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[bookmark: _Toc236182981][bookmark: _Toc236257108]Introduction
Steelmakers are under pressure to make a credible environmental change, as they make up about 25% of the greenhouse-gas emissions reported by the world's largest companies (Kotler et al., 2024). In response, Tata Steel, one of the most geographically spread steel groups in the world, has pledged to become ‘Net Zero’ in India, UK, Netherlands and Thailand by 2045, the earliest date by any global steel major (Tata, 2022). This report will be a critical evaluation of the marketing environment in which that transition is taking place. Task 1 explores two environmental actors to be external, in this case the natural environment; Task 2 uses the Ansoff Matrix to suggest a growth option and assess the competitive position; Task 3 is a critical reflection on the use of Artificial Intelligence (AI) in the preparation of the report. The analysis throughout is based on the premise that decarbonisation is not a regulatory challenge, but a marketing challenge, which has to be met.
[bookmark: _Toc236257109]Task 1: Marketing Environment Analysis

The marketing environment, according to Kotler et al. (2024) is the microenvironmental forces and actors which impact the organisation's capacity to construct and sustain relationship with customers, which are divided into 6 forces: Demographic Forces, Economic Forces, Natural Forces, Technological Forces, Political-Legal Forces and Cultural Forces. In the case of an industry as carbon-intensive as Tata Steel, there are two key players in reducing carbon-intensive products. Considering the natural environment as the main actor since it sets the problem (emissions, dependence on resources) and the response of the product (green steel). The political and legal context is discussed as the second actor as it translates environmental expectations into enforceable, monetary consequences. The two are connected: regulation is the way in which the pressure of natural environment reaches the balance sheet (Dangelico and Vocalelli, 2017).
[bookmark: _Toc236257110]Natural environment (Primary actor)
Kotler et al. (2024) define the natural environment as the natural resources which are used by marketers as inputs or which are influenced by their marketing activities; and resource scarcity, pollution and governmental interventions as trends in the natural environment. There is a one-to-one correspondence between each trend and the steelmaking process. The natural environment is an essential feed of Tata Steel's main product, and at the same time limits the steel maker's ability to operate: conventional blast furnace – basic oxygen process uses coking coal, and is one of the most carbon intensive industrial processes (accounting for about 7% of global CO₂ emissions from use of energy, IEA 2020). Climate change adds both physical risks (to raw material supplies) and transition risks (changing carbon from externality to strategic resource question); and both sets of risks impact coastal plants.
This is an example of how a natural-environment force affects the product, in the case of Tata Steel. The company is spending £1.25bn – of which £500bn comes from the UK Government – to replace Port Talbot's blast furnaces with an electric arc furnace (EAF) which will melt UK-sourced scrap, reducing the site's direct carbon emissions by around 90% (roughly five million tonnes of CO₂ per year) when it is commissioned in 2027 (New Civil Engineer, 2025). The IJmuiden is working on a direct-reduced-iron process based on hydrogen, aiming for a 35-40% reduction in the Netherlands by 2030, and in India, the company is targeting a 10-15% reduction in the emissions intensity of the process by 2030 (Tata Steel, 2024). The product itself is not a new product, but rather a change in the natural-resource base for production: a replacement of coal with scrap and renewable electricity (Figure 1).
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Figure 1: Tata Steel’s regional decarbonisation targets (New Civil Engineer, 2025).
That change is not a marketing message, but depends on production route. Figure 2 shows that switching from a coal-based blast-furnace route to a natural-gas direct reduction route and, ultimately, to a steelmaking route using scrap and/or hydrogen, can reduce CO₂ intensity by approximately 80-90% (Griffin and Hammond, 2021; Sun et al., 2022). The key to Tata Steel's lower-carbon offering is the change in the physical production process, rather than the branding that is applied to it.
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Figure 2: Indicative CO₂ intensity of the main steelmaking routes (IEA, 2020 and Griffin and Hammond, 2021).
A closer analysis shows that the natural environment is not simply pushing Tata Steel away from coal but replacing one set of resource dependencies with another. Scrap-based EAF production relies on high quality recycled scrap and hydrogen-based steelmaking on low-carbon electricity and green hydrogen, which are both currently expensive and scarce. This makes security of resources a key component of Tata Steel's marketing offering, as highlighted by the focus on circularity and UK sourced scrap (Kotler et al., 2024). Tata Steel has also extended its sustainability proposition to include net zero water use and net no loss of biodiversity by 2030, which is largely in addition to carbon. And, as the company's sustainability goals grow, it is also building up the demand for reliable evidence to back them up (Tata, 2022). It has reinforced its green positioning with the help of carbon reductions, which are certified by independent bodies (Tata Steel, 2024), while adhering to green marketing principles (Dangelico and Vocalelli, 2017) through the creation of carbon lite products (Zeremis™ and Optemis™). But further growth based on coal raises concerns about the credibility gap and greenwashing (Climate Action Tracker, 2024; Delmas and Burbano, 2011; Peattie and Crane, 2005). Thus, the low-carbon claims of Tata Steel need to be backed up by clear, on-site verification to ensure the credibility of the claims with stakeholders.
[bookmark: _Toc236257111]Natural environment – opportunities and threats: 
This actor presents both, and they are distributed unevenly across the group. The opportunities are: (O1) rising demand for verified low-carbon steel - making environmental aspects a differentiated product in Zeremis™ and Optemis™ (Tata Steel, 2024; Reddy et al., 2023); and (O2) circular, scraps-based position at Port Talbot - reducing exposure to coking-coal markets and making resource security a part of the offer (New Civil Engineer, 2025). The threats are (T1) the lack of access to the new inputs (high-grade scrap, low-carbon electricity and green hydrogen) that replace one dependency with another, placing margin at risk; and (T2) the potential for greenwashing accusations due to India's continued coal-based expansion (Climate Action Tracker, 2024; Delmas and Burbano, 2011). The threat lies in the threat in the Indian portfolio, the input supply chain, whilst the opportunity lies in the UK and Netherlands operations.
[bookmark: _Toc236257112]The political and legal environment (second actor)
The political and legal environment is defined by Kotler et al. (2024) as the laws, government agencies and pressure groups that can affect organisations. The EU Carbon Border Adjustment Mechanism (CBAM), which will be in its definitive phase from 2026, will embed carbon emissions in steel prices, thus making it less competitive and favouring verified low carbon products (International Carbon Action Partnership, 2023). This is backed by the planned CBAM in the UK and the current ETS (House of Commons Library, 2026). However, governments are helping the transition by making various policies and investments, including the UK Steel Strategy and £500 million for the electric arc furnace (EAF) at Port Talbot (New Civil Engineer, 2025). In addition to regulation, investors, customers and certification schemes like ResponsibleSteel™ are increasingly calling for credible climate action. Tata Steel (2024) acknowledges Government policy and societal expectations as important factors for decarbonisation. Thus, achieving competitive advantage is not just about regulatory compliance, but also on claims that are verifiable and trusted by stakeholders as evidence of a company's environmental efforts.
[bookmark: _Toc236257113]Political and legal environment – opportunities and threats:
This actor will also be both, as it is the one that will fund the transition part of the portfolio and will punish the non-transition part. The opportunities are (O3) public co-funding that reduces the capital cost of switching route, such as the UK contribution to the Port Talbot EAF (£500m), and (O4) CBAM being a cost barrier to the entry of imports (in 2026) – it prices the embedded carbon of imports, and hides the verified low-carbon producers inside the EU (European Parliament and Council (2023); Porter and van der Linde (1995); European Parliament (2025). The threats are (T3) ETS liabilities and CBAM charges on Tata Steel's own remaining high carbon output, which will be incurred by the lines that are still doing the majority of the business; and (T4) policy uncertainty regarding the timing of CBAM, how the free allocation levels are determined, and continued state support for the industry, leaving a multi-billion-pound investment case exposed to policy decisions that Tata Steel cannot influence. Therefore, it is also a net opportunity for the UK and EU low-carbon assets and a net threat for the existing high-carbon capacity. All eight factors are coded in Table 2 for use in Task 2.
Table 1: External environmental actors influencing Tata Steel’s low-carbon transition
	Environmental actor
	Key forces acting on Tata Steel
	Marketing implication for the low-carbon transition

	Natural environment
	Carbon-intensive inputs (coking coal); climate-related physical and transition risk; scarcity of low-carbon energy and high-grade scrap.
	Re-engineering of the product itself (EAF and hydrogen-DRI routes) and creation of branded low-carbon products such as Zeremis™ to signal environmental value.

	Political & legal environment
	EU CBAM (definitive phase, 2026); UK and EU Emissions Trading Schemes; UK Government co-funding and Steel Strategy.
	Converts environmental pressure into a direct financial and market-access cost, making low-carbon steel a condition of competing in regulated markets.



Table 2: Summary of the opportunities and threats arising from the two environmental actors, coded for use in Task 2.
	Code
	Factor in the marketing environment
	Actor and classification
	Strategic response developed in Task 2

	O1
	Customer demand for verified low-carbon steel from automotive and construction buyers under Scope 3 pressure
	Natural – Opportunity
	Product development (core)

	O2
	Scrap-based circularity and resource security at the Port Talbot EAF
	Natural – Opportunity
	Product development, supported by market penetration

	T1
	Scarcity and cost of high-grade scrap, low-carbon power and green hydrogen
	Natural – Threat
	Market penetration sustains volume while low-carbon capacity is phased in

	T2
	Greenwashing and credibility risk from continued coal-based growth in India
	Natural – Threat
	Product development backed by independent third-party verification

	O3
	Public co-funding of the transition (£500m UK contribution; UK Steel Strategy)
	Political and legal – Opportunity
	Product development (lowers capital cost of the new routes)

	O4
	CBAM shielding verified low-carbon producers inside the EU market
	Political and legal – Opportunity
	Market development into EU green public procurement, EV and renewables chains

	T3
	ETS and CBAM cost on remaining high-carbon output
	Political and legal – Threat
	Product development shifts the mix away from exposed lines

	T4
	Policy and political uncertainty on CBAM timing, free allocation and state support
	Political and legal – Threat
	Market development spreads exposure across geographies; diversification rejected




[bookmark: _Toc236257114][bookmark: _Toc236182986]Task 2: Strategic Growth 
[bookmark: _Toc236182987][bookmark: _Toc236257115]The Ansoff Matrix as a growth framework
The Ansoff Matrix was introduced in 1957 by Ansoff (1957) in his “Strategies for Diversification” and can be used to structure a growth strategy based on the environmental analysis. The matrix details the various growth options in two dimensions namely products (existing or new) and markets (existing or new), giving rise to four growth strategies – all of which become increasingly risky – namely market penetration, product development, market development and diversification. It is important in this context because it encourages a direct decision on which sectors to invest in for growth as part of the low carbon transition, instead of decarbonisation being an undirected cost. The matrix for Tata steel is filled with the help of Figure 3.
[image: The Ansoff Matrix: A Powerful Tool for Business Strategy and Growth | TSI]
Figure 3: The Ansoff Matrix applied to Tata Steel’s low-carbon transition (Ansoff, 1957).
[bookmark: _Toc236182988][bookmark: _Toc236257116]Evaluating the four options
Every option is evaluated below for the opportunities (O1–O4) and threats (T1–T4) listed in Table 2, thus satisfying the marketing environment, not just coexisting with it.

Market penetration (existing products existing markets) is the least risky and is relevant: Tata Steel can close the sales through ResponsibleSteel™ certification and scrap based EAF production. But it offers little help to monetise the transition, and puts the firm at risk on its higher-carbon lines from CBAM. The quadrant of diversification (new products, new markets) is also the highest risk quadrant as ventures outside of the steel business would push operational capacities and capital investment in what is already a significant transformation.
Product development (new products, existing markets) is the recommended core strategy. The existing automotive and construction customers of Tata Steel are exactly the customers that are setting scope 3 emission targets today; scope 3 emission reduction can be achieved by Tata Steel customers without impacting their supply chain. The 2022 memorandum of understanding (MoU) that pledged to have Ford as the first committed offtaker of Zeremis green steel is a good example of the model in action (Business Standard, 2022). There is support for the direction of travel with demand for automotive projected to surpass construction as the biggest driver of European green-steel demand in 2035 (Figure 4) and a significant number of steel-using companies indicating their willingness to pay a premium for verified low-carbon materials (Fastmarkets, 2026a). Marketing scholarship further supports the argument that a greater focus needs to be placed on these credentials because sustainable products are more likely to be purchased when environmental benefits are made salient and socially visible to the buyer (White, Habib and Hardisty, 2019). For an industrial product, this means that carbon data needs to be verified and certified, not just green messaging. 
Market development (existing low-carbon products, new markets) is the recommended secondary strategy – expanding green steel to new geographies and markets, including EU green public procurement schemes and EV and renewable-energy supply chains (Fastmarkets, 2026b).
[image: ]

Figure 4: Projected shift in European green-steel demand by sector, 2025–2035 (Fastmarkets, 2026a).

[bookmark: _Toc236257117]Matching the strategies to the opportunities and threats:
Product development is the center strategy as it converts O1 and O3 into revenue and directly removes T3 from the ETS and CBAM exposure – every tonne moved from the blast-furnace route to EAF or DRI output gains is a tonne saved from ETS and CBAM exposure. A verified carbon data is a response to T2, because verification is the only legitimate answer to a greenwashing accusation. Market development is a secondary priority because it makes better use of O4, with the protection of the EU market enabling to reach the green public procurement and EV and renewables supply chains, and by spreading demand on geographies, hedging T4. Market penetration is supporting: it retains volume and pushes O2 to existing buyers and T1 places a limit on the rate of growth of low-carbon capacity. The idea of diversification is rejected because it solves no problems O1–O4 and introduces capital risk while O1 and O4 remain.
Table 3 consolidates the evaluation, identifying a dual product-development-led, market-development-supported strategy.
Table 3: Evaluation of Ansoff growth strategies for Tata Steel.
	Ansoff strategy
	Relative risk
	Application to Tata Steel
	Priority

	Market penetration
	Low
	Grow share of conventional steel in existing markets; useful but does not exploit the low-carbon shift.
	Supporting

	Product development
	Moderate
	Sell verified low-carbon steel (Zeremis™ / Optemis™) to existing automotive and construction customers seeking Scope 3 reductions.
	Core (recommended)

	Market development
	Moderate–high
	Direct low-carbon steel to new segments and geographies (EU green public procurement, EV and renewables supply chains).
	Secondary

	Diversification
	High
	New products for new markets (e.g. green-hydrogen or logistics services); high uncertainty and capital intensity.
	Not prioritized



[bookmark: _Toc236182989][bookmark: _Toc236257118]Achieving competitive advantage
A defensible competitive position is necessary to support a successful growth strategy. There are two generic strategies which Porter (1985) identifies: cost leadership and differentiation. In the short term, Tata Steel can differentiate with the certifications of low carbon steel, which offer a "greenium" in the automotive industry of about €200–350 tonne, as there is a limited supply (Steelonthenet, 2026). This benefit is reinforced by the worldsteel Sustainability Champion recognition, DNV assured Zeremis™ claims and long-term offtake agreements. These environmental capabilities confer a competitive advantage that is hard for competitors to copy, in accord with Hart's (1995) natural-resource-based view. Market development is riskier than market penetration because it involves the development of new markets that require other skills and potentially involve costs from a CBAM perspective. This risk, however, can be minimised by venturing into related markets with the existing low carbon products, and reacting to the demand for green public procurement (Ansoff, 1957). This differentiation advantage is temporary since green-steel premiums will be expected to drop as supply grows (Figure 5). The Tata Steel organization should, therefore, focus on becoming a cost leader through the use of renewable energy, economies of scale and efficient EAF operation. Keeping the credibility is key to success, in India, the continued growth based on coal would jeopardize environmental claims (Carbon Tracker, 2025). The potential for innovation, and hence long-term competitiveness, is also stimulated by well-designed regulation like CBAM (Porter and van der Linde, 1995).[image: ]

Figure 5: Indicative green-steel price-premium trajectory, 2025–2035, showing the time-limited differentiation window (Steelonthenet, 2026).
[bookmark: _Toc236182990][bookmark: _Toc236257119]Task 3: Critical Reflection on AI Usage
[bookmark: _Toc236182991][bookmark: _Toc236257120]Tool disclosure
This report has been prepared with the assistance of a generative AI large language model, in accordance with the module's acknowledgment of the use of AI. It was used only as a support tool; to help organise the argument against the assessment criteria, to suggest an initial argument outline, and to summarise publicly available information about Tata Steel's decarbonisation, and to propose the data for Figures 1–3. It was also utilized as a grammar and academic tone proofreading support. It was never intended to be used for the development of analytical frameworks, for making critical judgements, or for the creation of the final argument.
[bookmark: _Toc236257121]Critical evaluation of AI output
AI generated content was used as a draft but not as evidence. All facts and statistics, including the £1.25 billion investment in Port Talbot, the 90% emissions reduction, the CBAM timeline and premium ranges, were cross-referenced against primary and credible secondary sources including Tata Steel's integrated report, House of Commons Library and industry analysts and only included if verified. This demonstrated the typical pitfalls of generative AI. Most important, I had to discard most of the early drafts, which contained plausible but fabricated references (“hallucinations”) such as non-existent journal articles and false publication year; only sources I could find and verify were cited. Also, AI tended to overstate the transition as uniformly successful, lacking the critique on coal capacity in India; this was addressed by incorporating the critique on coal capacity in India into Tasks 1 and 2, and by building the counter-argument into the AI's output.
[bookmark: _Toc236257122]Contribution analysis
It's easy to tell the difference between the AI creates and the original works. Organisation, summarisation and language helped by AI. The core ideas in the report are my own; the focus on the natural environment as the primary driver of the report; the use of regulation as the mechanism for driving change; the view that premiums will become more normal and therefore differentiation will need to shift towards cost leadership; and the critical link between greenwashing risk and the Tata Steel's Indian expansion. The synthesis, evaluation and conclusions are my interpretation of the evidence.
[bookmark: _Toc236257123]Ethical and professional reflection
Like the report's content, ethical issues arise with the use of AI for marketing analysis. The key is transparency – as with the disclosure of AI-assisted work, Tata Steel should not overestimate its environmental credentials. Academic integrity would have been compromised by accepting the output of AI without critical evaluation: Over-reliance is a professional risk – accepting it without questioning would have brought in the false references and the above-mentioned one-sided optimism. Another aspect is data bias and provenance, as a model can reflect its learnings and may also generate outdated or incomplete data. The sensible position, and the one taken here, is to apply AI to make things more efficient without losing the human role or the need to verify and account for the final analysis – the same “verify, then trust” that CBAM is now demanding for green-steel claims.
[bookmark: _Toc236257124]Conclusion
[bookmark: _Toc236182996]At the heart of Tata Steel's journey towards lower carbon lies the natural environment, as it conveys the pressures of resources and climate to the realities of finance through the political and legal environment – primarily CBAM. The Ansoff Matrix, a product development-driven strategy – validated-selling of low carbon steel, like Zeremis™, to current automotive and construction customers, with market development into new LCS applications – is the strongest best-proven path to growth. Being competitive, Tata Steel must leverage on its near term green premium and also be ready to compete on cost as low carbon steel becomes the norm. Be credible: The group must say what it will do - and do it. Actors are both a threat and an opportunity, as opportunities are realised through product development with market development and threats are managed but not eliminated, hence the need for verification and cost discipline to be maintained beyond 2030.
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