[image: Primary (PGCE - Graduates only) PGCE - University of Wales Trinity Saint  David (UWTSD) | StudentCrowd]

MARKETING ENVIRONMENT ANALYSIS
ArcelorMittal: The Transition to Lower-Carbon Steel
Assessment Component 1
	Programme
	Master of Business Administration

	Module
	Marketing Management (LCMB7024)

	Student name
	Taranpreet singh

	Student ID
	2606892

	Lecturer(s)
	Taonga Kaonga Sobere-Snithers (Birmingham)

	Submission date
	22 October 2026

	Word count
	2500


University of Wales Trinity Saint David


Table of Contents
Task 1: Marketing Environment Analysis	3
1.1 Company and analytical focus	3
1.2 Environmental factors: emissions and climate risk	3
1.3 Social factors: customer expectations and demand	5
1.4 Economic factors: scrap, electricity and hydrogen	5
1.5 Synthesis of the three PESTLE factors	6
Task 2: Growth Strategy and Competitive Advantage	6
2.1 Ansoff Matrix: recommended growth direction	6
2.2 Porter’s Generic Strategies: competitive advantage	8
2.3 Implementation and performance controls	8
2.4 Recommendation	9
Task 3: Managerial and Professional Reflection	9
3.1 Rationale for decisions	9
3.2 Limitations and further information required	9
3.3 Final reflection	10
Reference List	11


[bookmark: _Toc242808192]

Task 1: Marketing Environment Analysis
[bookmark: _Toc242808193]1.1 Company and analytical focus
ArcelorMittal is a multinational company working in 60 different countries with crude steel production in 14 nations. According to the statistics of 2024, the revenue of ArcelorMittal reached US$62.4 billion, the production of crude steel is 57.9 million tonnes and the production of iron ore is 42.4 million tonnes (ArcelorMittal, 2025a). In this analysis, the three elements from the PESTLE framework that are taken into consideration are environmental, social, and economic. Government policy is viewed as cross-consideration (Kotler et al., 2024).
1.2 Environmental factors: emissions and climate risk
Conventional steelmaking is not easy to decarbonize due to its reliance on coal and high-temperature process conditions. According to IEA (2020), the production of iron and steel has been responsible for approximately 2.6 gigatonnes of CO2 emissions annually, constituting nearly 7% of the total energy-system emissions in 2019. The emissions per tonne of crude steel were 1.92 tonnes of CO2 in 2023, according to the World Steel Association (2024). Thus, carbon performance could affect the access to markets, claims for products and costs of doing business as well as brand reputation. Additionally, climate change creates several physical risks like heat stress, water scarcity, and supply chain disruption (ArcelorMittal, 2023).
The data provided by ArcelorMittal requires careful analysis. Its Annual Report for 2024 indicates the adjusted absolute emissions Scope 1 and 2 of 136.3 million tonnes CO2e in 2018, 98.5 million tonnes in 2023 and 101.9 million tonnes in 2024. While the latter figure was 25% lower than the adjusted baseline for 2018, it increased slightly when compared to the previous year (ArcelorMittal, 2025a). The company's adjusted group intensity for 2024 was 1.75 tonnes CO2e per tonne of steel. In comparison, the World Steel Association's global 2023 indicator of carbon intensity was 1.92 tonnes CO2 per tonne of crude steel (ArcelorMittal, 2025a; World Steel Association, 2025). Those indicators refer to different boundaries, which makes comparison impossible. The year-on-year increase needs explaining rather than omission.
[image: ]
Figure 1: ArcelorMittal adjusted absolute Scope 1 and 2 emissions, 2018–2024 (Mt CO₂e).
Source: ArcelorMittal (2025a, p. 40). 
The response involves increased EAF production and XCarb. According to ArcelorMittal, EAF production accounted for about one quarter of total global production in 2024 compared to 19% in 2018, along with US$1 billion investment in decarbonisation projects (ArcelorMittal, 2025b). XCarb recycled and renewably produced steel utilizes scrap in the EAF and renewable electricity. In some of its building products launched in 2024, ArcelorMittal claims that the products have up to 70% lower footprint compared to traditional production, based on the product type and comparison (ArcelorMittal Building Solutions, 2024). This could provide differentiation, but it does not mean that EAF steel is necessarily zero carbon as it depends on the electricity used, scrap share and the emissions boundary. Product-specific declarations and independent verification can help to reduce the risk of greenwashing (ResponsibleSteel, 2024).
Environmental gains do not necessarily command a premium in pricing. Iron production without carbon would need to use new machinery, green power, and possibly green hydrogen. Fan and Friedmann (2021) note that there is no one-size-fits-all technology for low-cost decarbonization. The IEA (2025a) predicts that hydrogen DRI EAF will cost 50% - 140% compared to traditional blast furnaces, while ArcelorMittal warns that some forms of iron making transformation may not be economically feasible until 2030 without incentives (ArcelorMittal, 2025b). Promotional statements should be product-related, quantifiable, and verifiable. Decrease in carbon intensity should be separated from decrease in absolute amount of carbon emissions, as the rise in production volume could compensate for the former. ArcelorMittal should report both figures, provide information on boundaries and study the year-to-year dynamics (Wang et al., 2021).
1.3 Social factors: customer expectations and demand
Social norms of responsible production become increasingly important in B2B purchases. Automotive, construction, engineering and machinery buyers impact the choice of steel specifications and procurement, and using low-carbon steel could help to cut the supply chain emissions (ArcelorMittal, 2025a; ArcelorMittal Building Solutions, 2024). The prospects are particularly promising if the buyer's requirements include a small proportion of steel in product costs or carbon targets; the IEA (2024a) pointed out that steel is a relatively small share in vehicle costs.
Buyers' commitments express an interest, but do not guarantee sales. At the beginning of 2024, the First Movers Coalition included 96 members and over 120 purchase commitments in hard-to-abate industries, amounting to the US$16 billion demand signal annually until 2030; near-zero-steel commitments showed potential demand of 2.3 million tonnes (World Economic Forum, 2024). Nevertheless, the IEA (2024a) indicated that disclosed near-zero-steel offtake was still below 2 million tonnes annually in 2030, and new commitments did not receive the corresponding supply. Orders would be dependent on price, volume, quality and emissions. ArcelorMittal needs multi-year contracts and carbon information for each product; approval from engineering, procurement and sustainability departments may extend the sales cycle.
The company needs to offer comparable technical data and life cycle information for each product, but not make claims that cannot be checked by the customer. This approach can reduce buyer uncertainty and improve repeat purchasing.
1.4 Economic factors: scrap, electricity and hydrogen
In terms of the supply chain, scrap is an important material used to make EAF steel, but high-grade scrap is limited. Raabe et al. (2024) note that current scrap can meet only about one-third of global steel demand due to the long lifetime of buildings, vehicles, and infrastructure. The contamination can decrease the usage of scrap in high-quality flat steel. Sorting, tracking and primary iron production are required.
Renewable energy and low-carbon hydrogen have an impact on cost and scalability as well. The global demand for hydrogen in 2023 was 97 million tonnes, whereas low-carbon hydrogen was produced in no more than one million tonnes (IEA, 2024b). Each region requires renewable energy, iron ore, production capacity and transportation infrastructure to make green steel at reasonable prices (Devlin & Yang, 2022). ArcelorMittal is supposed to use long-term contracts, cooperation with suppliers and staged investments in order not to be influenced by price fluctuations and assess labour, human rights and biodiversity issues along with carbon emission reductions (ResponsibleSteel, 2024).
1.5 Synthesis of the three PESTLE factors
The three PESTLE factors are interrelated; environmental pressure will result in decarbonization, social expectations and customer commitments drive demand, and economic considerations impact on affordability, input availability and scalability. EU Carbon Border Adjustment Mechanism will have reporting and cost issues for covered imports, whereas European Steel and Metals Action Plan 2025 emphasizes on renewable energy, circularity, and lead markets (European Parliament and Council, 2023; European Commission, 2025a). Global overcapacity of steel in 2023 was estimated to be 551 million tons by OECD, which is likely to increase and raise competitive pressures (OECD, 2024; OECD, 2025). Opportunity for ArcelorMittal is to translate its performance in terms of carbon emissions and secured supply into customer value.
Table 1: PESTLE analysis: opportunities, threats and marketing response.
	PESTLE factor
	Opportunity and threat
	Marketing response

	Environmental factors
	Demand for lower-emission steel creates opportunity; carbon-intensive production and physical climate risks threaten performance.
	Verify product emissions, explain boundaries and invest in lower-carbon routes where commercially viable.

	Social factors
	Buyer interest and sustainability expectations create an opportunity, but price sensitivity and unconfirmed commitments may limit paid demand.
	Prioritise buyers with clear climate targets, provide comparable product-emissions data and seek multi-year offtake agreements.

	Economic factors
	Quality scrap, renewable electricity and low-emission hydrogen can be scarce or volatile in price, raising costs and delaying scale-up.
	Build supplier partnerships, secure long-term renewable-power contracts and strengthen input-quality and traceability controls.


Task 2: Growth Strategy and Competitive Advantage
2.1 Ansoff Matrix: recommended growth direction
Ansoff Matrix is used to compare growth strategies based on existing products and markets or new ones. The preferred choice would be product development where there will be improvement in low-carbon steel in existing markets. Market development can see further expansion of grades in other markets and to other customers and applications. It is less risky than diversification since it is based on the already acquired knowledge of production of steel and sales relations, XCarb expertise (Kotler et al., 2024; ArcelorMittal, 2025a). From the perspective of risk, market penetration is based on familiar products and buyers, while product development has technological and financial risks. Market development has customer qualification and regional risks, while diversification involves unfamiliar products and markets. Product development is still the strongest choice, but investment should be staged against customer validation and supply readiness.
[image: ]
Figure 2: Ansoff Matrix applied to ArcelorMittal.
(Source: Self-Developed)
The development of products is supposed to create a portfolio, not a general 'green steel' offering. In this way, ArcelorMittal can extend the product portfolio, publish emissions factors for each individual product as well as provide Environmental Product Declarations, where applicable. Steel produced using high levels of scrap and renewables-based electricity should be separated from certificates issued in relation to carbon abatement on blast-furnace routes. These products are different in nature and should not be marketed as such due to different production routes and accounting (ArcelorMittal, 2023; ResponsibleSteel, 2024).
Market development should focus on purchasers that are capable of recognizing the verified low-carbon content of the product: automotive supply chain, renewable energy infrastructure, construction. According to the IEA (2024a), procurement, definition standards and demand aggregation can facilitate early adoption of near-zero steel. ArcelorMittal needs to choose its priorities among those segments, understand their product standards and reporting requirements and offer technical support. Potential customers should be approached first since the process of qualifying them might be simpler. Coalition commitments prove an interest, but a lack of actual offtake agreements means that interest needs to be translated into commitments (World Economic Forum, 2024; IEA, 2025a).
Market penetration is one of the supporting tactics: increase sales of existing low-carbon products to existing customers via account planning, transparency of carbon information, and long-term contracts. Market diversification to other unrelated sectors is not a priority tactic since it brings risk at a time when the transition process requires significant capital expenditure, energy, and technology investment. The following table lists product development as the most advantageous tactic followed by market development.
Advantages may arise from having economies of scale, metallurgical expertise, customer relationships in industrial markets, carbon data, and access to low-carbon raw materials. ArcelorMittal reported 42 facilities certified by ResponsibleSteel by 2024, which provides assurance of site carbon emissions, but certification cannot guarantee similar carbon intensity of all products; thus, they may not be necessarily green (ArcelorMittal, 2025b). The differentiation strategy should consist of product data, deliveries, technical assistance, and sustainable sourcing.
2.2 Porter’s Generic Strategies: competitive advantage
[bookmark: _Toc242808201]Porter’s Generic Strategies explains how the company needs to compete in light of Ansoff’s direction of growth (Porter, 1985). Cost leadership is hard to implement in low-carbon steel because hydrogen, green electricity, and new machinery are still costly. However, process efficiencies, economies of scale and assured supply may reduce additional cost. Thus, differentiation emerges as the best primary strategy: provide verified emissions information on a product level, quality metallurgy, reliable supply and service, not vague “green steel”. The chosen niche would focus initially on automotive, construction and renewable energy industry clients with carbon targets and procurement standards. It would marry product development with customer benefits. Evaluate the strategy with actual realized premiums, gross margins, repeat orders and emissions cuts; when customers are unwilling to pay for differentiation, slow down the investments and reduce costs and product evidence.
2.3 Implementation and performance controls
Use three phases. In phase one, identify priority grades and customers, establish standardized product emissions boundaries, validate claims and map input suppliers. In months 12-24, conclude pilot or multi-year offtake agreements and report only verified case studies. Increase capacity when contracts represent a significant portion of incremental cost. Clean Industrial Deal and Steel and Metals Action Plan by European Commission support industrial decarbonization but high energy prices and global competition constrain it (European Commission, 2025a; European Commission, 2025b). Breakthrough Agenda by IEA also emphasizes the need for coordination among producers, government authorities and buyers to transition from announcements about projects to deployment of near-zero-emission capacity (IEA, 2024c).
Monitor tonnes of low-carbon steel sold and their revenue share; product-level tCO₂e per tonne; gross margin and realized premium by grade; share of sales with firm offtakes; delivery and renewal rate; scrap quality and renewable electricity supply; and capital cost per tonne of emissions reduction. They link environmental performance to marketing results and determine commercial sustainability of growth. Customer communication has to be consistent about product boundary in brochures, agreements and online media. Sales team must learn to distinguish product emissions from company emissions and certificates. Each quarter, it is important to compare contracted demand with production and suppliers' capacity so that the company can pause its expansion if gross margins, environmental performance and delivery fail to meet established criteria.
[bookmark: _Toc242808202]2.4 Recommendation
For ArcelorMittal, the first step would be product development while the second step will be market development. The core message to be emphasized will be ‘lower emission steel proven to have quality and supply’ with data specific to the products being used and long term customers. Growth should only occur after demand, availability, and economics can be proven.
[bookmark: _Toc242808203]Task 3: Managerial and Professional Reflection
[bookmark: _Toc242808204]3.1 Rationale for decisions
I selected ArcelorMittal as the organization for senior management because it is an integrated steel and mining business with financial, emissions, and product data publicly available, allowing me to compare its ambition and performance. The environmental, social, and economic aspects are the three chosen PESTLE aspects since emissions, expectations from buyers, and cost of inputs influence the transition; political and legal changes are cross-cutting factors.
Product development helps to combine current capabilities with added value for customers; after that, market development helps to reach those customers that have climate ambitions or requirements for reporting. Diversification does not make sense without evidence of capabilities in new markets. Independent carbon data becomes essential as it can build trust in the standard, while uncertain boundaries entail reputation and regulatory risks (ResponsibleSteel, 2024; European Parliament and Council, 2023).
[bookmark: _Toc242808205]3.2 Limitations and further information required
This is desk research, not an audit of the facility or customer surveys. The company’s use of adjusted portfolio boundaries in its data makes the comparison to industry averages difficult. Emissions increased in 2024 compared to 2023, but not enough information is available to clarify the reason. Margins of products, contract prices, willingness-to-pay, site-level abatement cost and contracts with suppliers have not been provided. Industry targets are not the same as orders from ArcelorMittal, and announced hydrogen projects do not ensure supply. This lack of detail makes return on investment forecasts inaccurate.
The consultant should ask for verified site- and product-level emissions; capital and operational costs by pathway; renewable-power and hydrogen price scenarios; scrap quantities and quality; customer tender terms and willingness-to-pay; competitor footprint; and signed offtake volumes. The scenario tests should include possible changes in policies, energy shocks, technology delays and weak demand. Product claims should be comparable and reduction should be tested for additionality. In addition, I would check the recommendation on the downside scenario in which customers reject the premium and renewable power become more expensive. If this scenario renders additional capacity unviable, then the first priority will shift to efficiency, product data and pilot project. This shows that good decisions should be made in spite of missing evidence, instead of providing one forecast with certainty.
[bookmark: _Toc242808206]3.3 Final reflection
Sustainability will become an advantage in marketing only if it proves credible, valuable to the consumer and commercially viable. ArcelorMittal possesses the necessary competencies, yet the emission trajectories, costs of technologies, absence of offtake and limitations on scrap and green hydrogen justify a phased implementation process (ArcelorMittal, 2025a; IEA, 2025a; Raabe et al., 2024). Leadership must view product innovation as a hypothesis that needs to be proven through reductions, repeat business, margin protection and scaling thereof.
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