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[bookmark: _Toc243538458]Task 1: Marketing Environment Analysis
[bookmark: _Toc243538459]1.1 Introduction and Company Context
Low carbon factories are changing the marketing landscape for the aluminum industry. Norway's aluminum producer, Norsk Hydro ASA, sells recycled and low carbon products, such as Hydro CIRCAL and Hydro REDUXA. Recycling and emissions reduction are strategic priorities as included in its Integrated Annual Report 2025 (Norsk Hydro, 2026). The marketing environment (Kotler et al. 2020) is taken as the base framework, for example external factors are discussed in context to the natural environment, suppliers and recycling networks and competitors. A special focus is on the impact of environmental pressures on product differentiation, retraction of resources and sustainable commercial growth.
[bookmark: _Toc243538460]1.2 Natural Environment: Decarbonization and Circular Economy
[bookmark: _Toc243538461]1.2.1 Climate Change and Aluminum Emissions
The primary outlooking factor on Hydro's low carbon strategy is the natural climate. Kotler et al. (2020) state that the resource scarcity, environmental degradation and sustainability expectations influence the organizational marketing decisions. Aluminum is particularly vulnerable since production consumes significant amounts of electricity and it is directly emitted during production. According to the World Economic Forum (2024), the GHG emissions from the aluminum sector, primary production and secondary production, were around 1.12 billion tons of CO₂-equivalent in 2023. The industry emissions decreased by 13.6% from 2019 to 2023, but the industry is still a long way from reaching the long-term decarbonization needs. In response to this, Hydro has made recycled aluminum products. It is made of at least 75% post-consumer recycled aluminum and is said to have a European carbon footprint of 1.9kg CO₂e per kilogram of aluminum (Norsk Hydro, 2024). For comparison the report from the International Aluminum Institute (n.d.)) indicates a global average cradle-to-gate footprint of around 14.8 kg CO₂e per kg of primary aluminum for 2023. The difference between the two quantities is shown in figure 1.
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Hydro CIRCAL had a significantly lower reported footprint than as shown in Figure 1 when compared with the primary-aluminum footprint benchmark for the world. This does not, however, refer to similar products from different manufacturers, but different products categories from different reporting periods. Don't take it as a sign that Hydro has already made a similar emissions reduction across the company. In addition, the International Aluminum Institute (n.d.) cautions that there are inconsistencies in the claims for low carbon aluminum about emissions boundaries. Transparent lifecycle measurement is essential to environmental differentiation, however, and cannot be replaced by comparisons in the promotion.
[bookmark: _Toc243538462]1.2.2 Resource Scarcity and Circular Economy
There are considerable chances to save resources by recycling aluminum. Using secondary aluminum is a vital opportunity to cut industrial emissions in line with the assessment of the International Energy Agency (2023). Recycled aluminum is commercially and environmentally attractive, as it is estimated that only some 95% of the energy used in primary production is required for recycling (Norsk Hydro (2026)). Around 496,000 tons of post-consumer input of scrap was reported in Hydro's 2025, an increase from 451,000 tons in 2024 (Norsk Hydro, 2026). This suggests that recovered materials are becoming more popular to use and provides an added importance for reliable supply of scrap. But there is limited recycled aluminum. Material quality may vary as there may be coatings, impurities and unwanted alloying elements in the scrap. In Norsk Hydro's 2024 report, this is referred to as advanced sorting technologies, which can enhance recovery thus requiring investments and extra processing. As such, circularity can enhance environmental positioning and understanding even as increased sourcing complexity can emerge. If supply comes short, production may be hampered, or be more expensive, edging Hydro out of profitable expansion of lower carbon product sales.
[bookmark: _Toc243538463]1.2.3 Energy Dependence and Environmental Trade-offs
Electricity generation has a significant impact on the environment impact of aluminum. Based on the World Economic Forum (2024), some 39% of the electricity consumed by aluminum smelting comes from renewable energy and hydropower, with significant reliance on other energy sources, such as fossil fuels. Hydro REDUXA shows a solution to decarbonization which is no longer based on the use of scrap. It is primary aluminum that was produced with less carbon intensive energy with a reported product footprint of less than 4kg CO₂e per kg (Norsk Hydro, 2026). Minning, refining, transport and smelting, however, produce all emissions, not only for renewable electricity. Competitiveness is also affected by energy availability and energy costs. This blend of recycled aluminum and lower carbon content through primary production can therefore give strategic flexibility for Hydro. However, the energy supply must be secure and operations commercially sustainable, and emissions need to be accounted for in a credible way.
[bookmark: _Toc243538464]1.3 External Suppliers and Recycling Networks
The second external marketing actor is suppliers and recycling network. In the microenvironment, suppliers can have an impact on the availability of materials, production costs, and an organization’s ability to create customer value (Kotler et al., 2020). Hydro is closely dependent on the supply of scrap metal, and on collection systems, recycling businesses and other sources for materials. In 2025, the aluminum that it brought in as scrap amounted to around 1.52 million tons, mainly post-consumer and its own pre-consumer material (Norsk Hydro, 2026). The continued investment in recycling capacity is a reflection of the importance, from a company perspective, of this supply network. Aside from investment in facilities in Europe and America, (Norsk Hydro, 2024b), Hydro identified another planned 120,000-tonne per year recycling in Torija, Spain in October 2024. Increased collaboration in or on recycling could enhance material traceability, cut off waste and foster supply of low carbon materials. This is in line with compliance to the principles of the circular business model as described by Geiss Doerfer et al (2017) that a circular system requires coordinated resource flows and not only isolated improvements of production. However, there are risks involved with supplier dependence. There might be higher competition for better quality scrap which might drive up the price to purchase it; there might be less than adequate sorting or traceability, impacting claims of environmental stewardship. The provision of more recycling capacity by itself does not mean access to appropriate feed stock. Suppliers’ relationships should therefore be viewed as a potential competitive capability and priorities supplier relationships via long-term collection, verification of material and build resiliency into sourcing arrangements.
[bookmark: _Toc243538465]1.4 Competitors and Low-Carbon Market Differentiation
Third external market participants are competitors as they affect customer's buying decisions, market expectations and prices (Kotler et al., 2020). Internationally, there is competition from producers who are working on low carbon aluminum products. For instance, Rio Tinto has offered a range of lower carbon aluminum products alongside environmental documentation and Alcoa has launched a new product, ECOLUM aluminum, with a product footprint of less than 3.5 tons CO₂e per tons, as reported by Reuters, (2026). The above all indicate that low-carbon positioning is becoming a requisite for competitiveness and is no longer simply an added qualification. Hydro's ability to combine recycled content, traceability and verified environmental performance, is their potential differentiator. It has its Hydro CIRCAL range, which is based on batch level documentation and independent verification further supports customer sustainability reporting (Norsk Hydro, n.d.). Competitors are allowed, however, to enhance their own recycling systems, and use greener electric power and similar certification systems. Thus, environmental factors themselves can lead to an insufficiency in maintaining long-term differentiation. Hooley et al. (2020) propose that desirable positioning should be one that is based on features customers appreciate and consider unique. Thus, Hydro should be the marriage between environmental knowledge and the reliability of the product, technical assistance, and competitive business conditions. The International Aluminum Institute (n.d.) also highlights that there are several industry definitions of low-carbon aluminum that are inconsistent. A lack of environmental superiority claims might harm reputation and consumer trust.
[bookmark: _Toc243538466]1.5 Critical Synthesis of Opportunities and Threats
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The three actors have an impact on the market position of Hydro via relevant environmental, operational and competitive pressure. Table 1 shows that Hydro's environmental competences brings real opportunities but at the same time do not provide a long-term competitive advantage. The success of recycling performance is related to supplier performance and success in market positioning is dependent on the comparison of its products with competitive products. Strategically the conclusion is that Hydro should leverage its proven low-carbon portfolio of products to enter well-evaluated growth initiatives which offer social and environmental guarantees, stable sources of supply and commercial differentiability. This will form the basis for evaluation of market development by Ansoff's Matrix in Task 2.
[bookmark: _Toc243538467]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc243538468]2.1 Evaluating Growth Opportunities Using Ansoff's Matrix
Norsk Hydro has identified its current recycled-aluminum portfolio with commercial extension of reach as the variables of choice to deal with the environmental, suppliers and competitive pressures identified in Task 1. There are four types of growth strategies as distinguished by Ansoff (1957) in view of the product and market is either existing or new. Figure 2 assesses their suitability for Hydro.
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Market development is presented in Figure 2, providing the reasoning behind considering market development. Market penetration can lead to more sales but can result in dependence on existing customers. Product development requires more testing; diversification leads to more operating and commercial uncertainties. This might be expansion of existing products and technical capabilities to other industrial purchasers. But there needs to be confirmation that the proposed customers are new and non-existent customers, taking up additional volumes with Hydro.
[bookmark: _Toc243538469]2.2 Recommended Market Development Strategy
Hydro should consider the selected railway rolling-stock and the component manufacturers from Europe as a growth segment for its already existing Hydro CIRCAL portfolio. These buyers might ask for features such as lightness, uniform performance and convincing environmental documents. Hydro is already offering certified recycled-aluminum products. In September 2025, it announced it would expand the manufacturing of the Hydro CIRCAL foundry alloy, which has a verified carbon footprint of 1.9kg CO₂e per kg and is composed of at least 75% post-consumer scrap. These specifications offer a potential starting point, but neither a guarantee of choice for all railway applications. By collaborating with Lithgow Hospital and the University of York on specialized applications, evidence of this is provided on Hydro's commercial relationships. Another technical challenge that Mercedes-Benz Group (2026) announced its "customer acceptance" of Hydro CIRCAL has been the inclusion of the material in selected future electric-vehicle components. But, it would be necessary to carry out independent material qualifications and to verify customer requirements and analyze procurement arrangements in rail-specific applications before being able to transfer this success. Day (1994) says that the market-driven organizations must be able to understand and act to customer needs. Hydro should therefore only invest substantial resources after having performed research on an account level.
[bookmark: _Toc243538470]2.3 Competitive Advantage Through Differentiation
Porter's (1985) generic strategies say that it would be difficult to justify the broad cost leadership based on evidence of comparative production costs. Rather, Hydro needs to look more to efficient and targeted differentiation via certified recycled materials, traceability, engineering and delivery certainty and promise. Valuable resources and capabilities that competitors can't easily duplicate give a sustainable competitive advantage, says Barney (1991). Therefore, Hydro's integrated sourcing/sorting and recycling capabilities could prove more defensible than recycled content per se. However, low-carbon aluminum is becoming more competitive and other manufacturers can invest in ‘greener' production. Teece, Pisano and Shuen (1997) focus on the adaptability of organizational capabilities to the evolution of the markets. This means that Hydro needs to become more involved with its customers and be more technically responsive than it is now; customers are looking for more than just current environmental certification. There is a potential for an extra one with European sustainability policy. Regulation (EU) 2024/1781 lays down groundwork for future Ecodesign, product-information requirements. The DPPE, however, are not automatically applicable to aluminum products; it will be subject to forthcoming product rules (European Parliament and Council, 2024; European Commission, 2026). Hydro should provide documentation that is not to the extent of an overstatement as to current compliance requirements.
[bookmark: _Toc243538471]2.4 Implementation, Risks and Performance Measurement
Market validation, technical testing and negotiated supply arrangements and monitored expansion should be first steps in the strategy.
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Market expansion should be based on measurable commercial and technical results, as shown in Table 2. Commercial momentum was reflected in the value of sales for lower-carbon-footprint products, which increased by over 50% compared with 2024 and was reported in Hydro's 2025 reporting, but does not necessarily confirm that all potential markets are profitable. On balance, market development with focused differentiation is a viable strategy provided a firm has the ability to show the development of a true new market and the fact that it is technically feasible and has a reliable supply and sustainable margin.
[bookmark: _Toc243538472]Task 3: Managerial and Professional Reflection
[bookmark: _Toc243538473]3.1 Reflection on Organization and Environmental Actor Selection
Norsk Hydro ASA was chosen because of the chance to study sustainability as a business concept that is already in use, instead of being a new commitment to the environment. It is a low carbon, recycled aluminum and enabled me to think about the effect of environmental performance on marketing and competitiveness. The focus is the natural environment which is due to the significant energy consumption and emission in aluminum production. A selection of suppliers and recycling networks was identified to examine material availability and competitiveness with other markets was assessed with the help of competitors. But this choice did not account for other potentially important factors such as government policy and shifts in customers' procurement needs. The importance of questioning the assumptions, challenging one’s own professional thinking, is stressed by Schön (1983). This led me to identify that the chosen actors provide a helpful but incomplete description of an external environment of Hydro.
[bookmark: _Toc243538474]3.2 Reflection on Strategic Alternatives
In the early stages, market development was appealing as Hydro has current low carbon aluminum products available selling into the market. New product development is possible by targeting new industrial customers that can lead to growth without a new product. Yet, this resolve needed to be delved into deeper. Organizations that are already supplied by Hydro might exist in the proposed European railway component market, which means that additional sales might not be regarded as new market development. Effective learning involves reflection (Kolb, 1984) and Criterion based re-assessment of experience. From this point of view, I was able to realize that it was important to verify the customer relationships, technical specifications and competitive situations, before determining the Ansoff classification. I also asked myself, can "environment be made the only claim for differentiation if the competitors share comparable recycling possibilities? This made customer value, supply and operating capacity a key focus area.
[bookmark: _Toc243538475]3.3 Research Limitations and Further Consultancy Investigation
The main limitation was the fact that the information was mostly based on secondary sources derived from company publications, industry documents, and academic journals. While these sources were helpful in the environmental analysis, they were unable to comment on the intentions of purchase on the rail sector, account-level profitability, or the commercial viability of specific Hydro CIRCAL alloys. The authors Kahneman and Klein (2009) show that professional judgement depends on the quality of the information which is available and opportunities for reliable feedback. This pointed out the dangers of basing decisions on insufficient evidence. Prior to presenting the strategy to senior leadership, I would conduct an audit of Hydro's current customer base, speak with railway procurement managers, evaluate competitor offerings and get lifecycle assessment of products. Financial sensitivity testing would also build a view on returns to ensure that costs of recycling, product qualification restrictions and expected sales volumes are acceptable.
[bookmark: _Toc243538476]3.4 Professional Learning and Development
This analysis has confirmed my belief of the need for more than just good eco-performance for sustainable marketing. For recommendation to be effective they need to be a bridge between customer needs, organizational capacity and organizational financial viability. When planning for my own future consultancy practice, I would conduct more tests of our assumptions and I would segment the information that's found from the information that's predicted and be more transparent regarding strategic uncertainty.
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Figure 1: Indicative Comparison of Hydro CIRCAL’s Carbon Footprint and the Global
Primary Aluminium Average

Source: Author’s visualisation based on Norsk Hydro, 2024, and International Aluminium
Institute, n.d.
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Table 1: Critical Evaluation of External Marketing Environment Actors Affecting Norsk Hydro ASA

Source: Author's analysis informed by Kotler et al., 2020; World Economic Forum, 2024; Norsk Hydro, 2026,
Geissdoerfer et al., 2017, Reuters, 2026.

External actor Marketing opportunity Critical challenge Strategic implication
Natursl Differentiation through Electricity dependence, Prioritise verified
eifulehiient low-carbon and recycled emissions measurement and | environmental

aluminium limited scrap availability performance
Suppliers and Secure recovered materials | Scrap competition, Develop reliable,
recycling networks and strepgthen circular contamination and traceable Fecycling
production procurement costs partnerships
Competitors Create value through Competing low-carbon Differentiate through
sustainability and product brands and potential credible performance and
transparency imitation customer relationships

Source: Author's analysis informed by Kotler et al., 2020; World Economic Forum, 2024; Norsk Hydro, 2026,
Geissdoerfer et al., 2017; Reuters, 2026.
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Figure 2: Ansoff's Growth Matrix Applied to Norsk Hydro's Low-Carbon Aluminium Portfolio
Source: Author's adaptation of Ansoff, 1957, informed by Norsk Hydro, 2025; Day, 1994.
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Table 2: Proposed Market Development Actions, Performance Indicators and
Strategic Risks for Norsk Hydro ASA

Strategic priority Recommended action Proposed KPI Principal risk
Maslies nalidasion Id§ntify genuinely new Number of qualified E{(istingtmarl'(et
railway customer accounts opportunities misclassification

Technical acceptance

Conduct application-
specific product trials

Customer approval rate

Material incompatibility

Environmental
credibility

Supply independently
supported product-carbon
documentation

Share of deliveries with
verified documentation

Inconsistent
sustainability claims

Commercial viability

Negotiate commercially
sustainable supply terms

Contribution margin and
contracted tonnes

Insufficient demand or
margin

Source: Author's recommendations informed by Day, 1994; Porter, 1985; Teece, Pisano and Shuen, 1997; European Commission, 2026.
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