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Task 1: Marketing Environment Analysis of Tata Steel
[bookmark: _Toc232730113]PESTLE Focus: Natural Environment Actor
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Figure 1. PESTLE actors driving Tata Steel’s lower-carbon transition.
Using the PESTLE model, Tata Steel’s most material external marketing environment actor is the Natural Environment, supported by the Political and Legal actor. This supports Kotler et al.'s perspective that external parties influence firms' value creation and value communication in dynamic markets (Kotler et al., 2024). The natural environment is particularly compelling, as Tata Steel is selling into areas where customers are now considering embodied carbon alongside price and quality. The average production of steel in 2024 was 2.18 tonnes of CO2e per tonne of steel, and global steel production was 1,886 million tonnes, generating approximately 4.1 billion tonnes of CO2e (World Steel Association, 2025a). The sector still attracts a high number of exposures as the iron and steel sector is estimated to generate about 7% of the global CO2 emissions (Rippy et al. 2024). The IEA also reports that the emissions intensity of steel production has been relatively unchanged and has to drop significantly to meet net-zero pathways (IEA, 2025a). In response to this pressure, Tata Steel's Port Talbot transition is a £1.25 billion investment in electric arc furnace technology, backed by UK Government funding of £500m per year, to reduce 5 million tonnes of CO2 from 2027 (Tata Steel, 2025a).
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Figure 2. Steel emissions intensity benchmark used in the natural environment analysis.
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Figure 3. Scale of global steel output and estimated steel emissions.
[image: ]
Figure 4. Port Talbot EAF investment and funding structure.
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Figure 5. Expected annual CO2 reduction from the Port Talbot transition.
The natural environment also presents a product opportunity. Tata Steel can redefine steel from a commodity to a certified lower-carbon raw material for customers in automotive, construction and packaging. The core of scrap-based EAF production is that every tonne of scrap can avoid 1.5 tonnes of CO2, 1.4 tonnes of iron ore, 740 kg of coal, and 120 kg of limestone (World Steel Association, 2025b). This positions Tata Steel well in the UK, where government policy sets out its vision of a steel market with a strong supply of scrap and decarbonisation of the grid as a national opportunity for green steel (Department for Business and Trade, 2026a). The opportunity, however, is not without risk. The availability and quality of scrap can limit the quality of grades suitable for the demanding applications, particularly automotive steel (Klimek et al., 2026). Tata Steel has tried to overcome this through certified product claims. Optemis Carbon Lite allows Scope 3 reductions for virtually all current products in the UK, and is certified by DNV (Tata Steel UK, 2026). Zeremis Carbon Lite Netherlands likewise has actual decarbonisation projects, with the operational decarbonisation project savings guaranteed by DNV (Tata Steel Nederland, 2026). As a result, the natural environment becomes a direct marketing actor in that it affects customer value and claims of Tata Steel.
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Figure 6. Resource savings linked to one tonne of steel scrap.
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Figure 7. Product-claim logic behind Optemis and Zeremis Carbon Lite.
[bookmark: _Toc232730114]Political and Legal Actor
The second external is the Political and Legal environment, particularly carbon regulation. The EU's Carbon Border Adjustment Mechanism (CBAM) started its definitive regime on 1 January 2026, and the first reporting period covered 1,655,613 tonnes of goods, of which 98% were represented by iron and steel (European Commission, 2026a). This is of commercial importance for Tata Steel, as EU importers will be required to report on embedded emissions and to buy certificates for covered goods from 2026 and to report annually from 2027 (Department for Business and Trade, 2026b). In this way, CBAM thus transforms emissions data into data on access to the market. It also increases the reputational risk associated with poor carbon reporting. The research on border carbon adjustments indicates carbon pricing can generate costs of EUR 18 to EUR 76 per tonne of CO2e on the basis of policy assumptions (Rossetto, 2024). Yet the political actor is also contested. While CBAM can benefit cleaner producers, it could result in equity and competitiveness implications for those companies in developing economies (Morone et al., 2025). It's an important point for Tata Steel, which is both European and Indian. Exposure to coal-based growth in India is not inevitable from a credible low-carbon strategy in the UK.
[image: ]
Figure 8. CBAM timeline showing the shift from reporting to market access obligations.
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Figure 9. Iron and steel dominance in CBAM-covered import volumes.
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Figure 10. Carbon pricing exposure range relevant to steel trade.
[bookmark: _Toc232730115]Critical Evaluation
A critical assessment reveals that Tata Steel's move is a sound and feasible strategy in Europe, but it is less clear at the group level. Carbon Tracker estimates that Tata Steel's total capacity could expand by 54% to 40-50 Mtpa in the Indian domestic market by the mid 2030s, most of which will remain based on the use of blast furnace technology that relies on coal (Carbon Tracker, 2025). This creates a significant gap between the marketing of low-carbon products and portfolio decarbonisation. In 2026, projected greenhouse steel capacity by 2030 could be as low as 70.8 million tonnes, representing less than 4% of expected global steel output, and hydrogen-based routes could cost USD 500 to 850 per tonne, versus about USD 400 for BF-BOF steel (Russell, 2026). Another limitation is demanding uncertainty, as demand for low-carbon heavy industrial projects is estimated at USD 700 billion, which might be delayed due to the lack of buyer commitment (Onstad, 2024). Social risk is also a significant factor in the transition in Port Talbot, as loss of jobs renders decarbonisation a politically sensitive issue (Selvaraju et al., 2024). Hence, there is a dual test in Tata Steel's marketing environment. It needs to demonstrate the technical and commercial viability of low-carbon steel, without greenwashing, and without overlooking the company's broader emissions lock-in.
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Figure 11. Strategic tension between European progress and group-level exposure.
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Figure 12. Projected green steel capacity share remains limited by 2030.
[bookmark: _Toc232730116]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc232730117]Strategic Growth Choice: Ansoff Product Development
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Figure 13. Ansoff Matrix highlighting Product Development as the recommended strategy.
Tata Steel should adopt Product Development as its main Ansoff Matrix strategy because the lower-carbon transition should be used to upgrade existing steel categories rather than enter unrelated markets. This approach is suitable for an enterprise with established links to automotive, construction, engineering and packaging buyers, who seek to redefine their value proposition around validated carbon performance (Ferreira, 2024). Strategic differentiation is also more appropriate than cost leadership, since low-carbon steel requires capital investment, measurement systems and customer education, while commodity steel is subject to price competition (Acar, 2024). It is capable of being operated on Tata Steel's scale. Tata Steel India's FY2026 crude steel production was 23.48 million tonnes, an 8% increase from the previous year, and deliveries in FY2026 were 22.53 million tonnes (Tata Steel, 2026a). Consolidated EBITDA also rose to Rs 34,848 crore; profit after tax (PAT) was Rs 10,886 crore, enhancing its capacity to innovate products and certifications; Tata Steel (2026b). Product development is thus the most powerful strategic option as it links decarbonisation with marketable steel grades, and not just operational compliance. This also allows for measuring growth in terms of carbon intensity, premium capture and customer retention.
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Figure 14. Tata Steel India production and delivery scale in FY2026.
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Figure 15. FY2026 financial capacity supporting low-carbon product development.
[bookmark: _Toc232730118]Low-Carbon Product Platform and Market Targeting
The product platform is to be customised based on the steel family for flat products, coated steel, construction steel and high-strength industrial products according to the standards of low-carbon steel. Tata Steel's Ludhiana EAF is an Indian proof point as the plant is designed to emit less than 0.3 tCO2e per tonne of steel, was built at an investment of Rs 3,200 crore and has a capacity of 0.75 MTPA (Tata Steel, 2026c). It is 100% steel scrap-based, which helps to support a circular economy claim to downstream buyers (Times of India, 2026). This strategy is more believable as India's green steel taxonomy considers steel with a tonne of finished steel rating below 2.2 tCO2e as green, and steel rating below 1.6 tCO2e as the highest five-star rating (NISST, 2025). Tata Steel should have a “layered” portfolio: transition-level green steel for infrastructure purposes, higher-level green steel for automotive and premium construction, and custom grades for customers who have Scope 3 targets. The Production Standard Version 2.1.1 furthers this stance by adding greenhouse gas requirements and responsible input sourcing (ResponsibleSteel, 2024). SBTi (2023) steel guidance supports science-aligned corporate targets. Further independent assurance of credibility would be provided by DNV’s ResponsibleSteel assessment (DNV, 2026).
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Figure 16. Ludhiana EAF as a strategic proof point for Indian low-carbon steel.
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Figure 17. India’s green steel taxonomy thresholds for product positioning.
[bookmark: _Toc232730119]Competitive Positioning Through Buyer Segmentation
The automotive, construction and infrastructure segments in India and Europe are large, visible and increasingly carbon-conscious, and Tata Steel should focus on them. Indian steel demand is expected to grow by 7.4% in 2026 and 9.2% in 2027, making it the fastest-growing major steel market (Worldsteel, 2026). Moreover, the finished steel consumption in India also peaked at 163.7 MT during 2025-26 owing to infrastructure, urbanisation and manufacturing (PIB, 2026). A green premium is affordable for higher-value end products. Transition Asia estimates that the green steel can contribute at most, less than 1% to the car and building prices (Transition Asia, 2024). Automotive is important because it represents approximately 12% of global steel consumption, and vehicle companies may be able to easily pass on the green premium in comparison to many bulk infrastructure users (Urban et al., 2024). Tata Steel should sign offtake agreements for several years, as this will help minimise investment risk and facilitate project finance (IDTechEx, 2025). Members of the First Movers Coalition also pledge to buy 10% or more of steel by 2030 that is nearly zero steel. (ResponsibleSteel, 2023). Automotive, infrastructure and construction are identified as priority demand pools by EY, India assessment (EY, 2025). Transport and Environment also claims that green steel in cars can be absorbed with little effect on retail price (Transport and Environment, 2024).
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Figure 18. Priority buyer segments for Tata Steel’s lower-carbon products.
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Figure 19. India steel demand growth forecast for 2026 and 2027.
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Figure 20. India finished steel consumption supports domestic market scale.
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Figure 21. Green steel premium is limited in cars and buildings.
[bookmark: _Toc232730120]Protecting Advantage Against Cost and Supply Risks
This product-development approach needs to be defended by defensible differentiation and not by general sustainability branding. Conventional steel overcapacity will maintain the low price for conventional steel, consequently causing the degeneration of the premium for low-carbon steel. The OECD estimates that excess capacity in the steel sector will ultimately grow to 745 million tonnes in 2028, and that demand will increase by around 0.9% annually, thereby creating a structurally dangerous commodity competition (OECD, 2026). The outlook for green steel by 2030 is also likely to be limited to 70.8 million tonnes, or less than 4% of total global steel demand, according to Reuters, whereas hydrogen-based green steel could cost USD 500 to 850 per tonne, compared to about USD 400 for conventional BF-BOF steel (Russell, 2026). 
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Figure 22. Global overcapacity risk strengthens the case for differentiation.
Tata Steel must act by securing quality, certification and customer bookings in the absence of wide-scale availability of low-carbon capacity. It also needs to handle execution risk. The Port Talbot EAF experienced a delay of six to twelve months in electricity supply, demonstrating the fragility of strategic credibility through grid infrastructure (Makortoff, 2026). This exposure can be mitigated with input partnerships. Hindustan Zinc's EcoZen low-carbon zinc is over 75% lower in carbon intensity, providing Tata Steel a path to lower-carbon coated products (Hindustan Zinc, 2026). Tata Steel's move into the advancement of SMS Group's EASyMelt technology also supports differentiated process innovation in ironmaking (Tata Steel, 2026d).
[image: ]
Figure 23. Competitive advantage logic for Tata Steel’s lower-carbon business model.
[bookmark: _Toc232730121]Implementation Priorities and Advantage Logic
There are four priorities for implementation. First, Tata Steel should release product-level carbon data for every low-carbon grade and standardise labels to conform to the national taxonomy, as Reuters reported that India's green steel classification will be reviewed every three years, making credible measurement a moving competitive requirement (2024). Second, it needs to establish anchor contracts with carmakers, as well as with contractors and public infrastructure providers, before it expands capacity. By 15 January 2026, there were 60 certified green-steel-producing units in India with 9.17 million tonnes of certified production, indicating that certification is increasingly emerging as a mechanism for market access instead of a voluntary badge (Climate Catalyst, 2026). Third, Tata Steel needs to restore customer confidence via the support of the UK supply chain, as per the UK Steel Strategy. 59 companies within Tata Steel's UK supply chain received grants, and 141 local businesses affected by transition were supported (Department for Business and Trade, 2026). Fourth, it should shed light on the need for policy-linked finance as India's steel ministry asked for Rs 150 billion (USD 1.74 billion) to support mills in reducing emissions (Reuters, 2025). This advantage leads to an established and verified low-carbon steel ecosystem. It introduces both scale and certification, locks in buyers and drives cleaner inputs and process innovation while taking Tata Steel out of commodity price competition.
[bookmark: _Toc232730122]Task 3: Critical Reflection on AI Usage
Claude was only used for brainstorming in the initial planning phase of this report. It was tasked to identify potential angles for examining Tata Steel's transition to lower carbon products, such as pressure from nature, regulations, the demand for green steel, and strategic positioning. I did not use Claude to write the final report, select the evidence or make final academic judgements. As with the AI use acknowledgement, its output was treated as an initial idea generation tool, not to replace independent research, interpretation or academic responsibility. It is my own reading of the brief and selection and evaluation of relevant models and existing evidence that has led to the development of the final report.
I critically analysed the AI's output by cross-checking each useful idea with credible sources before adding it to the report. I checked figures, investments, dates, emission figures and policy aspects in official company statements, government information, industry reports, and trusted media. When Claude made wide or unsupported statements, I deleted them or adjusted them to evidence-based arguments. I also identified further logical flaws, from the point of view that decarbonisation is automatically profitable, or that the credibility of all green steel claims is the same. This helped to mitigate the possibility of hallucinated evidence, flaky reasoning, and unsustainable evidence statements.
The critical structure, argument and final judgement in the report were my own contribution. Claude assisted me in the identification of possible themes; I chose which themes were relevant to the assessment. The choice of Tata Steel was made as it gave enough proof of the external marketing environment analysis, and for strategic growth planning. For Task 1, I selected PESTLE and for Task 2, Product Development from the Ansoff Matrix. I was also able to articulate and develop the concept that Tata Steel should differentiate by offering verified low-carbon steel and not just simply by being the lowest priced. The interpretation, prioritisation and wording were therefore my responsibility.
Ethically, using AI in marketing analysis requires transparency, verification and professional judgement. AI can assist students in learning by brainstorming and structuring their preliminary thinking, but it can also pose risks when misused. Examples of these risks are inaccurate citations, hidden bias, overconfident claims and greenwashing in the case of environmental claims, if they aren't properly checked. I incorporated the use of AI in this report as a limited brainstorming tool, while maintaining control of the analysis. This was important as marketing decisions impact investors, customers, regulators and communities. Therefore, responsible use of AI implies recognising the assistance, thoroughly reviewing the evidence, and making sure that the provided work demonstrates overall academic judgment.
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Scrap-based EAF supports the circular economy value proposition.

1.5
1.4
0.74
. 0.12





image8.png
Certified lower-carbon product logic
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CBAM first reporting window composition
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Indicative carbon pricing exposure
Reported policy range: EUR 18 to EUR 76 per tCO2e.
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European progress versus group-level exposure
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Green steel capacity remains small
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Tata Steel India FY2026 scale

Production and deliveries support a product-led growth strategy.
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FY2026 financial capacity for transition
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Ludhiana EAF strategic proof point
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India green steel taxonomy ladder
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Priority buyer segments for low-carbon steel

Ranked by carbon visibility and ability to absorb green premiums.
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India steel demand growth forecast
Worldsteel forecast: 7.4% in 2026 and 9.2% in 2027.
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India finished steel consumption

2025-26 consumption creates domestic scale for low-carbon product development.
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Green steel premium in end products

Estimated impact is less than 1% for cars and buildings.
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Global steel overcapacity risk
OECD projection highlights why Tata Steel must avoid commodity competition.
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Competitive advantage logic

Differentiation is protected through verification, contracts, inputs and process innovation.
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PESTLE focus for Tata Steel

Natural environment is the primary actor. Political and legal regulation is the secondary actor.
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Steel production emissions benchmark

Average sector intensity from the report text: 2.18 tCO2e per tonne of steel.
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Scale of the steel emissions challenge

Global steel output and estimated emissions reported in the analysis.
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Port Talbot transition economics
£1.25bn EAF investment with £500m UK Government support.
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Port Talbot expected CO2 reduction

Targeted annual reduction from 2027 from the EAF transition.
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