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[bookmark: _Toc241942379]Task 1: Marketing Environment Analysis
[bookmark: _Toc241942380]1.1. Company Overview
Tata Steel is a globally recognised company for its excellent products and services (Tata Steel, 2026). Tata Steel is an Indian multinational steel company that currently operates in 26 countries, including the UK and the Netherlands. The company gained a massive global footprint by acquiring UK steelmakers Corus Group (Tata Steel, 2026). From the current operational performance of the company, it has been noted that the company invest £1.25 billion in green technology, low-carbon infrastructure and renewable energy sources to achieve net-zero carbon emissions by 2045 (Tata Steel, 2026).
[bookmark: _Toc241942381]1.2. External Marketing Environment Actors
The PEST framework is applied as screening tool to identify the political, economic, social and technological factors that influence the decision of Tata Steel to invest in the lower-carbon production policy. The analysis mainly helps to identify the most 3 prominent factors that create constraints or opportunities to Tata Steel.
	Factor
	External factor influencing
	Critical analysis
	Impact

	Political
	Government climate policy and green steel taxonomy
	As per Worldsteel (2025) the Indian ministry of steel introduced the green steel taxonomy in 2024.This framework classifies steel according to emissions intensity.
	Strong positive influence

	Economic
	High cost of low-carbon technologies
	According to Tata Steel (2026) decarbonising steel requires significant capital expenditure. Limited access to affordable clean power is a constraint of transition.
	Major constraint

	Social
	Increasing stakeholder expectations for sustainability
	Customers, investors, communities and other stakeholders increasingly expect Tata Steel to address climate change (Tata Steel, 2026). Expectations of stakeholders influence corporate strategy as well as reputation
	Strong positive influence

	Technological
	Electric arc furnace (EAF) technology
	As per LV and Jackson (2026, June) EAF technology provides a practical pathway towards substantially lower emissions particularly when powered by renewable electricity.
According to annual report of Tata Steel March 2026, it inaugurated 0.75 MTPA scrap-based EAF to produce steel with emissions below 0.3 CO₂ per ton
	Strong positive influence


Table 1: PEST analysis
Table 1 provides a clear overview of the current external factors that influence Tata Steel to follow a lower-carbon emission strategy. From where 3 main actors have been identified which discuss below. Growing demand of these 3 actors insists on an emphasis on investment in green initiatives to maintain brand value in the global market. 
[bookmark: _Toc241942382]1.3. Actor 1: Environmental Actor
According to Wu et al. (2025) the steel manufacturing industry is highly dependent on fossil fuels, which generate a large amount of waste. Tata Steel is one of the major steel manufacturing companies that generate 8% of waste globally (Bataille et al., 2025). For this reason, environmental factors increase the pressure on Tata Steel to reduce its carbon emissions. Environmental factors directly impact the capital investment process and product development of the organisation. PEST analysis also shows that recently, as per Tata Steel (2026) Tata Steel emphasises scrap-based electric arc furnace products to reduce carbon emission rates. As per company report of Tata Steel (2026) the company inaugurated this program in March 2026 and invested approximately ₹ 3,200 crore in this EAF program as shown in figure 1. For this program, the company uses 100% steel scrap materials and 50% renewable energy sources, which help reduce the carbon emission rate by 0.3 tons of CO2 per ton of steel.
[image: ]
Figure 1: Scrap-based Electric Arc 
(Source: Tata Steel, 2026)
From the current business performance evaluation, the company is following a circular economy approach as environmental management strategy (figure 2). This approach is highly suitable for carbon emission policy currently adopted by Tata Steel company to meet SDGs (Mission Possible Partnership, 2026). This approach supports the increase in the use of scrap materials to reduce the dependency on virgin materials. According to Reuters (2025) the organisation develops a clear perspective that environmental goals cannot be met by the organisation through technology investments. It is highly dependent on the capability of resources that support it to follow green initiatives. Still, the company invests in carbon capture and hydrogen-based direct reduced iron (Worldsteel, 2025). These technological infrastructures demonstrate how environmental actors influence the company to adopt innovation instead of incremental efficiency improvements. 
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Figure 2: Environmental management of Tata Steel
(Source: Tata Steel, 2026)
From a critical perspective of Bahman et al. (2023) it can be said that environmental factors create both opportunities and threats for the company. Environmental actors provide the opportunity for the company to differentiate the brand by lowering carbon emissions and strengthening the brand position (Tata Steel, 2026). On the other hand, the operational and manufacturing transition process requires substantial investment to achieve net zero goals through advanced green technology, which is expensive at the early stage.
[bookmark: _Toc241942383]1.4. Actor 2: Political Actor 
The second external actor that has a strong influence on Tata Steel to invest in green initiatives is government and regulatory factors. The government introduced several new environmental objectives which must be followed by the steel manufacturing company to continue the business (LV and Jackson, 2026). Carbon pricing mechanisms, incentive programs and procurement policies, etc are the main priorities of the government's environmental objectives. Samuel (2025) stated that this decision by the government creates pressure to manage the commercial behaviour of the organisation. In India, the government took the decision to introduce green initiatives programs in 2024. The main motto of these green steel initiatives is to emphasise green efficiencies, green hydrogen, renewable energy sources, material efficiency, utilisation, storage, process transformation, carbon capture, etc (Tata Steel, 2022). As per the report of The Times of India in 2025, the Bureau of Energy Efficiency introduced emission-oriented targets for the iron and steel sector, which directly impact the production and manufacturing processes of the organisation. Current regulations in India demand that companies follow the carbon-intensive program to reduce emission rates. Carbon credit trading schemes develop a framework for the iron and steel companies in India to develop greenhouse gas emission reduction initiatives, which eventually create economic pressure on the companies. As a large-scale organisation Tata Steel forced to follow the regulatory framework and policy to avoid any obligation (Tata steel, 2026). Regulatory frameworks transform the sustainable practice of the organisation and create differentiation to strengthen the position in the market. Scientific evaluation ensures a market-focused approach to continuing the business in the long term.
[bookmark: _Toc241942384]1.5. Actor 3: Social Actor 
The other most important contributing factor to follow carbon emission policy by Tata Steel is social factors as identified in the PEST framework; stakeholder pressure is currently increasing in the market. Bahman et al. (2023) claim that stakeholders set new criteria in the market, which reform the marketplace. From the current perspective of the customer, it can be said that the customer is now prioritising low-carbon supply chains which support green steel production. According to Richard (2026) Tata Steel merely responded to the government-imposed restriction in India. However, customers actively create demand for the low-carbon product, which influences them to develop a new pathway to become a part of the new production to maintain the value proposition in the market. Along with this, stakeholder scrutiny increases the importance of corporate transparency in the market. 
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Figure 3: Emissions performance of Tata Steel 
(Source: Tata Steel, 2026)
Tata Steel must maintain transparency in reporting to prove that it follows a sustainable supply chain network (VENKATAIAH and NAGENDRA, 2026). The procurement channel of Tata Steel is free from any unethical practices as it mentioned the detail information using chart, bar, statistics as shown in figure 3 (Tata Steel, 2026). Tata Steel has adopted a climate risk assessment solution that supports the integration of nature risk considerations into the corporate report. It helps the organisation to build strong confidence among the stakeholders (NAVEEN and SWAMY, 2026). From 2025 as per the corporate report of Tata Steel 2025, it also raises the expectation of stakeholders regarding public announcement of the sustainability targets and measurement which is taken by the company takes against their performance.
[bookmark: _Toc241942385]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc241942386]2.1. Strategic Growth Option
External environmental analysis clearly identifies that currently the growth opportunity of the company is involved with product development strategy. Transitioning towards the lower-carbon steel product can help the organisation strengthen its brand position in the market (Parikh and Sodha, 2025). The environmental, social and political actors are particularly creating the importance of emphasis on the product development process to support the emission reduction expectations from globally recognised companies.
Implication of Ansoff matrix framework
[image: D1 Ansoff Matrix — Your Business Room]
Figure 4: Business Growth strategy
(Source: Self-developed, Idea taken from Zupic et al., 2025)
The product development strategy is directly aligned with the current external market demand for Tata Steel. This strategy supports the development of a new or sustainable product as per the current market trends (Dutta, 2025). Sustainability improves product quality by lowering carbon emissions as per the implication of Ansoff matrix framework. According to Demirci and Erkip (2024), product development strategic growth decision provides the opportunity to improve customer relationships. Already Tata Steel company stated to emphasis on scrap-based product development strategy where it should invest more for stable growth and competitive advantages. Further focus can ensure that it successfully produces 100% steel scrap-based products to address sustainable commitments (Bahman et al., 2023). A steel scrap-based product development strategy creates opportunity to Tata Steel to lower carbon emissions from steel production from existing manufacturing unit.
Following product development strategy supports the environmental shifts by creating value in the product segment. NAVEEN and SWAMY (2026) claim that customers are changing their preference for steel products from quality, reliability, strength and price to carbon-intensive products, which puts pressure on product development opportunities. Zupic et al. (2025) support this claim and stated that product development strategy strengthens brand reputation in the market through a transparent carbon footprint statement. Tata Steel can share a clear verified information regarding the carbon footprint per ton of product, production method and recycled content. This announcement differentiates the brand from the competitors and creates unique value. As per Pereira Ferraz Soares Ferreira and Marques (2024) Ansoff growth framework provides opportunity to select a relevant strategic decision as per the current context where customers increase the demand for reduced carbon emissions throughout the supply chain. Adopting a market-relevant strategic decision ensures that the company can meet the current market trend. Adopting an environmentally supported sustainable approach ensures commercial growth of Tata Steel. It simplifies the process of supporting sustainable commitment by responding to environmental pressures (Richard, 2026). Technological expertise helps the company to improve product capabilities to strengthen customer relations (VENKATAIAH and NAGENDRA, 2026). A sustainable product development strategy provides an unmatched product portfolio of high quality and reliability without compromising price (Rana, 2025). Appropriate strategic implications ensure support to grow the business with the changing market dynamics.
[bookmark: _Toc241942387]2.2. Competitive Advantages Analysis 
Building competitive advantages in the current market context is highly challenging for the organisation. The existing competitors have already started to invest in renewable energy sources and green technology, where Tata Steel can experience a significant threat due to financial constraints (Lee, Hoehn‐Weiss and Karim, 2021). Based on the external market evaluation, it can be said that Tata Steel can consider differentiation strategies to add competitive advantages in the business function.
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Figure 5: Competitive strategy 
(Source: Self-developed, Idea taken from Lee, Hoehn‐Weiss and Karim, 2021)
Porter’s generic strategy provides idea regarding the competitive advantages for long term sustainability in the international market. There are mainly three options which can be considered by a company to add competitive advantages such as - Cost leadership, differentiation and focus (NAVEEN and SWAMY, 2026). As per Lee, Hoehn‐Weiss and Karim (2021) cost leadership strategy improves the energy efficiency rate of the organisation, whereas differentiation strategy provides the opportunity to develop market-focused products. Focus strategic options only provide the scope to target specific segments to produce products to meet the needs. The mass audience focus strategy is not recommended to Tata Steel as it found from Tata Steel (2022) that it demonstrates a significant action on cost leadership and differentiation. As per Parikh and Sodha (2025) based on conveniency and to address all the external pressures and forces Tata Steel can follow differentiation strategy. Tata Steel can consider differentiation strategy to develop a new product portfolio by lowering carbon emission rates. Dutta (2025) claims that development of measurable actions ensures the credibility of environmental solutions. A differentiation strategy provides long-term competitive advantages because it takes a long time for competitor brands to replace existing products. Demirci and Erkip (2024) stated that combining low-carbon products with transparent communication channels establishes a strong customer base in the market. Technical expertise helps the organisation reduce the difficulties of replacing the current product and add unique value in the business (Samuel, 2025). The low-carbon emission business model of Tata Steel needs strong proof demonstration of three forms, such as economic value, environmental value and conventional steel, which is successfully achieved through a differentiation strategy because it supports decarbonisation to address sustainability obligations by using potential resources. However, the differentiation strategy is a critical factor in measuring the credibility of the company's green concept. To gain the trust of the customer, the company should communicate regarding product-level emission data, energy sources and recycled materials. 
[bookmark: _Toc241942388]Task 3: Managerial and Professional Reflection
[bookmark: _Toc241942389]3.1. Key Decisions 
A practical strategic decision is made to help the Tata Steel to ensure potential growth and long-term stability in international market in the future.
Reason for selecting Tata Steel - Tata Steel company provide a clear understanding regarding the reason for adopting carbon-intensive programs to lower the carbon emission. It identifies that Tata Steel company follows carbon intensive business model to protect the brand value. As per the company report of Tata Steel (2026), it invests in electric arc furnaces, recycling programs, and renewable energy sources to support the long-term growth and competitive advantages.
Choice of environmental actors – from the external market evaluation climate change is a major driver which currently affect the steel industry. As per Tata Steel (2026) high emissions create pressure upon the organisation to reduce carbon intensity immediately.  I have noticed that high carbon emissions from steelmaking practices create a threat to Tata Steel to operate successfully in international market. Government and regulatory frameworks were other factors that raise environmental concerns regarding the impact of commercial business on climate. I have observed that carbon market mechanisms change the production and manufacturing system in iron and steel industry, which forces the organisation to transition to lower-carbon alternative options. Finally, I have identified customer and stakeholders’ perspectives that influence the investment decisions of the company.
Growth strategy- Changing the external actors' support to develop a competitive growth strategy to protect the organisation from any type of loss such as – financial or reputational. Ansoff's strategic model identified product development strategy is the most appropriate decision for Tata Steel to drive growth (Worldsteel, 2025). I can say that product development strategy creates opportunities in the existing market by utilising current product infrastructure and technologies. I have noticed that it supports developing new steel products by lowering environmental impact (Demirci and Erkip, 2024). I have clearly demonstrated that environmental factors shape the purchasing decisions of buyers. I want to mention that product development strategy ensures company performance by maintaining product quality while lowering the price. It reduces the market risk and helps to adjust to the new evolving market situation.
[bookmark: _Toc241942390]3.2. Limitation of Analysis
Gap -This report demonstrates a strong understanding of the strategic model and framework in relation to iron and steel industry. Specifically, this report selects Tata Steel, company which involve with some limitations which should be considered by the senior management before finalising the decisions. The overall discussion and analysis in this report are based on secondary sources and information. Biasness or any another misleading information is not evaluated during discussion. Framework-based evaluation does not capture the technologies, geographic and market-demand complexities due to unfavourable geopolitical scenario. Limited access to financial data creates knowledge gap regarding the process of support decarbonisation decision.
Additional information- A real consultant report should develop a broad and comprehensive knowledge of operating costs for the conventional steelmaking process. It demonstrates rational choice regarding the financial capabilities to consider the differentiation strategy as a strategic growth option in future compared to current market vulnerabilities. Seeking information on the market sensitivity on investment of returns helps senior management be aware of the financial hardship they can experience while adopting differentiation in future.
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