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[bookmark: _Toc243564445][bookmark: _Toc243564463][bookmark: _Toc243564499][bookmark: _Toc243564608]Introduction
This report critically analyses three external influences on Outokumpu’s transition toward lower-carbon products, focusing strongly on the natural environment alongside customers and government regulation. It uses Ansoff’s Matrix to recommend growth through Circle Green market penetration and considers differentiation, before reflecting on strategic decisions, analytical limitations and evidence needed by senior leadership.
[bookmark: _Toc243564446][bookmark: _Toc243564464][bookmark: _Toc243564500][bookmark: _Toc243564609]1. Marketing Environment Analysis
[bookmark: _Toc243564447][bookmark: _Toc243564465][bookmark: _Toc243564501][bookmark: _Toc243564610]1.1 Outokumpu and the Lower-Carbon Steel Market
Outokumpu‚ a Finnish firm‚ is one of the largest producers and marketers of stainless steel products in Europe and the Americas․ Outokumpu's net sales in 2025 were €5․468 billion‚ and it delivered 1․751 million metric tons of stainless steel products in 2025 (Outokumpu‚ 2026a)․ Circle Green products are existing lower-carbon stainless steel products‚ not planned products (Outokumpu‚ no date a)․ Muslemani et al․ (2021) cite obstacles to producing lower-carbon steel products‚ including product development and demand stimulation․ Outokumpu provides an example of overcoming environmental and business obstacles․
[bookmark: _Toc243564448][bookmark: _Toc243564466][bookmark: _Toc243564502][bookmark: _Toc243564611]1.2 Environmental Pressures and Opportunities
In marketing-environment theory, the natural environment is a macroenvironmental factor affecting product development and promotion by influencing resource costs and product claims (Kotler, Armstrong, and Balasubramanian, 2024). Climate change is a key concern for steel producers because of emissions from material extraction, alloying and energy-intensive processing. Climate change and resource use are two material issues identified through materiality assessment at Outokumpu. Other material issues include energy costs and supply (Outokumpu, 2026a, p. 56). Key market issues facing Outokumpu include opportunities and threats related to sales of lower-carbon stainless steel to customers seeking to lower their own carbon emissions and concerns over production costs. Outokumpu’s marketing challenge is to translate lower emissions into an offering at a price acceptable to customers.
Circular production offers advantages and disadvantages. According to Outokumpu, the recycled material content reached 96.7% in 2025, a small increase over 95.3% in 2024 (Outokumpu, 2026a, p. 58). Risks associated with recycled materials use identified by Outokumpu include limited supplies and higher costs of scrap materials (Outokumpu, 2026a, p. 56). Risks of differentiated recycled stainless-steel production include limited supplies of higher-quality scrap materials. Although Fan and Friedmann (2021) identify other production considerations related to efforts to reduce carbon emissions from primary steel production, insights from primary steel production are not directly transferable to recycled stainless-steel production.
 Circle Green offers a measure that can help businesses distinguish their products. Outokumpu states that its Circle Green stainless steel product has a carbon footprint down to 0.5 kg CO₂e per kg of stainless steel, compared with a 2024 industry average carbon footprint of 7.0 kg CO₂e per kg of stainless steel, a reduction of up to 93% (Outokumpu, 2025). Circle Green carbon footprints may be higher than 0.5 kg CO₂e per kg. The baseline product used for comparison is not a standard Outokumpu product. Other findings by García Gutiérrez et al (2024). indicate differences in life-cycle impacts among alloys and other issues to consider when comparing products using a percentage approach.
 Outokumpu states that its carbon reporting tools for products report cradle-to-gate Scope 1-3 emissions for particular products. Certificates and other documentation report carbon emissions information for particular products. Third-party verification is provided for product carbon reporting (Outokumpu, no date b). Disadvantages of cradle-to-gate carbon reporting for particular products include a lack of information about use and end-of-life issues. Other disadvantages for buyers considering different stainless steel products include a lack of common performance measures for carbon and other factors. Online databases with more detailed product information may provide marketing benefits to industrial buyers of stainless steel products if source information can be tracked and updated (Zhang and Seuring, 2024).
 Method claims cannot verify other benefit and cost-saving claims for customers. Montgomery, Lyon, and Barg (2024) review greenwashing risks; their research does not verify Circle Green claims. Market opportunities for green marketing are substantial but will depend on the company's success in verifying other claims and providing value to customers.
[bookmark: _Toc243564449][bookmark: _Toc243564467][bookmark: _Toc243564503][bookmark: _Toc243564612]1.3 Customer Expectations and Market Demand
Customers are a microenvironmental factor affecting business demand for environmentally friendly products (Kotler, Armstrong, and Balasubramanian, 2024). According to a study by Dahlquist (2021), buyer-seller relationships, knowledge exchange and seller marketing expertise influence customer demand for green products. In addition to environmental factors, other factors that influence the purchase of green products by businesses include technical and service factors and cost factors (Kotler, Armstrong, and Balasubramanian, 2024).
Grundfos provides an example of a customer’s planned adoption of lower-carbon materials. For example, Grundfos reported that approximately 90% of the Outokumpu stainless steel used in its production would be Circle Green in the announcement year (Grundfos, no date). This indicates that at least one customer is using low-carbon materials, but more information is needed on the extent of use of low-carbon materials by other pump customers and any premium Grundfos is paying for low-carbon materials.
The benefits of marketing activities extend beyond product-carbon labeling information. Terho et al (2012). recommend value-based sales approaches, such as gathering information about customer needs and goals and other ways to assist customers. Other Outokumpu marketing activities described in the literature include customer relationship and distribution activities (Outokumpu, 2026a, p. 53). Product-carbon certification from Outokumpu may be a useful tool for interacting with customers. Brown et al (2024). highlight the importance of coordination within B2B organisations when sustainability value is delivered. Sales data on repeat and other sales, retention, and profitability would be useful in evaluating the success of Outokumpu's marketing activities. Public partnership announcements are not enough to evaluate these outcomes. Evaluating the success of marketing efforts with Circle Green will require data on whether Circle Green sales are incremental or are replacing sales of other Outokumpu products, which have different profit profiles.
[bookmark: _Toc243564450][bookmark: _Toc243564468][bookmark: _Toc243564504][bookmark: _Toc243564613]1.4 Government and Regulatory Influences
Government agencies are components of the political and legal environment of an organization's marketing environment. Regulatory forces shape the macroenvironment, while customers operate in the microenvironment. The European Commission's Carbon Border Adjustment Mechanism went into effect on January 1, 2026, for some imported products, including iron and steel (European Commission, no date). Requirements for importers participating in the mechanism include carbon reporting and certification. Benefits of these requirements include reduced price differences due to carbon costs for imported versus domestic products and greater market opportunities for lower-carbon products.
 However, CBAM does not apply as a tax to all products produced by Outokumpu, and Circle Green products do not automatically receive a direct commercial benefit from CBAM. EU steel producers are subject to the EU Emissions Trading System for covered emissions (European Commission, 2024). Unlike CBAM, Circle Green’s cradle-to-gate footprint include emissions from upstream processes. Benefits listed for Circle Green products cannot directly establish lower CBAM costs (European Commission, 2026, pp. 22-23). Other potential effects of CBAM on competition depend on emissions, applicable obligations, costs and buyer responses. Bellora and Fontagné (2023) predict that implementing CBAM may reduce carbon leakage but harm competition in export and other markets. These modelled effects do not establish firm-level outcomes for Outokumpu.
 For marketing purposes, policies can help sell products related to carbon disclosure and other regulatory risks to customers. According to Clausen et al. (2023), aspects of policy design that encourage innovation by businesses subject to environmental policy may not automatically improve firm performance. Policy can offer marketing advantages to businesses, but these advantages will not replace other customer demand or business advantages, such as lower prices.
[bookmark: _Toc243564451][bookmark: _Toc243564469][bookmark: _Toc243564505][bookmark: _Toc243564614]1.5 Critical Synthesis of Marketing Implications
Taken together, the three external forces suggest conditional commercial opportunities for Circle Green products. Environmental external forces offer opportunities based on Circle Green's environmental and recycled-content claims. Other waste- and energy-related external forces create challenges for availability and pricing of Circle Green products (Outokumpu, 2026a). A company using Circle Green products has been identified as a specific customer, but this example does not establish wider demand (Grundfos, no date). EU carbon regulations might affect Circle Green's competitive position but do not assure additional sales (Bellora and Fontagné, 2023). Review articles on European B2B markets report relationships between green marketing and competitive advantage but do not confirm Circle Green's profitability (Tzanidis et al., 2024). Task 2 evaluates growth using Ansoff’s Matrix.
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Figure 1. External marketing-environment influences on Circle Green. Source: Author’s analysis, informed by Kotler, Armstrong and Balasubramanian (2024).
[bookmark: _Toc243564452][bookmark: _Toc243564470][bookmark: _Toc243564506][bookmark: _Toc243564615]2. Strategic Growth and Competitive Positioning
[bookmark: _Toc243564453][bookmark: _Toc243564471][bookmark: _Toc243564507][bookmark: _Toc243564616]2.1 Ansoff Matrix: Evaluation of Growth Options
Ansoff’s (1957) product–market matrix distinguishes growth through existing versus new products and markets. For Outokumpu, the baseline matters: Circle Green is already sold in multiple stainless-steel grades and used by established industrial customers, including Grundfos (Outokumpu, no date a; Grundfos, no date). Accordingly, introducing Circle Green to these buyers cannot be classified as product development.
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Figure 2. Ansoff Product–Market Matrix applied to Outokumpu. Source: Adapted from Ansoff (1957), using Outokumpu (no date a).
Market penetration uses established grades, specifications and client relationships, limiting commercial hesitancy. Market development could extend demand but needs evidence of genuinely unserved segments, buyer qualification requirements and viable channels. Product development requires an offering beyond Circle Green’s current grades, while diversification combines unfamiliar products and markets without a substantiated opportunity. Existing EVOLVE initiatives involving advanced alloys and chromium technologies must not be presented as new Circle Green proposals (Outokumpu, 2026b). Penetration is therefore the best-supported direction, although Ansoff cannot establish profitability.
[bookmark: _Toc243564454][bookmark: _Toc243564472][bookmark: _Toc243564508][bookmark: _Toc243564617]2.2 Recommended Growth Strategy and Justification
The market-penetration strategy should be focused on making Circle Green more popular among industrial clients and distributing parteners served by Outokumpu, not on a new geography or product category. This recommendation follows Section 1: measurable emissions advantages create an offering, Grundfos illustrates buyer commitment, and EU carbon policy may reinforce interest without guaranteeing orders. It also complements Outokumpu’s EVOLVE strategy, which identifies sustainable stainless steel, cost competitiveness and customer value as priorities (Outokumpu, no date c). The proposal is thus an extension of current commercial activity, not a claim that management has overlooked an entirely new market. 

Implementation should target existing accounts purchasing compatible grades regularly and requiring emissions information. For a proposed 90-day pilot, marketing and sales would select accounts and communicate grade-matched value; technical specialists would check product equivalence, certificate boundaries and supply reliability. This follows Terho et al.’s (2012) value-based selling and Dahlquist’s (2021) industrial buyer–supplier analysis. Distributing parteners could participate if they can explain carbon data properly. Marketing performance should be evaluated through qualified offers, conversions and repeat orders, rather thanconcludedfrom partnership announcements. 

Commercial evaluation must distinguish competitor switching, increased orders and substitution for Outokumpu’s conventional grades. The first two can increase sales volumes, while substitution may increase revenue through a premium or improve margins and retention; net effects must be demonstrated. Pilot expansion should require positive incremental contribution after production and servicing costs, repeat purchasing and acceptable delivery performance. Outokumpu’s July 2026 report notes European end-use demand improved only in some industrial segments (Outokumpu, 2026b). Management needs to expand or revise targeting or stop based on trial results; profitability and willingness to pay numbers are not confirmed for Circle Green. 

[bookmark: _Toc243564455][bookmark: _Toc243564473][bookmark: _Toc243564509][bookmark: _Toc243564618]2.3 Competitive Advantage and Strategic Risks
Porter’s (1985) differentiation strategy clarifies the competitive test: Circle Green’s lower embodied emissions create advantage only if targeted customers value that distinction sufficiently to sustain returns after the costs of producing, verifying and selling it. Outokumpu’s grade-specific carbon-footprint information and batch-level certificates can make its proposition more credible in business procurement (Outokumpu, no date b). However, verified measurement is an enabling capability, not evidence of a generally accepted price premium. 

Rivalry tests how defensible that value is. Aperam markets infinite, a competing lower-carbon stainless-steel range (Aperam, no date). Since suppliers use different grades, benchmarks and boundaries, advertised reduction percentages cannot demonstrate general superiority. Outokumpu could instead differentiate through established technical relationships, grade qualification and integration of batch-specific certificates into account service. These are proposed sources of customer value, not proven outcomes; rivals can also improve documentation and service. Tzanidis et al (2024). associate European B2B green marketing with competitive benefits but cannot establish Outokumpu’s margins. 

Technology tools can be used to provide this service. Other advantages of detailed product information include better traceability (Zhang and Seuring, 2024). Information and certifications about grades can save customers time and other costs related to product certification and comparison. Barriers to providing this service to customers include data accuracy, updates, and other compatibility issues. Giving customers more information about your products may reduce barriers to comparison shopping and product differentiation. New regulations may increase demand for carbon information but not willingness to pay a premium for carbon information on products. 

The big risk of expanding operations include lesser customer demand, increased material and energy costs, and competition from current and new products. Market penetration limits unfamiliar-product and market risks, since already existing products and customer relationships can be used.
[bookmark: _Toc243564456][bookmark: _Toc243564474][bookmark: _Toc243564510][bookmark: _Toc243564619]3. Managerial and Professional Reflection
[bookmark: _Toc243564457][bookmark: _Toc243564475][bookmark: _Toc243564511][bookmark: _Toc243564620]3.1 Rationale for Company and Actor Selection
Approaching this analysis as advice to Outokumpu’s leadership, I selected the company because Circle Green provides an existing, commercially marketed lower-carbon material against which environmental positioning can be tested, rather than a hypothetical launch (Outokumpu, no date a). I deliberately moved beyond the more familiar companies suggested in the brief, but novelty alone would not justify the choice. The stronger reason was the combination of a measurable product-carbon proposition and identifiable customer engagement through Grundfos (Grundfos, no date).
I prioritised the natural environment because climate pressures, scrap dependence and emissions information shape the product proposition. Customers were necessary to examine whether the proposition influences industrial buying; regulatory institutions were necessary to assess the competitive setting. These influences are complementary, but not identical kinds of marketing actors: customers operate in the microenvironment, whereas natural environmental and political–legal pressures are macroenvironmental forces (Kotler, Armstrong and Balasubramanian, 2024). Focusing on Circle Green improves depth but limits what can be concluded about Outokumpu’s wider business.
[bookmark: _Toc243564458][bookmark: _Toc243564476][bookmark: _Toc243564512][bookmark: _Toc243564621]3.2 Reflection on Strategic Decisions
My central strategic decision was to prefer market penetration over unfamiliar products or markets. Ansoff (1957) helped clarify the alternatives, but the recommendation depended on verifying that Circle Green and relationships such as Grundfos already exist. Treating their expansion as a new product launch would misclassify the opportunity. Initially, Circle Green’s reported footprint advantage appeared to offer a compelling differentiation case. However, the analysis showed that customer commitment does not establish an acceptable premium, and additional Circle Green purchases may replace conventional-grade sales rather than increase overall volume.
Porter’s (1985) differentiation logic therefore changed the emphasis from environmental uniqueness to customer value after costs. I would recommend account-level trials measuring incremental contribution and repeat purchases before scaling. Inconsistent distributor explanations of carbon data could weaken confidence: Jain, Basu and Dwivedi (2024) associate brand governance and consistent communication with B2B channel-partner commitment, although their study does not establish Outokumpu’s channel effectiveness. I learned that verifying existing products and markets must precede selecting a growth strategy; I would apply that discipline in future consultancy work.
[bookmark: _Toc243564459][bookmark: _Toc243564477][bookmark: _Toc243564513][bookmark: _Toc243564622]3.3 Analytical Limitations and Additional Evidence Needed
Public sources examined do not disclose Circle Green-specific prices, contribution margins or incremental demand. I therefore cannot determine whether penetration would increase profitability or simply change the sales mix. Before seeking leadership approval, I would request grade-level production costs, account-level purchasing histories, realised premiums and interviews with customers who rejected or accepted the offering. 

The literature reinforces why such evidence matters without filling the gap. Johansson and Kriström (2022) critically examine green-steel premiums, while Bălașa and Sandberg (2025) show how primary-steel transition economics vary with energy and production assumptions. Neither provides a valid Circle Green margin estimate. I would also verify Grundfos’s actual purchasing outcomes, not rely solely on its announced transition, and obtain comparable environmental data for Aperam’s competing offer. 

Alkhatib, Kecskés and Keller (2023) examine digital green marketing, but their wider findings do not establish stainless-steel procurement effects. I would therefore test whether certificate-linked reporting changes purchasing decisions. If trials show weak margins, low goodwill to pay or significant cannibalisation, I would revise penetration rather than defend it strongly.
[bookmark: _Toc243564460][bookmark: _Toc243564478][bookmark: _Toc243564514][bookmark: _Toc243564623]Conclusion
Outokumpu’s Circle Green range offers a credible basis for differentiation, but verified carbon performance alone cannot guarantee commercially sustainable growth. Environmental pressures, documented customer interest and EU regulation support examining further adoption within existing industrial markets. Accordingly, market penetration is preferable to less substantiated product–market expansion at present. Marketing should translate reliable product-carbon information into buyer-specific value, while management tests realised premiums, account-level demand, incremental contribution and retention. The recommendation should be expanded only where those results demonstrate competitive value after costs.
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