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[bookmark: _Toc243534589]Task 1: Marketing Environment Analysis
[bookmark: _Toc243534590]1.1 Introduction and Company Context
The transformation to less carbon intensive steel production is changing the competitive landscape of the global steel industry. Tata Steel UK's plans to transform the Port Talbot site, with £500m UK government-funded, using electric arc furnace (EAF) technology replacing conventional blast-furnace production, at a cost of £1.25billion. Based on Kotler et al. (2020) marketing-environment framework, this analysis critically reviews three external actors, namely, the natural environment, political and regulatory forces, and industrial customers. Special emphasis is placed on the various environmental opportunities as well as key constraints and their significance for sustainability in terms of competitive advantage.
[bookmark: _Toc243534591]1.2 Natural Environment: Climate Change, Resource Scarcity and Decarbonization
[bookmark: _Toc243534592]1.2.1 Climate Change and Carbon Emissions
The most important external factor impacting Tata Steel UK's transition is the natural environment. Kotler et al. (2020) would call the environmental degradation, resource scarcity and sustainability pressures as significant influences impacting marketing decisions. For carbon intensive sectors they are ever more significant when considering product development, when defining procurement needs and their customer expectations. Global climate change emissions from the energy-system are largely due to iron and steel production which is estimated to be around 7% by the International Energy Agency (2020). The World Steel Association (2025) later reported the average carbon intensity for 2024 to be 1.92 tons of CO₂ per tons of crude steel. Programmable logic, however, shows significant differences among production technologies in terms of emission. In comparison, the conventional method of Blast Furnace Basic Oxygen Furnace steelmaking emitted 2.34 tons of CO₂ per tons of crude steel, while Scrap based EAF (1.47 tons of CO₂ per tons of crude steel) and DRI based EAF (0.69 tons of CO₂ per tons of crude steel) emitted significantly less. (World Steel Association, 2025)
[image: ]
The potential environmental benefit of EAF technology is shown in Figure 1. However, these figures are industry averages and not actual results of Tata Steel's Port Talbot business. Actual emissions performance may change as a result of differences in electricity generation, in raw material inputs and in production conditions. Hence, averages of reductions achieved in the industry should not be used as evidence of Tata Steel's reductions. Tata Steel (2026) estimates that its new EAF in Port Talbot with an expected capacity of around 3.2 million tons annually will result in a carbon footprint of about 90% less than that of the previous activity. While of strategic importance, this is a future projection. Green marketing will be dependent upon actual, verifiable performance and not what the company has stated it is doing for the environment.
[bookmark: _Toc243534593]1.2.2 Resource Scarcity and Circular Economy
Tata Steel has opportunities and constraints due to resource availability. While conventional steelmaking relies on high and intensive usage of iron ore and metallurgical coal, production in EAFs uses more recycled steel and electricity. The recycling of steel is an important decarbonization pathway because it also requires much less energy to produce from recycled scrap than from primary iron ore: International Energy Agency (2020). According to Tata Steel UK (n.d.), the goal is to make packaging steel with that has at least 50% recycled steel content by 2030. May improve its appeal to industrial clients who are looking for circular materials and are reducing their supply chain emissions. But resource circularity is not supposed to predict commercial success. The strict control of the relative content of metallic impurities and material composition of the packaging steel is required to obtain high-quality packaging steel. Limited availability of scraps or contamination/problems and extra processing expenses could impact profitability and production security. Moreover, the chart prepared by the International Energy Agency (2020) shows that with the existing trend of steel consumption, the supply of steel from steel cannot cover the total demand for steel in the coming years. It is therefore imperative that Tata Steel be able to guarantee regular supplies of materials of consistent quality, equal to that required by the customers.
[bookmark: _Toc243534594]1.2.3 EAF Technology and Environmental Trade-offs
Tata Steel's technological transition is an example of the effect of the external environment pressures on organization investments. According to World Steel Association (2025), the average energy consumption in 2024 was 23.88 GJ/t of crude steel for the BF–BOF process for crude steel production, while the average energy consumption for the EAF process in 2024 is 9.84 GJ/t of crude steel. These figures indicate potential areas of opportunity to work toward energy efficiency. However, increased electrification also comes with exposure to electricity-related cost and capacity as well as capacity exposure to electricity-related emissions. Access to proper energy infrastructure is an important enabler for industrial decarbonization (IEA 2020). Tata Steel UK (n.d.) notes that electricity price and good quality segregation of the scrap will have an impact on its future competitiveness of packaging-steel. So, environmental enhancement can lead to operation and economic vulnerability while decreasing reliance on coal production. Uncertainty is also added by the production time schedule. As for the EAF production, Tata Steel UK (n.d.) anticipates starting production in 2028 and then in 2030 packaging-customer trials and qualification are expected to be completed. This can result in a potential disconnect between the environment marketing targets and the number of qualified products that are available for commercial sale. From a societal marketing point of view, sustainability should balance out customer needs, business functions, and societal well-being (Kotler et al., 2020). As such Tata Steel needs to prove that the lower-carbon production pathways do offer real lifecycle benefits and do not compromise product quality and long-term economic viability.
[bookmark: _Toc243534595]1.3 Political and Regulatory Environment
Second external marketing actor is the political and regulatory environment. Carbon regulations and trade policies are direct influencing factors for the financial attractiveness of lower carbon steelmaking while government interventions are also direct influencing factors. In September 2024, Tata Steel struck a £500 million deal with the UK Government for grant funding for its £1.25 billion transformation project at Port Talbot (Tata Steel, 2024). Such support can alleviate the upfront investment pressure and signal public-policy with intent to support industrial decarbonization. However, this does not mean commercial competitiveness when the facility comes into operation. Another important development is related to carbon border regulation. The UK Carbon Border Adjustment Mechanism (CBAM) will begin imposing charges for carbon-related emissions on a range of imports such as iron and steel products from 1 January 2027 (HM Revenue & Customs, 2026). It is supposed to curtail 'carbon leakage', that is improve the lack of incentives to produce in the jurisdictions where the carbon price is different.
This might better the competitive environment of domestic producers investing in emissions reduction. But CBAM won't automatically give a subsidy to Tata Steel, remove all the disadvantages for industry and cover all steel products. This concern is backed up by the conditions in the world market. By 2028, there is a risk of potentially as much as 745 MT of surplus steelmaking capacity, according to OECD (2026), which could increase competition and put downward pressure on prices. But even if Tata Steel makes significant strides on the environmental front, it's not a sure bet that it will be able to out-compete international supply. Political support should thus be considered as an enabling factor and not as a constantly recurring competitive advantage. Tata Steel's marketing plan should eventually prove to be commercially viable product differentiation other than that provided by the regulations.
[bookmark: _Toc243534596]1.4 Industrial Customers and Changing Market Expectations
The third external factor to Tata Steel UK's microenvironment is the industrial customers. Unlike macroenvironmental forces, customers have a direct influence on product acceptance, their sales revenue and the sustainability of business relationships (Kotler et al., 2020). Tata Steel UK serves automotive, construction, engineering and packaging industries. In written submission to Parliament, it mentioned other customers such as BMW, Heinz, Jaguar Land Rover and JCB (Tata Steel UK, 2025). Frequent technical requirements, guaranteed supply and negotiating positions are needed in these areas. The packaging roadmap for Tata Steel is a relevant opportunity. The company targets to have at least 50% recycled content in packaging steel and about 50% reduction in emissions compared to the similar applications in the present state by 2030 (Tata Steel UK, n.d.). These can aid industrial customers to meet their sustainability goals.
However, willingness to pay or purchasing commitments can't be assumed - and environmental claims can't be accepted either. Hooley et al. (2020) stress that the positioning is successful as long as the attributes supplied are those truly desired by customers. Tata Steel needs therefore to establish the value-addition through verifiable carbon data, product qualification and verification of customer demand. There is much less commercial uncertainty for existing customers, but success of product development is dependent on cost, quality and delivery. Sustainability is not a sure winner or the source of profitable demands, but a possibility.
[bookmark: _Toc243534597]1.5 Critical Synthesis of External Opportunities and Threats
They must interact with each other to influence Tata Steel UK's strategic decision making. The push for decarbonization leads to environmental pressure, the influence of political measures means that economic feasibility is addressed, while industrial customers influence the commercial value gained from the decarbonization products.
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[bookmark: _Toc243534598]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc243534599]2.1 Evaluation of Strategic Growth Alternatives Using Ansoff's Matrix
As identified in Task 1, environmental pressures, regulatory developments and expectations of industrial customers are driving Tata Steel UK towards achieving commercially sustainable growth. Ansoff (1957) has suggested four product–market growth strategies; market penetration, market development, product development and diversification. Figure 2 indicates the relevance of their to Tata Steel's low-carbon transition.
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Market penetration provides less risk in entering and less product differentiation as seen in figure 2. Market development can increase a company's customers, though it might need more commercial resources, and diversification is an incredibly risky approach that can add a lot of uncertainty. Product development is the most suitable strategic fit if lower-carbon packaging steel can provide a new environmental or functional customer benefit, rather than just utilizing a new manufacturing process (Ansoff, 1957).
[bookmark: _Toc243534600]2.2 Recommended Product Development Strategy
Tata Steel UK should focus on increasing the amounts of recycled steel in lower carbon packaging that can be achieved by existing industrial customers, in contexts of essential verifiable environmental performance and consistent technical specifications. The company's Optemis portfolio already demonstrates two different solutions: Optemis Carbon Lite is a declaration-based emissions solution, and Optemis Evolve is a lower embodied carbon steel that has a higher recycled content (Tata Steel UK, n.d.). These existing products form a basis for further product development. But, carbon reduction products that are available must not be presented as new innovators. The prioritization of the new approach should focus on further product development and market uptake of improved packaging products based on EAF that have verified environmental benefits. Bocken et al., (2016) believes that value of circular economy is needed through coordinated product design and business-model innovation. So, Tata Steel must co-operate with present packaging clients concerning product specifications, recycling request and measurement of emissions. A commercial launch, either as a gradual or phasing model, will enable technical and financial feasibility to be identified, prior to the market being expanded.
[bookmark: _Toc243534601]2.3 Competitive Advantage Through Porter's Generic Strategies
Porter (1985) can recognize key paths to competitive advantages: cost leadership and differentiation. Cost leadership may be a challenge for Tata Steel UK as electricity can be an expensive item and scrap may have to be brought in at a premium price, while investment is needed. In this context, a more suitable approach is to focus on differentiation with regard to the supplier companies that are more demanding in terms of the environment, that is, in relation to those environmentally demanding packaging makers. In its value proposition it has to bring together reliable product quality, reduced life cycle emissions, higher recycled content and environmental transparency. Zeithaml (1988) shows that perceived value is the ratio of benefits/or sacrifices, that is, it includes price. Therefore, it is critical that industrial customers see a compelling return on investment. Especially Environmentally Credible. ISO 14067:2018 outlines requirements for the quantification of product carbon footprint and Responsible Steel (2024) sets relevant principles on how to produce steel in a responsible manner and in a way that has verified environmental performance. But differentiation does not necessarily mean sustainability. Technologies with low carbon risk to be imitable by the competitors and buyers may refuse to pay for the higher price. Thus, Tata Steel should rely on customer specific sustainability claims based on unsupported commercial benefits or independent evidence.
[bookmark: _Toc243534602]2.4 Strategic Implementation, Risks and Performance Measurement
In order to implement, coordination is needed within the product development, production, technical sales and environmental reporting. Tata Steel should come up with customer qualification programmes and work out the cost implications of other production scenarios, before any commercial expansion.
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As can be observed from Table 2, success should be judged not only on the emissions, but by technical approval, commercial acceptance, proven environmental benefits, and profitability as well. Therefore, a plan aimed at careful product testing, third-party carbon-footprint audits and (repeat) customer contracts should first precede the introduction of the product on a larger scale. Focused differentiation offers a growth path with a moat but the path will only be successful if customers are willing to buy it and it is operationally reliable and can be run profitably.
[bookmark: _Toc243534603]Task 3: Managerial and Professional Reflection
[bookmark: _Toc243534604]3.1 Reflection on Company and Environmental Actor Selection
I chose Tata Steel UK because it allowed me to research how environmental factors can affect strategic marketing decisions in a carbon intensive industry. Its transformation at Port Talbot offered a topical example, as environmental goals relate to government action, production costs and expectations of its industrial customers. The natural environment was selected as the priority as decarbonization is the key challenge, and political regulation and industrial customers understand what the commercial impact of the decarbonization might be. This is because this decision is based upon the understanding of the interconnected external influences that should be considered and not because of sustainability alone. Aguilar (1967) highlights the importance of systematic environmental scans to identify environmental opportunities and threats. Such a micro level focus on the three actors, however, inevitably ignored the other relevant influences that of competitors, energy suppliers and technological uncertainty. These limitations challenged the assumption I had earlier that it was sufficient that the selected actors exhibited their behaviors and claims to become a part of the explanation of Tata Steel's competitive position.
[bookmark: _Toc243534605]3.2 Reflection on Strategic Decisions and Alternative Approaches
My original inclination was to suggest going on the route of product development by selecting low-carbon packaging steel as it could leverage on the already established base of customers, manufacturing resources etc. However, the environmental comparison of the different growth strategies showed that commercial attractiveness cannot be derived from environment improvements alone. This resource-based view is because competitive advantage is based on valuable capabilities that cannot be easily replicated by competitors (Barney, 1991). This questioned my belief that introducing EAF technology would surely lead to differentiation, at least in those cases where other manufacturers invest in those technologies as well. I therefore believed that focused differentiation was more suitable than producing a commodity which presumably is not competitively priced in that market. Market penetration, however, may be more beneficial if the consumer felt that the products offered were not adding any more value than what they already saw as such. This reflection reiterated the notion of strategic frameworks as decision support and not solutions to problems.
[bookmark: _Toc243534606]3.3 Critical Limitations and Further Consultancy Research
My major constraint in conducting my analysis of the subject concerned was that it was based on secondary information through publications like corporate reports, various industry publications and government documents. While this was helpful contextual evidence, these were not effective at providing an indication of the customers' willingness to pay or pointing towards product-level profitability or the performance of future EAF production. Schön (1983) claims one must question assumptions that underlie the practice, to reflect. Applying this principle, I realized that level of emission reductions promised should not be treated as deliverables of the corporation and that corporate sustainability pledges do not always lead to commercial interest. Prior to engaging with Tata Steel's senior packaging decision makers with recommendations, I would interview packaging customers, research competitor's lower carbon packaging options and secure an independent lifecycle assessment. I would also ask them to do financial sensitivity analyses when it comes to electricity prices, the availability of the scrap and the qualification costs of the products and also the expected profit. These investigations may show that it is necessary to adjust the price or to alter the target segments or change the product-development project rate.
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Figure 1: Comparative CO, Emissions Intensity of Major Steelmaking Routes in 2024

Source: Author's visualisation based on World Steel Association, 2025, Sustainability Indicators Report 2025,
updated February 2026.
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Table 1: Critical Evaluation of Three External Marketing Environment Actors Influencing Tata Steel UK
Source: Author's analysis informed by Kotler et al., 2020, International Energy Agency, 2020; OECD, 2026, Tata Steel, 2026, HM Revenue & Customs,

2026, Tata Steel UK, n.d.
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Figure 2: Application of Ansoff's Growth Matrix to Tata Steel UK's Low-Carbon Growth Strategy
(Source: Author's adaptation of Ansoff, 1957, informed by Tata Steel UK, n.d.).
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Table 2: Proposed Strategic Implementation Priorities, Performance Indicators and Risks for Tata Steel UK
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Source: Author's recommendations informed by Porter, 1985; Bocken et al., 2016; ISO, 2018; ResponsibleSteel, 2024.





