, 2019). Through product development, the organisation will be able to differentiate its steel products by demonstrating credible emissions reductions while maintaining quality of the products and reliable supply. Besides that, transparent environmental information and developed consumer relationships can strengthen its reputation among industrial buyers, who seek lower-carbon materials (Arora, 2026). 
However, differentiation will only create lasting value if consumers significantly identify these benefits and are willing to purchase the products at commercially viable prices. Thus, combining product development with differentiation strategy can help Tata Steel India in strengthening its market position while supporting its transition towards a lower-carbon business model.
[bookmark: _n1moueaqzx4q]Task 3: Managerial and Professional Reflection
Justification of Company Selection
Focusing on the transition towards lower-carbon products, Tata Steel is selected, as it is a major Indian steel producer and seeks to emphasise significant growth in decarbonisation. Research identified that Tata Steel has already set a strategic ambition to achieve net-zero within 2045 and improve product sustainability by deploying lower-emission technologies. Therefore, by selecting Tata Steel India, I have improved my understanding of the relationship between marketing strategies, environmental sustainability practices and the managerial decision-making process. The analysis also helps me to identify the company's response to external pressures and evaluate ways to understand consumer expectations that ensure long-term competitiveness. 
Reason for Choosing Environmental Actors
I have chosen some environmental factors that demonstrate that steel-making production has remained carbon-intensive. For instance, the Indian Green Steel Taxonomy creates an opportunity for Tata Steel to distinguish its product from competitors and evaluate measurable environmental performance. Secondly, I have considered the decarbonisation of production in the Indian steel industry, which is responsible for minimising emission intensity to around 2.55 tonnes (IEEFA, 2026).
It has already been found that large corporations are replacing their fossil fuel production by exploring carbon-intensive technologies and reducing emissions (Tata Steel, 2024). However, I recognised that regulatory support and political intervention do not guarantee to accomplish commercial success, but the organisation also needs to assess customers' willingness in purchasing lower carbon steel and empower environmental stewardship. 
Strategic Growth Recommendation
For strategic growth recommendations, I have used the Ansoff Matrix, which demonstrates that "Product Development" is the most suitable strategy for Tata Steel to introduce its lower-carbon steel production within the existing customer base. According to me, this strategic approach not only helps the company to respond to the sustainability requirements of the Indian marketplace but also maintain environmental stewardship. Nevertheless, the strategy consists of potential risks, such as market uncertainties or consumer demand to pay less for steel products. Therefore, the organisation's managerial body needs to prioritise cost-benefit analysis, which enables the corporation to manage commercial feasibility and reduce the risk of market uncertainties.  
Limitation of Reflective Analysis
From a professional perspective, this study carries remarkable significance for my critical thinking development and for making evidence-based decisions. However, the primary limitation of the study is that it relies on secondary information and does not include any primary research on consumers' responses to Tata Steel's industrial practices. The limited competitor benchmarking also creates a gap in assessing their performance in the production of carbon-intensive steels in the business landscape. 
Managerial Implications
For further progress and managerial implications, Tata Steel should maintain product transparency in its claims of environmental benefits as well as provide evidence of green claims. In addition, the managerial body needs to assess competitors' benchmarking and forecast consumer purchasing behaviour for green steel demand (Islam, 2025). 
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