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Executive Summary
This report is centered on analysing the marketing environment of Tata Steel and pinpoints potential strategic opportunities linked with transitioning to a low-carbon business model. The most significant external actors revealed in the analysis are environmental pressures, changing legal requirements, and social expectations. These pressures are manifest in the need for investment, technological uncertainty, and customers’ willingness to pay, but also bring opportunities for differentiated lower-carbon products. The analysis with the Ansoff Matrix shows that product development is the best growth strategy for Tata Steel, as it can build on the existing capacity and customer base, while also creating new lower-carbon and circular steel offerings. It can be a way to reinforce the competitive advantage through product innovation, credible carbon information, circularity, and customer-specific value. The lower-carbon product development can bridge Tata Steel's sustainability transition and commercial growth with longer-term competitiveness. 
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[bookmark: _Toc243485074]Introduction
Tata Steel is one of the world's largest steel manufacturers, having operations in India, Southeast Asia, and North America (Tata, 2026). The company is working towards lower-carbon solutions in production and products as the industry places increasing demand on carbon emission reduction (Tata Steel, 2024). This report examines the external marketing environment that will impact Tata Steel’s transformation and future.
[bookmark: _Toc243485075]Task 1: Marketing Environment Analysis
[bookmark: _Toc243485076]Marketing environment analysis
PESTLE shows that the transition of Tata Steel is driven by intertwined external pressures [Refer to Appendix 1]. Technological solutions involve heavy investments and require low-carbon energy, and environmental pressures are also high as steel is a carbon-intensive, hard-to-abate industry (Li et al. 2025). The steel sector can be decarbonised through electrification, recycling, and alternative production technologies, but each one of these technologies comes with high costs and infrastructure challenges (Teixeira, 2025). Tata Steel acknowledges that local regulation and incentives, green energy availability, and customer willingness to pay for lower-emission steel have an influence on decarbonisation (Tata Steel, 2026). Therefore, the three most strategically significant actors are the Environment, the Legal Environment, and Social in this analysis. 
[bookmark: _Toc243485077]Actor 1: Environment
The environmental actor is considered to be the most detrimental external force impacting Tata Steel’s transition to low-carbon products due to the changing competitive landscape in the steel industry by climate change. The conventional blast furnace-basic oxygen furnace (BF-BOF) steel production process is heavily dependent on coal and is regarded as a hard-to-abate activity (Li et al. 2025). Likewise, emissions from steel and iron remained relatively stable, at near 2.8 GtCO2 through 2024 (IEA, 2025). Recycling, electrification, hydrogen, and carbon-capture technologies are key solutions to help the sector lower its emissions. Thus, environmental pressure is no longer just a reputational challenge for Tata Steel, but a challenge to the production technologies, product development, investment decisions, and market positioning as well.
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Figure 1: CO2 emissions from iron and steel, 2015-2024
(Source: IEA, 2025)
Likewise, Tata Steel has taken several steps towards decarbonisation. In its path to transition, it lists scrap-based EAF, renewable energy, higher scrap consumption, bioenergy, process efficiency, and emerging technologies like HIsarna and EASyMelt. In India, the company has planned a modular Scrap-based EAF in Ludhiana and has a strategy to expand renewable energy usage and cut down on coal usage using alternative reductants (Tata Steel, 2026). This presents an important marketing opportunity as environmental improvement can be translated into differentiated market product propositions, not just cost. Furthermore, opportunities on the demand side are especially significant. 
Low-carbon supply chains are gaining increasing importance among global customers, notably in Europe and in some sectors, such as automotive and engineering (Tata Steel, 2026). Its current Zeremis® Carbon Lite and Optemis® Carbon Lite solutions are a testament to the concept of reducing emissions as part of customer value propositions. Zeremis® Carbon Lite offered an allocated carbon-footprint reduction of up to 90%, and it was adopted by customers in the automotive, construction, and new-mobility sectors (Tata Steel, 2024).
However, decarbonisation demands investment in the technological transition, but low-cost renewable electricity, scrap, and suitable infrastructure may hinder the transition (Teixeira, 2025) [Refer to Appendix 1]. Moreover, the demand for green steel might be constrained initially, as research indicates that the demand for hydrogen-based green steel is estimated to be around 35 million tonnes by 2030 and could potentially grow significantly, around 660 million tonnes, towards 2050 (Watari and McLellan, 2024). Likewise, Tata Steel faces both a challenge and an opportunity, as the transition to decarbonisation can give it new product differentiation, a new market segment that cares about sustainability, and a better corporate image, but it will also come with investment costs, risk of technology failures and a lack of market certainty.
[bookmark: _Toc243485078]Actor 2: Legal environment
Governments are turning climate goals into laws, carbon pricing systems, and industrial policies (Li et al. 2025). This makes the legal landscape a more important factor in shaping Tata Steel’s future. These can raise compliance costs for carbon-intensive production, but also have the potential to incentivise investment in less carbon-intensive technologies. Thus, regulation imposes both restrictions and an opportunity for Tata Steel to gain competitive advantage. A notable development for Tata Steel’s European business is the CBAM (European Union Carbon Border Adjustment Mechanism). CBAM also covers imports of iron and steel and necessitates the inclusion of carbon costs for embedded emissions in imported goods (European Commission, 2026). Additionally, this can make carbon performance even more relevant for Tata Steel in international competition. Thus, low-carbon steel products are not just a compliance obligation, but also a way of enhancing Tata Steel’s position in international markets.
Furthermore, it is notable that the government can also directly help Tata Steel to transform. For evidence, the UK government allocated £500 million for Tata Steel’s £1.25 billion investment in the transformation of its Port Talbot plant, which includes an investment in an EAF to replace blast furnace capacity (GOV, 2026). The project illustrates the way the legal and policy framework can aid in easing the cost of decarbonisation and pave the way for industrial transformation. However, environmental compliance with carbon reporting, emissions standards, and environmental requirements for trade-related activities adds an administrative and financial burden (Yu et al. 2024). The varying regulatory frameworks could also create hurdles in Tata Steel’s global business operations. Thus, the regulatory landscape offers Tata Steel a chance to leverage compliance as a competitive advantage. However, it needs investment in reliable emissions measurement, transparent emissions reporting, and technology that can provide proven carbon reductions. 
[bookmark: _Toc243485079]Actor 3: Social
Social factors, specifically, growing knowledge of sustainability and shifting expectations across supply chains are among the social issues gaining more importance in the steel sector [Refer to Appendix 1]. While steel products are largely B2B, Tata Steel’s customers work in industries where companies are mandated to reduce their carbon footprints themselves, including the automotive industry, construction, engineering, and infrastructure (Tata Steel, 2026). As a result, Tata Steel has already taken action by creating lower-emission products and solutions for its customers. Car and engineering customers are specifically stated as being one of the areas where the shift to green steel can enable differentiated growth for its 2025-26 reporting (Tata Steel, 2026).  
It offers its Zeremis® Carbon Lite proposition that enables its customers to engage in emissions reduction, and Zeremis® Delivered for those customers looking for lower-emission logistics (Tata Steel, 2024). Additionally, it has created steel solutions for the automotive sector, as well as the hydrogen and renewable energy sectors, indicating that sustainability is not just a CSR (Corporate Social Responsibility) program, but also a technological innovation. This contributed to its financial performance; the company is the world's 1058th most valuable business, with around a $22.2 billion market capitalisation (Companies Market Cap, 2026). 
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Figure 2: Market capitalisation of Tata Steel
(Source: Companies Market Cap, 2026)
However, there are also challenges to cope with because of social pressure. Specifically, it should not be assumed that sustainability equals willingness to pay a higher premium. The rate of decarbonisation is also determined partly by the willingness of customers to pay for low-emission steel (Tata Steel, 2026). This poses a commercial challenge for the organisation, as it has to compensate for the additional expenses incurred in cleaner steel production without losing competitiveness with other steel producers. Moreover, there is a risk to the brand image if carbon reduction is not clear or verifiable. Thus, social pressure presents a notable market opportunity for Tata Steel to work on developing premium, differentiated lower-carbon products, especially for the automotive and engineering segments. However, it needs to integrate sustainability with price competitiveness, technical excellence, traceability, and credible environmental proof to transform social expectations into sustainable revenues.
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The Ansoff Matrix offers four growth strategies depending on the organisation's existing or new product in existing or new markets (Ferreira and de Sá, 2024). The framework can be used to determine the most appropriate path to growth for Tata Steel. Based on this matrix, market penetration would be relatively predictable and recognised for Tata Steel, as it has established brands, distribution networks and customer relationships. 
However, in the event of continued reliance on conventional steel, it would not effectively mitigate the environmental pressures identified in Task 1. Besides, the growing need for low-carbon supply chains is viewed as a strategic opportunity by Tata Steel, especially for automotive and engineering customers (Tata Steel, 2026). Thus, there is more potential for market development, as lower-carbon steel could be sold in new markets and to new customers, especially Europe’s automotive and engineering industries, which are increasingly requiring higher sustainability levels. 
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Figure 3: Ansoff Matrix
(Source: Ferreira and de Sá, 2024)
Furthermore, the matrix indicates that as diversification allows companies entry into a new market with new products, it is a risky strategy (Ferreira and de Sá, 2024). This strategy might be useful, as it can enable Tata Steel to be a part of the emerging clean-energy or green-technology sectors, but it would also increase the risks for the firm. The green-steel transformation is facing major technological, infrastructural, and funding issues (Teixeira, 2025; Li et al. 2025). Product development strategy involves introducing new products to an existing market and is relatively low-risk in comparison to diversification (Cullen, 2024). Hence, the product development strategy is recommended as Tata Steel’s main growth strategy. 
Specifically, the product development strategy for the company must include the creation of new lower-carbon and circular steel products and the ability to engage and leverage existing customer relationships and market knowledge. Importantly, Tata Steel already has some products to support this strategy, namely Zeremis® Carbon Lite and Zeremis® Recycled, as well as the integration of renewable energy into the decarbonisation programme and the use of electric arc furnaces (Tata Steel, 2024). Therefore, the company should strive to go beyond individual lower-carbon solutions to a portfolio of validated low-emission steel products, accompanied by clear carbon information and LCA (Life Cycle Assessment). Additionally, this is commercially viable as the green-steel transition is seen as an opportunity for differentiated growth in 2025-26 among Tata Steel’s customers in automotive and engineering segments in Europe (Tata Steel, 2026).
Besides, while concerning the implementation of the product development strategy, Tata Steel should aim to have a tiered product mix, with lower-carbon products across the tiers catering to different levels of customer sustainability preferences and willingness to pay. For instance, automotive customers might receive low-emission steel with independently verified carbon data, and construction and infrastructure customers might receive products with higher recycled content. Another aspect of the strategy should be co-development with important customers. OEMs (Original Equipment Manufacturers) and project developers are already being worked with by Tata Steel, in applications like automotive lightweighting, construction and specialised steel (Tata Steel, 2024). 
This co-operation can aid in improving the customer relationship and raise the chance of new products being technically and environmentally suitable. Importantly, there must be credible environmental evidence to support product development. For example, this can be related to Tata Steel’s commitment to achieve over 80% of its finished Indian products to be under lifecycle assessment and environmental performance for all its Indian products to be made public by 2030 (Tata Steel, 2024). This can help to build trust with customers and reinforce sustainability claims.
[bookmark: _Toc243485082]Competitive advantage through lower-carbon product development
Lower-carbon products can be differentiated in terms of verified emissions reductions, product quality, circularity, traceability, and customer-specific solutions to ensure competitive advantage. This is especially significant, as Tata Steel has viewed the transition to green steel as an opportunity to grow differently, particularly with its European automotive and engineering customers (Tata Steel, 2026). Its relationship with OEMs and project developers can also help fuel innovation in the product and help build customer relationships and long-term customer retention (Tata Steel, 2026). 
Not just based on green steel, the competitive edge would come from reducing carbon intensity, technical performance, and credible environmental evidence being combined. The positioning is already reflected in Tata Steel’s current products, Optemis® and Zeremis®, and will benefit from the investments made in the EAF technology, renewable energy, and circularity. This may enable the company to strengthen its social connections with customers wanting to minimise their own Scope 3 emissions. However, to justify a green premium, the value will need to be perceived by the customers, which can then contribute to competitive advantages. Thus, clear carbon information and LCA, along with good product performance, should be presented with the sustainability message to mitigate credibility and greenwashing concerns.
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On a managerial level, I chose Tata Steel because its size, global footprint, and its active decarbonisation efforts create an appropriate background for discussing the impact of the environment on marketing and strategic development. The company has pledged to reach Net Zero emissions in 2045 and is exploring various technological solutions depending on the region (Tata Steel, 2024). I think this was an ideal fit, as it is a transition that goes beyond environmental issues and includes customer, regulatory, and commercial issues as well. 
I chose the environment, legal environment, and social actors, as these actors had the highest level of external pressure on managerial decision-making. In particular, the environment was chosen as a priority, as the traditional steelmaking concept is directly being attacked by the impacts of climate change and carbon reduction (Zhang et al. 2025). The legal factors were chosen as they are increasingly influencing the costs of production and access to markets and investment decisions. Customers were added as demand and willingness to pay make lower-carbon products commercially successful. Notably, Tata Steel has listed factors such as customer readiness to pay, regulation, green energy availability, and infrastructure as impacting its transition (Tata Steel, 2026).
Regarding strategic growth decisions, I looked into all four options of the Ansoff Matrix before choosing product development. I observed that Tata Steel has the opportunity to leverage its footprint with customers and technical expertise to create new lower-carbon and circular steel solutions. From a management standpoint, this recommendation is more attainable than a growth approach that would contribute to organisational competitive advantage.
However, I am aware that the recommendation has some limitations. Specifically, the analysis is based on secondary information, which does not directly reflect the perceptions, willingness to pay, or priorities of Tata Steel’s key customers. The public company reports also offer limited access to confidential product-level information on profitability and returns on investment and customer contracts. Furthermore, the economics of green steel are still not certain, due to varying geographical markets in terms of technology maturity, energy costs, and scrap availability and infrastructure (Teixeira, 2025; Watari and McLellan, 2024). These factors can affect technology decisions, sequencing of investments, and transformation speed.
As a consultant for Tata Steel, I would want to conduct primary research with the customer, gain evidence of their willingness to pay for green steel, benchmark against competition, and undertake detailed forecasts for green steel demand before making a final recommendation. Additionally, I would ask for product-level LCA data, capital expenses, return on investment, technology-readiness data, and sensitivity analysis based on various energy-price and regulatory scenarios. I think interviews with the senior managers, key customers, and technology partners would also give evidence of the feasibility of implementation. Overall, the analysis has shifted my thinking from decarbonisation as a duty to the environment to seeing it as a marketing and growth opportunity. Product Development seems to be a strategic fit as it allows the company to leverage its current skill set with customer needs and demands. 
[bookmark: _Toc243485084]Conclusion
In conclusion, for Tata Steel, a lower-carbon transition is driven by strong environmental pressure, stricter regulation, and shifting customer expectations. The highest growth potential is in product development, where Tata Steel can leverage current strengths and deliver lower-carbon and circular steel solutions. This can enhance differentiation, customer relationships, and future market competitiveness.
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	Factor
	Key external influence on Tata Steel

	Political
	· Government decarbonisation policies, industrial strategies, and financial support can accelerate investment in cleaner steelmaking (Li et al. 2025)
· The UK government committed £500 million towards Tata Steel’s £1.25 billion Port Talbot EAF project (GOV, 2026)

	Economic
	· High capital requirements 
· Energy prices, steel demand and uncertain green premiums influence the commercial feasibility of low-carbon steel (Li et al. 2025)

	Social
	· Customers, investors and communities increasingly expect businesses to demonstrate environmental responsibility (Souza et al. 2025; Zhang et al. 2025)
· Demand for lower-carbon products and transparent sustainability claims 

	Technological
	· Electric arc furnaces, hydrogen-based reduction, renewable energy, scrap recycling, and process innovation provide pathways for reducing emissions (Li et al. 2025)
· Technology readiness and infrastructure remain constraints (Teixeira, 2025)

	Legal
	· Carbon regulations and trade mechanisms (Yu et al. 2024)
· The EU Carbon Border Adjustment Mechanism (CBAM) increasingly connects carbon performance with international market access and competitiveness (European Commission, 2026)

	Environmental
	· Climate change, emissions reduction and resource efficiency (Zhang et al. 2025)
· Strong pressure on steel producers to reduce the carbon intensity of production and develop lower-carbon products 
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