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[bookmark: _Toc243382128]Task 1: Marketing Environment Analysis
[bookmark: _Toc243382129]Company Selection and Analytical Scope
Tata Steel is a great example of how environmental forces are changing Industrial marketing. Whilst acknowledging that the environmental performance of the entire multinational group cannot be reflected in the actual performance of each site, this report focuses on its UK business and the Port Talbot transition. The 2025-2026 Tata Steel report features a £1.25 billion electric arc furnace (EAF) project, an annual capacity of 3.2 million tonnes and a 90% cut in onsite carbon emissions. These are investment plans and expected results; not numbers for completed decarbonisation (Tata Steel, 2026). 
This report uses the PESTLE framework to critically analyse three external factors which have an impact on the transition of Tata Steel towards making lower carbon steel: environmental, economic and technological. A special focus is on environmental constraints such as carbon emissions, resource availability and the reduction of environmental impact of steel production. Economic factors are explored, including electricity prices, investment needed, and market conditions; and technological factors are explored, including electric arc furnace developments, scrap processing and emissions measurement. The analysis is based on the opportunities and constraints these external developments provide for Tata Steel's production decisions, costs and competitive positioning (Fan & Friedmann, 2021; Kim et al., 2022 and Algers et al., 2025).
[bookmark: _Toc243382130]Environmental Influence: Decarbonisation and Resource Constraints
[bookmark: _Toc243382131]Environmental Performance as a Market Requirement
Steel production through conventional methods are under threat from environmental pressures as it is becoming more and more difficult to reconcile the carbon-intensive approach with customers' decarbonisation targets. But without revealing its boundary of emissions, its route of production and its baseline of comparison, “green steel” is not a precise enough proposition. The decarbonisation of steel represents a sequence of coordinated technological, infrastructural and institutional transformations, and is by no means a policy of equipment replacement that creates environmental superiority along the value chain (Fan & Friedmann, 2021; Kim et al., 2022; Qian et al., 2024).
Tata Steel's forecasted on-site reductions is shown in Figure 1 (based on an indexed baseline). The difference is relevant to the market: if the buyer is buying finished steel, they will want product-level evidence that includes electricity, feedstock, and the associated processing operations. There is thus a need for marketing to include validated carbon intensity per tonne, in addition to performance data. The reduction of the site's projected footprint would equate to a reduction in the lifecycle footprint of each product, which would overestimate the evidence available (Suer et al., 2022; Qian et al., 2024; de Freitas Netto et al., 2020).
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Figure 1. Indexed comparison of previous and projected Port Talbot on-site emissions. Source: Author’s own work based on Tata Steel (2026).
[bookmark: _Toc243382132]Electricity and Scrap as Strategic Constraints
The environment benefits from EAF production, as there is an opportunity for recycling of scrap; however, these benefits are dependent on the quality of feedstock and supply of electricity. Similarly, studies on hydrogen steelmaking show that the carbon benefit is related to the electricity used to produce the hydrogen. Therefore, technological labelling can be used as a substitute for the lifecycle assessment, and the results of the hydrogen-based routes should not be mapped directly to the investment of Port Talbot's scrap-based EAF (Bhaskar et al., 2020; Rechberger et al., 2020; Toktarova et al., 2021).
Availability of scrap is also different from region to region. According to Watari, Giurco and Cullen (2023), there are benefits for areas with existing stocks of steel, but the developing economies are subjected to more constraints. However, the availability of plenty of scrap does not guarantee that it is adequate feedstock for challenging applications. Completeness and accuracy of the compositional information is important, and contamination can affect production quality and is commercially significant, which is why sorting traceability and supplier coordination is important. Tata Steel should therefore consider the supply of reliable scraps as part of its 'customer value infrastructure' and not just a purchasing matter (Compañero et al., 2021; Raabe et al., 2024; Sari et al., 2026).
For Tata Steel, resource efficiency is an important aspect of reacting to environmental pressures. With the resource-constrained scenario modelled by Watari and McLellan (2024), a global steel production capacity of about 30% less than the projected BAU demand in 2050 is feasible. Business-as-usual is the study's base demand pathway, without the extra demand reduction measures being modeled in the resource-constrained analysis. The conditional finding calls into question growth strategies that rely solely on an expansion in volume. Tata Steel has instead a potential opportunity to add value by assisting with longer product life cycles, better yield in manufacturing, and by assisting customers to design products which need less steel. These are approaches that involve commercial development and resource efficiency (Watari & McLellan, 2024; Bocken et al., 2025). A similar study (Watari, Cabrera Serrenho, et al., 2023) on the analysis of steel and cement supply potential under various carbon-budget scenarios is presented in Figure 2.
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Figure 2. Original published graph of feasible steel and cement supply under carbon-budget constraints Source: Watari, Cabrera Serrenho, et al. (2023)
[bookmark: _Toc243382133]Political and Legal Actors
The transition is influenced by government support (investment, carbon pricing and carbon trading). The UK Government will fund up to £500m (40%) of the £1.25 billion announced investment, the other 60% coming from Tata Steel. This subsidy lessens the financing burden on the company, but does not guarantee that the operating costs or customer demand from the company or future margins will be competitive (Tata Steel UK, 2024). There are complementary policy and market arrangements that are necessary for industrial decarbonisation, and many studies show that subsidy measures, in isolation, are insufficient (Fan & Friedmann, 2021; Algers et al., 2025). 
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Figure 3. Announced funding composition of the Port Talbot investment Source: Author’s own work based on Tata Steel UK (2024).
The UK Carbon Border Adjustment Mechanism (CBAM) will start on 1 January 2027 for certain products, including iron and steel. It is a measure to counter carbon leakage through imposing a similar carbon price on the relevant imports. But, because of its product-specific nature, it cannot be assumed that all imported products that compete will be treated the same. The marketing department should share regulatory changes with customers in terms that they can apply to their procurement process, backed by valid, reported emissions data and not vague assertions of competitive advantage in the UK (HM Revenue & Customs [HMRC] 2026, Qian et al., 2024 and Kim et al., 2022). 
The distributional effects of the transition are just as crucial to the public legitimacy of the transition. Decarbonisation can help maintain industrial jobs while generating challenges for employment and communities. As Wang and Lo (2021) demonstrate, a just transition is a transition that involves labour, governance and broader justice issues. Communications can thus limit the consideration for stakeholders who will incur adjustment costs, if those stakeholders are the only ones who are not discussed. Tata Steel should report on retraining, workforce engagement and community outcomes in its reporting, separate from, and not as though, a carbon reduction is a criterion for social sustainability (Wang & Lo, 2021; Montgomery et al., 2024; Bocken et al., 2025).
[bookmark: _Toc243382134]Social Factors: Sustainability Expectations and Public Trust
Pressure from societal expectations about environmental responsibility drives steel producers to prove that they are making credible strides to reduce carbon in steel production. Studies showed that trust, perceived benefits and credibility of environmental claims impact reactions to sustainability communication (Szabo & Webster, 2021; Eyasu & Negash, 2026). These expectations will make it even more crucial for Tata Steel to back up environmental claims and to make clear what has been achieved and what remains to be done. But, positive attitudes towards sustainability do not always result in higher prices or purchases. This means that Tata Steel needs to respond to the public's expectations, and not rely on the reputational goodwill to lead to commercial returns (Montgomery et al., 2024).
Social pressures also stem from the expectation that industrial decarbonisation will not come at the cost of livelihoods and will take into account communities that are impacted by restructuring. The just transition literature focuses on participation, fairness in terms of sharing transition costs and benefits (Wang & Lo, 2021). Workforce consultation, retraining and transparent reporting of community outcomes are important considerations when applied to Tata Steel. Transition presented entirely in carbon reduction terms could fail to bring people to the table, who are feeling the economic and social impacts of the transition, and may lead to a lack of support from stakeholders. Tata Steel's response should therefore not only involve environmental improvement, but it should also be demonstrated through social responsibility and accept that there are compromises between production changes and jobs and the long-term industrial viability (Wang & Lo, 2021; Bocken et al., 2025; Montgomery et al., 2024).
Table 1 summarises the environmental, political and legal, and social factors considered. These factors combine to drive Tata Steel's transition, providing impetus to lower environmental footprint, meet policy needs, and uphold public confidence.
Table 1. External influences and marketing implications
	Influence
	Opportunity
	Principal challenge
	Marketing response

	Environmental factors
	Lower-carbon products and greater material circularity
	Resource constraints and the need to demonstrate lifecycle emissions reductions
	Communicate verified product-level emissions and traceability

	Political and legal factors
	Investment support and measures addressing carbon leakage
	Policy dependence and compliance requirements
	Provide accurate environmental documentation and regulatory reporting

	Social factors
	Stronger public trust through credible environmental and social responsibility
	Greenwashing concerns and the effects of restructuring on workers and communities
	Substantiate claims and transparently communicate consultation, retraining and community outcomes


Source: Author’s own synthesis based on Kim et al. (2022), Qian et al. (2024), and Eyasu and Negash (2026).
[bookmark: _Toc243382135]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc243382136]Recommended Ansoff Strategy: Product Development
The product development is advised to be Tata Steel's key growth path based on two reasons: firstly to provide an improved lower-carbon steel portfolio to its current industrial customers. Ansoff's (1957) Matrix depicts four growth strategies, which include market penetration, market development, product development and diversification. Product development is the introduction of new or improved products to the marketplace. The proposed offering would offer Tata Steel customers the technical specifications they need, as well as the independently verified lower embodied-carbon performance, with material traceability and technical support. The improvement that is intended is therefore a measurable environmental attribute in the customer offering and backed by reliable evidence (Ansoff, 1957; Bocken & Geradts, 2020; Qian et al., 2024).
This recommendation is based on the environmental pressures, political and legal requirements, and social expectations identified in Task 1. In the first instance, Tata Steel needs to engage with current customers to qualify the improved offering and determine if the environmental attributes have an impact on the purchasing process. This strategy is compared with the other Ansoff strategies in Table 2. Market penetration may be necessary to retain customers during the transition and market development may follow the successful qualification in existing markets. Diversification would add further product and market volatility into an already challenging transition process. Therefore, it is preferable to first go in the direction of product development, provided environmental improvement is confirmed, technical acceptance and commercial viability are ensured (Ansoff, 1957; Bocken & Geradts, 2020; Algers et al., 2025).
Table 2. Application of the Ansoff Matrix
	
	Existing markets
	New markets

	Existing products
	Market penetration: retain accounts through service and supply reliability
	Market development: expand established products into additional applications

	New or enhanced products
	Product development—priority: verified lower-carbon grades and services
	Diversification: simultaneous entry into unfamiliar offerings and customer groups


Source: Adapted from Ansoff (1957); company applications are the author’s proposals.
[bookmark: _Toc243382137]Competitive Advantage Through Focused Differentiation
Tata Steel should first aim at differentiation to the customers for whom the embodied-carbon reduction is verified and can make a significant impact on the procurement decision. Porter's (1985) framework backs up a competing by distinctive value in a selected segment. It would be hard to motivate a broad cost leadership, in the absence of evidence of favourable electricity, scrap and conversion costs. However, differentiation can easily be copied by rivals and customers may not be prepared to pay premium prices for differences made in just the language used to market the products or services (Porter, 1985; Fan & Friedmann, 2021; Szabo & Webster, 2021).
The offer added value is a mix of certified environmental performance, technical qualification, traceability and customer integration. Such additional capacities are more sustainable than a generic “green” certification. Closed-loop arrangements could involve the return of appropriate customer scrap to the production system and joint engineering projects would enhance yields and minimise material needs. But their worth is dependent on the specification of the feedstock, the logistics and the contractual governance. However, the concept of circularity needs to be assessed based on measurable operational results, not on the basis of recycling (Compañero et al., 2021; Raabe et al., 2024; Sari et al., 2026).
The conditional relationship of capability investment and competitive outcomes is shown in Figure 4. Technology only plays a part in advantage if there is reliable evidence coupled with customer acceptance and commercial execution linked to the purchasing behaviour.
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Figure 4. Proposed pathway from decarbonisation capabilities to competitive advantage Source: Author’s own work based on Bocken and Geradts (2020), Qian et al. (2024), and Porter (1985).
[bookmark: _Toc243382138]Marketing Responsibilities and Technology
Marketing to coordinate the discovery, positioning and evidence-based communication. Account teams should differentiate between customers that have mandatory emissions targets and those customers that have general sustainability preferences. Carbon Boundaries, grade and delivery commitments should be included in the contracts. Communication should distinguish any improvements that are planned from any improvements that have been achieved, as future-oriented claims are susceptible to becoming a form of greenwashing if conditions for their achievement remain unclear (Montgomery et al., 2024; de Freitas Netto et al., 2020; Eyasu & Negash, 2026).
Controlled access to product documentation, qualification records and approved environmental statements by digital customer portals. While AI can help with demand forecasting and prioritisation of accounts, human oversight should be the final say in determining claims and strategies. Digital reach is not a good indicator of success in this market, but rather are qualified opportunities, contractual conversion and repeat purchasing. These recommendations link the organisational role of marketing with recent technological developments, thus tackling LO1 and LO2 (Huang & Rust, 2021; Dwivedi et al., 2021; Bashar et al., 2026).
[bookmark: _Toc243382139]Implementation and Commercial Controls
Implementations should be made via customer research, pilot qualification and stepped up expansion. Additional contracts should be contingent upon actual product results, carbon data backed by a third party and favorable contract margins. Test cases with no premium and higher electricity prices and delayed qualification in the decision making. Table 3 sets out proposed controls, but does not provide invented company targets. Lastly, growth must be assessed not just via tonnes, but also via customer value and profitable applications, taking into account the potential contradiction between growth and resource efficiency (Toktarova et al., 2021; Watari & McLellan, 2024; Bocken et al., 2025).
Table 3. Proposed management controls
	Dimension
	Measure
	Decision requirement

	Environmental credibility
	Verified emissions per tonne
	Consistent boundaries and independent assurance

	Technical performance
	Qualification results and rejection rates
	Compliance with customer specifications

	Demand
	Contracted volume and conversion
	Purchasing commitments beyond stated interest

	Commercial viability
	Contribution margin under stress scenarios
	Acceptable returns with limited premiums

	Social legitimacy
	Retraining and stakeholder outcomes
	Transparent assessment of transition effects


Source: Author’s proposed controls based on Qian et al. (2024), Toktarova et al. (2021), and Wang and Lo (2021).
[bookmark: _Toc243382140]Task 3: Managerial and Professional Reflection
[bookmark: _Toc243382141]Rationale for Key Decisions
I selected Tata Steel because its Port Talbot transition provides a practical case for examining how environmental pressures influence production investment and marketing strategy. However, relying on a prominent company’s disclosures creates a risk of accepting corporate claims without sufficient critical evaluation. I therefore distinguished between announced investment commitments, projected environmental benefits and demonstrated commercial outcomes. This distinction strengthened my recommendation by avoiding the assumption that technological investment automatically produces customer acceptance or competitive advantage. It also highlighted the importance of independently verified emissions data when evaluating the credibility of a lower-carbon product offering (Kim et al., 2022; Qian et al., 2024; Montgomery et al., 2024).
I prioritised environmental factors because emissions reduction and resource constraints directly affect Tata Steel’s transition towards lower-carbon production. Political and legal factors were selected to examine how government support and regulatory requirements influence the transition, while social factors addressed public trust and expectations concerning workers and affected communities. These categories provided a focused basis for evaluating external pressures and developing recommendations. However, selecting only these influences limited the analysis: economic conditions and technological developments also require consideration before implementation. A fuller assessment would examine electricity costs, scrap availability and production capabilities alongside the selected factors (Fan & Friedmann, 2021; Wang & Lo, 2021; Algers et al., 2025).


[bookmark: _Toc243382142]Strategic Judgement and Leadership Communication
My smartest strategic move was to suggest development of products for established customers as opposed to significant market growth. Joint qualification is possible through existing relationships, but does not eliminate procurement risk because of the relationship. I also saw that if production-process innovation is not meaningful, it remains only production-process innovation and is not product development. This qualification makes the Ansoff recommendation more defendable and not an automatic yes to invest (Ansoff, 1957; Bocken & Geradts, 2020; Verhoef et al., 2021).
When presenting the recommendation to senior leadership, I would specify three conditions for expanding the proposed lower-carbon product range: independently verified reductions in product-level embodied carbon, successful qualification against customers’ technical specifications, and purchasing commitments that support acceptable margins. The principal uncertainties concern customers’ willingness to pay, electricity and scrap costs, and the time required for product qualification. Positive attitudes towards sustainability would not establish that customers will accept higher prices (Eyasu & Negash, 2026). I would therefore recommend customer interviews, controlled product trials and financial sensitivity analysis before wider commercial commitments. This would allow leadership to assess whether the strategy remains viable under lower premiums, higher input costs or delayed customer acceptance. I would also evaluate growth through improved customer value and material efficiency, recognising that longer product lifetimes and reduced manufacturing waste may create value without increasing sales volumes (Watari & McLellan, 2024; Bocken et al., 2025).
[bookmark: _Toc243382143]Limitations and Further Evidence
This analysis is based on secondary sources that has varying aims and scope. Company disclosures can be helpful when it comes to investment plans, but do not necessarily prove environmental claims. Many studies of technology in the academic world employ modelled conditions which might not apply to Port Talbot. In addition, consumer marketing results should not be taken for granted in industrial procurement. The wide range of references thus reinforces the conceptual analysis but cannot be used as a substitute for primary commercial evidence (Suer et al., 2022; Szabo & Webster, 2021; Watari, Cabrera Serrenho, et al., 2023).
I would conduct interviews with customers, grade-level lifecycle assessments, qualification results, contract for electric, and competitor's specifications before completing the strategy. Downside scenarios and investment alternatives should be analyzed in the financial analysis. Beyond emissions, consultation with workforce and community representatives would be a way to address legitimacy. Professionally, this exercise helps reinforce the importance of clear communication of uncertainty and of using commercial, technical and ethical evidence. This leads to a conditional recommendation: lower carbon product development should be pursued as long as the demand and delivery possibility allows for sustainable returns (Toktarova et al., 2021; Wang & Lo, 2021; Algers et al., 2025).
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