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[bookmark: _Toc243576259]Task 1. Marketing environment analysis
[bookmark: _Toc243576260]1.1 Scope and strategic judgement
[bookmark: _Int_wqSdIhK1]A lower carbon version of the strip steel should be developed by Tata Steel which is independent of the existing buyers in the UK, with commercial agreements subject to access to electricity and product qualification. This report does not try to assume that Tata Steel UK follows the same production route as the multinational group rather it is based on Tata Steel UK and Port Talbot. It assesses evidence available on 22 October 2026. External factors are explored including the natural environment, customers and government and regulators. The first one is a macroenvironmental force while the latter are the conversions of environmental forces into institutional and purchasing needs. 
[image: ]Source: Author synthesis from IEA (2024), Department for Business and Trade (2026) and Tata Steel (2026).
The case of Port Talbot is important as it is a consequence where decarbonisation affects both the production system and the customer proposition. The plan for the electric arc furnace is a £1.25 billion investment, of which £500 million will be provided by government (Tata Steel, 2025; Department for Business and Trade, 2025). However, the cost of construction is not a measure of commercial viability. The changeover should keep customers fulfilling the technical requirements and achieve sufficient margins.
[bookmark: _Toc243576261]1.2 The natural environment
1.2.1 Carbon intensity and the credibility of environmental value
The IEA (2020) estimated the direct emissions of CO2 due to iron and steel accounted for about 7% of emissions from the global energy system. This is a measure of corporate emissions in the metals and mining sector that is distinct from the broader metals and mining assessment brief. In this context, environmental pressure warns against the steel production model and its essential infrastructure applications will continue to generate demand. There are multiple technological pathways identified by Rippy, Bell and Leick (2024) and no single technological solution automatically eliminates all emissions sources. 
Scrap melting can significantly reduce emissions from the ironmaking process, which is traditionally based on coal. Tata Steel (2025) predicts that their emissions at the Port Talbot site will be around 90% lower than they are now, or around five million tonnes per year. These are claims which have not been measured and are expected at the site level and not at the completed product level. Using them as a product carbon foot print would mask the emissions from electricity, imported feedstock, finishing and transport. 
The accounting boundary is of commercial importance. During the transition Tata Steel UK uses imported slab and coil to ensure uninterrupted downstream operations (Tata Steel, 2026). This reduction in domestic emissions would be part of a shift in production and not a proportional decrease in global emissions. Value-chain accounting does include purchased-material emissions that do not fall within direct operational inventories (WRI and WBCSD, 2011). Marketing should therefore inform the consumer both on the location of production, and on the lifecycle boundary behind each claim. 
[image: ]
Source: Author synthesis from WRI and WBCSD (2011) and IEA (2024).
Lower emissions progress is differentiated from near-zero production in the IEA (2024) and is recommended to be transparent and comparable. This means that Tata must provide evidence of the emissions of the product instead of a blanket green label. A wider production standard is provided by Responsible Steel (2024a) and site certification and product environmental declaration respond to different questions. A mere statement of each other's needs should not be taken for granted.
1.2.2 Circularity and resource constraints
Scrap production provides a chance to add value for the customer. But the available tonnage of scrap does not correlate with the available tonnage of suitable feedstock. The presence of copper may limit the quality of recycled material, and more dilution and separation would be needed for more demanding applications (Daehn, Serrenho and Allwood, 2017). This results in a direct marketing risk: an appealing carbon statement alone won't offset specification and surface quality inconsistencies. 
Competition to scrap is growing (UK Steel, n.d.) and there is a need to improve the quality of the local recovery (Department for Business and Trade, 2026). Tata needs to go for closed loop agreements with customers with qualified steel supply as part of the deal. These can enhance traceability and retention, but sorting, logistics and other procurement costs need to be evaluated before such savings can be guaranteed. 
[bookmark: _Int_y14mVSmJ]Circularity also has a system-level limitation. Clean scrap diverted from another efficient furnace can have a smaller impact on Tata's reported footprint but may not provide the same benefit to the world. Environmental communication needs to recognize recycled content but not make any unjustified claim that all growth through recycling equals the same amount of new emissions savings. Efficient material use, transparent electricity accounting and verified product performance are the key elements in the appropriate proposition.
[bookmark: _Toc243576262]1.3 Customers
1.3.1 Demand formation and willingness to pay
There is a growing need for evidence of emissions from purchased materials for business customers. SteelZero is an example of coordinated buyer demand by the pledges to lower emissions and ultimately to reach a net-zero steel (ResponsibleSteel, 2024b). These pledges provide Tata with an entry point to win a seat at the table with manufacturers and construction supply chains. They do not create a state of a premium by all buyers, nor a binding order to announce. 
The IEA (2025) suggests that demand commitments to be transformed to firm offtake agreements. Demand creation and aggregation remain a key focus of its 2026 assessment (IEA, 2026). Therefore, customers should be segmented along qualification requirements, procurement authority, emission requirements and the willingness to contract, and Tata should be doing just that. Potential customers of existing construction products are a good place to start, while automotive and packaging applications will need to be evaluated technologically. 
There has been significant price pressure. But OECD (2026) forecasts will be accompanied by low demand growth and low excess capacity, which will limit suppliers' bargaining power. Tata Steel (2026) expects deliveries into the UK of 2.21 million tonnes for FY2025-26 and a £218 million loss in EBITDA. That's proof that transitioning to an environmental economy is not happening in a sustainable market, but in a market entrenched in financial constraints.
1.3.2 Marketing contribution and technology
Technical improvements must be translated into marketing value: acceptable specifications, evidence of reporting, eligible delivery, and procurement. It's contributions involve demand research, account prioritisation, competitor comparison and sales promise coordination with operational readiness. Awareness is just the first step, the true measure of success is achieved through contract conversion and retained contribution. 
Digital records for the product may link batches to emissions of factors, feedstock sources and environmental statements. The WTO (n.d.) encourages harmonization of steel-emissions measurement, which helps to make the arguments for interoperable information more compelling than proprietary ones customers can't compare. Missing supplier information may be identified by automated data checking, but estimates generated by the model should be identified and be subject to review. Only reliable measurements and allocation rules provide improved decision quality through technology.
[bookmark: _Toc243576263]1.4 Government and regulators
1.4.1 Policy support and competitive exposure
Government affects the transition through funding, carbon pricing, planning and infrastructure. Neath Port Talbot Council (2025) approved the furnace proposal, demonstrating an enabling institutional decision. The £500 million support package lowers the financing burden but does not establish that customers will absorb operating costs. Tata must distinguish investment assistance from a durable commercial advantage.
The UK carbon border adjustment mechanism is scheduled to begin on 1 January 2027, covering selected carbon-intensive imports, including iron and steel (HMRC, 2026). It may improve the relative position of lower-emissions production by addressing carbon leakage. However, the effect depends on product coverage, embodied emissions, overseas carbon prices and implementation. Imported substrate used during Tata's transition also requires assessment; the company cannot assume that border policy benefits it in every transaction.
Infrastructure remains a binding constraint. Tata Steel UK (2026) describes progress on the grid connection and a large furnace, while ABB (2025) confirms orders for supporting electrical technologies. These developments do not prove an energisation date. Press Trust of India (2026) reported the chief executive anticipating possible power access in 2029, later than earlier commissioning expectations. This reported revision warrants a contingency and direct confirmation from project and network teams before sales promises are approved.
1.4.2 Claims and social legitimacy
The CMA (2021) requires environmental claims to be clear, substantiated and appropriately complete. Although its guidance primarily addresses consumer protection, its principles provide a useful communication benchmark for steel claims that pass downstream. Statements about future reductions should specify assumptions and avoid implying that planned production is already available.
Environmental progress also creates distributional consequences. Public support and job-security statements must be considered alongside restructuring and local adjustment. Freeman's (1984) stakeholder perspective explains why employees and communities affect implementation legitimacy. Overall, environmental pressure creates an opportunity, customers determine monetisation, and institutions shape feasibility. Table 1 summarises these interacting conditions.
Table 1 External actor implications for Tata Steel UK
	Actor
	Opportunity
	Constraint
	Required response

	Natural environment
	Lower product emissions
	Power and scrap quality
	Verify lifecycle evidence

	Customers
	Procurement demand
	Premium uncertainty
	Qualify and contract

	Government and regulators
	Funding and carbon policy
	Compliance and grid access
	Confirm conditions before launch



Source: Author synthesis from IEA (2024), Department for Business and Trade (2026) and Tata Steel (2026).
[bookmark: _Toc243576264]Task 2. Strategic growth and competitive positioning
[bookmark: _Toc243576265]2.1 Ansoff evaluation
The growth strategy is to go down the product development pathway: introduce a proven lower carbon steel product to existing customer markets. Where physical grades are well known, the production route, carbon evidence and contractual service are also considered product novelty. Ansoff (1957) sets it apart from market penetration, which is the intensification of the selling of existing products. In Figure 1 the four options are compared.
Figure 1 Ansoff growth options for Tata Steel UK
[image: ]
Source: Author application of Ansoff (1957). Product development is the proposed priority.
Market penetration is still required while transitioning from imports to continue to maintain accounts and service. However, it is not the only thing that can provide the environmental offer envisaged. If a product line is to be developed into a new segment in an export market, there is a need to qualify the product, as this adds to the complexity of the logistics and reporting needs. There would be a time crunch to manage unrelated diversification and not keep up with the capital needed for the transformation. This sequencing focuses on learning then extending commercial exposure. 
Ansoff is a direction, not a profitability. Some of its categories also overlap with the case of existing customers buying new real carbon attributes. Customer evidence, cost and conditions for approval must be added to the recommendation and not be considered as success proof based on the matrix.
[bookmark: _Toc243576266]2.2 Competitive advantage through focused differentiation
The first step should be to pursue differentiated value propositions for the existing accounts with known proven procurement needs. Porter (1985) associates differentiation with "activities that add more value to the buyer than to the additional cost. The advantage being proposed by Tata is quality grades, genuine emission data, technical assistance and reliable distribution. It should not state that it is the leader in industry cost without some comparative information regarding the costs of electricity, scrap and conversion. 
Lower emitting alternatives are already on the market for competitors. Furnace technology and environmental branding are not hard to imitate and the era of fossil-based energy can be said to be over when it comes to recycled steel, says SSAB (2023). Tata's defensibility needs to be built on coordinated activities instead: customer qualification, closed-loop material agreements, guaranteed data, and built-in account relationships. This is not an electric furnace ownership-based conclusion, as it is based upon Porter's value-chain logic. 
The offer should contain both a batch linked emissions data and contractually defined boundaries. Technical documentation and support to help buyers report on procurement claims, and separating measured results from forecasted results. Independent assurance minimizes information risk, and customer trials confirms functional equivalence. All premiums must be based on proven value to the buyer and be commercially negotiable.
[bookmark: _Toc243576267]2.3 Implementation and financial discipline
Sales and marketing should conduct interviews with priority accounts, obtain conditional offtakes and agree on qualification procedures prior to commissioning. Confirm feedstock chemistry in procurement and product trials in operations, confirm contingency supplier. Approval should be required from commercial, technical, and sustainability functions for launch. Table 2 suggests decision gates and does not state company targets.
Table 2 Proposed launch gates and accountable functions
	Gate
	Evidence required
	Accountable function

	Supply readiness
	Confirmed energisation and qualified scrap
	Operations and procurement

	Customer readiness
	Approved trials and conditional orders
	Technical and commercial

	Claims readiness
	Assured footprint and approved wording
	Sustainability and legal

	Economic readiness
	Acceptable downside contribution
	Finance and leadership


Source: Author recommendations informed by Porter (1985), CMA (2021) and IEA (2025). These are proposed gates, not reported Tata policies.
Financial approval should use contribution per tonne after scrap, energy, conversion, logistics and assurance costs. A simple sensitivity illustrates exposure: at an assumed electricity use of 0.5 MWh per tonne, a £20/MWh price increase adds £10 per tonne. These are illustrative assumptions, not Tata operating data. At one million tonnes, the annual effect would be £10 million before mitigation, showing why a small premium cannot be treated as guaranteed profit.
Contracts should therefore incorporate suitable energy and scrap adjustment mechanisms, subject to buyer negotiation. Delayed energisation requires a parallel retention plan using transparently described imported substrate. Tata should avoid pre-selling domestic furnace output against an unconfirmed date. A downside scenario should combine launch delay, lower contracted volume and a zero premium, rather than testing each risk independently.
[bookmark: _Toc243576268]2.4 Measurement and strategic conclusion
Performance measures should cover qualified contracted volume, contribution per tonne, customer retention, delivery reliability, verified product emissions and claims corrections. Proposed operating safeguards include emissions documentation for every launch product and no unsupported near-zero label. Commercial volume targets should follow customer research, not arbitrary growth percentages. Figure 2 shows how evidence supports the decision to scale.
Figure 2 Evidence required before scaling the proposed offer
[image: ]
Source: Author synthesis informed by Porter (1985), IEA (2024) and IEA (2025).
If qualified demand covers insufficient volume at acceptable contribution, management should delay wider rollout and revise the offer. Marketing must report adverse evidence rather than treating environmental preference as a guaranteed order.
Task 3. Managerial and professional reflection
[bookmark: _Toc243576269]3.1 Judgement and company selection
In preparing this report, I selected Tata Steel because Port Talbot connects environmental strategy to identifiable investment, customer and institutional decisions. A narrower UK scope made the analysis more defensible than combining Indian, Dutch and British operations with different technologies and market conditions. The strongest lesson was that company scale and publicity do not replace a clearly defined unit of analysis.
My initial attraction to the reported site-emissions reduction required correction through closer examination of accounting boundaries. I recognised that a site-level forecast cannot establish a finished product's lifecycle footprint. This changed my recommendation from promoting a broad green-steel message to requiring product evidence and qualification before launch. That analytical change reflects learning from this assignment, rather than claiming professional experience I have not evidenced.
[bookmark: _Toc243576270]3.2 Actor and strategy choices
I prioritised the natural environment because it directly drives production change. Customers and government were selected because they determine whether that change can become a viable offer. Competitors and suppliers remain important, but were treated as interacting influences rather than added as separate principal actors. This kept the analysis focused while exposing the limits of a three-actor assessment.
For senior leadership, I would defend product development as a controlled commercial experiment rather than an unconditional expansion commitment. Existing customer relationships reduce some market uncertainty, but they do not eliminate qualification or price risk. Porter's framework also challenged me to distinguish an available technology from a defensible capability. The resulting strategy depends on relationships, evidence and delivery performance that must work together.
[bookmark: _Toc243576271]3.3 Limitations and further evidence
The report relies on public secondary sources, including organisations with incentives to present favourable outcomes. Company forecasts and government announcements were compared with standards, research and sector analysis, but triangulation cannot replace independent operational verification. Announced investment and construction progress remain insufficient evidence of commissioning readiness or commercial returns.
This also changed how I would communicate uncertainty. Rather than conceal missing evidence behind a confident recommendation, I would show leadership which assumptions can be tested and who owns each verification. That approach makes professional accountability part of the strategy itself.
A consultant should request the confirmed grid programme, furnace operating assumptions, grade-level qualification results, independently reviewed product footprints and customer-level margins. Interviews with buyers should test procurement eligibility, switching costs, contract terms and willingness to pay. Scrap suppliers should provide chemistry and availability evidence; workforce representatives should explain training needs and transition concerns. These inputs could materially change the timing and scale of the recommendation.
I would also seek a reconciled financial model, including imported-substrate exposure, working capital, energy scenarios and the consequences of policy changes. Without those inputs, the report cannot responsibly estimate investment returns or claim an optimal premium. My managerial responsibility would be to make these uncertainties explicit and establish decisions that can be revised as evidence improves. Future work should strengthen my ability to connect lifecycle data, customer research and financial appraisal before presenting a final investment recommendation.
[bookmark: _Toc243576272]References
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