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[bookmark: _Toc234927533]Task 1: Marketing Environment Analysis
1.1 Company and Market Context 
In FY2026, Tata Steel's consolidated revenue rose to ₹232,140 crore, with 23.43 million tonnes of crude steel produced within the country. The company also disbursed ₹14,026 crore on capital accounts that reflect the financial and operational size of the challenge they faced as they transitioned (Tata Steel, 2026a). Roughly 3.4 million tonnes were dispatched domestically for automotive and special products customers, while 7.2 million tonnes were shipped to the industrial and project markets, thereby connecting decarbonisation to customer procurement expectations (Tata Steel, 2026b). This scale leads to more carbon exposure and more funding for low-carbon production. A relevant benchmark was ArcelorMittal's XCarb portfolio, which includes reduced-carbon products, independently verified certificates as well as steel that is made with renewable electricity instead of scrap. 
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Figure 1: Financial Highlights of Tata Steel
(Source: Tata Steel, 2026a)
[bookmark: _Toc234927534]1.1. Natural Environment Analysis 
[bookmark: _Toc234927535]1.1.1 Climate and Emissions Pressure 
The continued reliance on carbon-intensive blast furnaces for steel production puts pressure on the industry with regards to reducing Scope 3 emissions, as the industry must continue to meet the regulatory and buyer requirements. In India, Tata Steel's intensity is 2.34 tCO2e/tcs for FY2026, and it has set as its goal to become a net-zero company by 2045 (Tata Steel, 2026). The 0.3 tCO₂/tonne Ludhiana EAF, which is being built by Tata Steel at a cost of ₹3,200-crore, will be of the commissioned type. Direct emissions are slated for reduction by 90% at the 3.2 MTPA Port Talbot EAF if it is implemented successfully and supplied by low carbon electricity (Tata Steel, 2025c). One of the key competitors, ArcelorMittal, reported intensity of 1.79 tCO₂e per tonne and a 47.7% absolute Scope 1 and 2 reductions since 2018 (ArcelorMittal, 2026a). 
[bookmark: _Toc234927536]1.1.2 Resource Scarcity and Circularity 
Circularity decreases the need for iron-ore and coking-coal usage but limits expansion due to scarcity of scrap, its quality and competition. Tata Steel used 20% scrap in FY2025 and targets 30% by 2030, while Port Talbot targets over 70%, from 17% (Tata Steel, 2025). Local sourcing reduces transport emissions, and boosts recycled content claims. A 966 MW agreement secured 2.8 lakh MWh for Jamshedpur and 4.2 lakh MWh for Kalinganagar (Tata Steel, 2025a). However, carbon emissions reduction for EAF steel does not automatically mean it's zero carbon because of electricity mix, contamination, efficiency, logistics and reporting boundaries. In contrast, the steel firm, ArcelorMittal, is analysed to be using renewable electricity to make scrap-steel, potentially undermining differentiation (ArcelorMittal, 2026).
[bookmark: _Toc234927537]1.1.3 Environmental Credibility and Communication 
Measurable, consistent, third party verified statements are necessary for credibility. The Tata Steel European divisions (Tata Steel, 2025a) have two carbon-lite products, Optemis and Zeremis, and Tata Steel's Carbon Bank 3rd party verifies its CO₂ savings of over 50,000 tonnes. The recycled and renewably supplied steel is combined with a certificate of blast-furnace decarbonisation to make XCarb (ArcelorMittal, 2026b). Certifications are not required to purchase steel, but offer support to Scope 3 reporting. The use of different boundaries, electricity assumptions, and electricity allocation methods makes it difficult to compare results. Green premiums must have clear separation of achieved and attributed reductions.
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Table 1. Lower-Carbon Comparison
(Source: Self-developed)
The comparison, as shown above, focuses on transition planning towards commercially relevant EAF capacity and verified carbon savings at Tata Steel. However, at the moment, ArcelorMittal delivers better, more customer-facing, differentiation in its single architecture called XCarb (ArcelorMittal, 2026). Making a direct comparison to performance is still challenging due to variations in geographical coverage, product definitions, as well as carbon-allocation approaches. Therefore, disclosing data clearly and transparently is crucial for a credible positioning.
[bookmark: _Toc234927538]1.2 Technological Environment Analysis 
[bookmark: _Toc234927539]1.2.1 EAF Technology 
In March 2026, Tata Steel invested around ₹3,200 crore in its 0.75 MTPA (ton per annum) scrap-based EAF in Ludhiana, making it the world largest plant with CO₂e less than 0.3 tonne per tonne of crude steel (Tata Steel 2026a). The new 3.2 MTPA Port Talbot EAF expected to be installed in 2027 will aim to reduce onsite emissions to around 90%. (Tata Steel, 2025). However, competitiveness relies on low carbon electricity, quality of scrap, on performance of the product, on acceptance and on the timely construction. The €1.3 billion, two-million-tonne EAF facility in Dunkirk by ArcelorMittal shows that there is fierce competition and the differences between the plants will only grow greater unless Tata Steel commercialises verified supply promptly, reliably and in volume (ArcelorMittal, 2026a). 
[bookmark: _Toc234927540]1.2.2 Hydrogen, Renewable Energy and CCUS 
Operating measures involve a number of biochar applications, renewable-power agreements, but the 5-TPD carbon-capture plant and the Hydrogen Injection (H2i) trials are still in the pilot stage at Tata Steel. Its renewable share in India is expected to rise from 2.4% in FY2026 to 6.4% in FY2027 (Tata Steel, 2026b). Existing commissioned equity renewables' capacity is 1.6 GW and shows higher scale (ArcelorMittal, 2026a). Commercial value however will require Infrastructure, cost and technology reliability over time. 
[bookmark: _Toc234927541]1.2.3 Digital Verification and Carbon Tracking 
Tata Steel used more than 860 AI models, implemented a Carbon Bank and conducted lifecycle assessments on 80% of their products, improving the traceability of their products by using Scope 3 evidence (Tata Steel, 2026b). In 2025, ArcelorMittal published 213 Life Cycle Assessments (ArcelorMittal, 2026a). Weak carbon claims can be digitalised, if there are inconsistencies in methods or inputs though. 
[bookmark: _Toc234927542]1.2.4 Integrated Critical Evaluation 
The push for natural environment pressure is driving Tata Steel's investment in EAFs, renewable energy, alternative reductants and carbon measurement. Zhang et al. (2023) added that technology is not necessarily a marketing tool, unless it yields a commercially viable product that can demonstrate emissions reduction that is acceptable to customers. Equipment is less of a competitive advantage, as competitors get in on the technology. Tata Steel's challenge is to turn low-carbon capacity into consistent supply, assure transparency around the product's footprint, and be able to sign customers on collaborative contracts to lower their Scope 3 emissions. Implementation speed, quality of assurance, and customer acceptance and pricing competitiveness contribute to advantage.
[bookmark: _Toc234927543]1.3 Technological Environment Analysis 
[bookmark: _Toc234927544]1.3.1 Electric Arc Furnace Technology 
In March 2026, Tata Steel invested around ₹3,200 crore in a new 0.75 MTPA scrap-based EAF facility to go into operation with the expectation of producing less than 0.3 tCO₂e per tonne of crude steel (Tata Steel, 2026b). The 3.2 MTPA Port Talbot EAF is expected to be in operation in 2027, and will reduce onsite emissions by approximately 90% (Tata Steel, 2025). These projects can generate recycled content products, meet procurement and regulatory market requirements, and can help industrial contracts. But competitiveness relies on low carbon electricity, consistent scrap quality, product performance and acceptance and timely construction. Contrarily, the rival company, Arceroll-Mittal, has a Dunkirk EAF worth a headline, which costs only €1.3 billion (Kolisnichenko, 2026). This, in turn, raises the question how much is Tata Steel spending on differentiating the technology from Arcelor-Mittal before rivals do the same at commercial scale in this vein. 
[bookmark: _Toc234927545]1.3.2 Hydrogen, Renewable Energy and CCUS 
Current business activities being conducted by Tata Steel include renewable-power contracts, and ongoing biochar use; hydrogen injection, the 5-TPD carbon capture plant and HIsarna trials are in the pilot phase. Its renewable share in India is expected to rise from 2.4% in FY2026 to 6.4% in FY2027 (Tata Steel, 2026b). 
[bookmark: _Toc234927546]1.3.3 Digital Verification and Carbon Tracking 
More than 860 AI models were deployed across Tata Steel, a Carbon Bank was established, and lifecycle assessments were completed for 80% of products further enhancing traceability and Scope 3 evidence (Tata Steel, 2025b). In 2025, ArcelorMittal carried out 213 lifecycle assessments (ArcelorMittal, 2026a). But use of inconsistent methods or inputs can digitise and not bypass the weak carbon claims. 
[bookmark: _Toc234927547]1.3.4 Integrated Critical Evaluation 
Basu and Basu (2025) have referred to Tata Steel as fast on the momentum of investing in lower carbon technologies in natural-environment pressure. Technology generates marketing value, however, only if it provides commercially available steel that verifies a reduction in emissions. 
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Figure 2. Tata Steel’s Technology Maturity Pathway
(Source: Self-created)
The pathway makes the differentiation of commercializable technology from project and experimental solutions. Immediate use of Tata Steel output from Ludhiana beats future hydrogen or CCUS benefits. There is significant scope for lower carbon supply to be scaled up in Port Talbot, but this should not do so until the technologies have been independently demonstrated at commercial scale before the customer is bound.
[bookmark: _Toc234927548]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc234927549]2.1 Strategic Direction
The pressure from the environment is driving the demand for proof of lower carbon steel, with new technologies giving Tata Steel the means to meet the challenge. The ideas of Kotler et al. (2024) revealed that Ansoff’s Product Development strategy is efficient enough in targeting existing automotive, construction and industrial customers with new lower-carbon products. This is further supported by Porter’s differentiation through verified emissions performance, quality and reliable supply delivery. 
[bookmark: _Toc234927550]2.2 Ansoff Options Evaluation 
	Ansoff option
	Tata Steel application
	Decision

	Market penetration
	Existing steel sales in current markets
	Insufficient

	Product development
	Verified lower-carbon steel for existing customers
	Recommended

	Market development
	Lower-carbon steel in new markets or sectors
	Later stage

	Diversification
	New products in new markets
	Highest risk


Table 2. Ansoff Options for Tata Steel
(Source: Self-developed)
Market penetration will boost the sales of Tata steel's conventional products in its current markets, but will not aid in Tata's low carbon transition. Product development is desired as the company would be in a position to sell verified low carbon steels to the automotive, construction and engineering sectors via the downstream facilities, platforms (Optimis and Zeremis), EAF (Ludhiana) and project (Port Talbot) and carbon-verification systems. According to Verhoef et al. (2021), this reflects Ansoff’s product-market arrangements and adoption with growth options in less risk with new products in classic markets than diversification. Growth is associated with new products or markets. 
[bookmark: _Toc234927551]2.3 Recommended Product Development Strategy 
Tata Steel's verified portfolio of customers in the automotive, construction, engineering, infrastructure, defence and shipbuilding sectors should be scaled up for a lower carbon portfolio. The plan should involve the use of high recycled content steel from Ludhiana, verified commercial output from Europe to be of Optemis and Zeremis quality and the use of output from Port Talbot once the commercial commissioning. As per Clark et al. (2022), existing strategic accounts need to be prioritised, as existing procurement partnerships can minimise involvement uncertainty, facilitate co-development of trials and drive development and commercialisation. This study suggests that the ability to develop sustainable products based on stakeholder needs and to offer differentiated customer value is a basis of increased competitive position in developing sustainable products (Kahupi et al. 2021). Growth will, therefore, be dependent upon adequate supply, conventional grade quality, an independent carbon verification, timely delivery, and customer willingness to pay an evidence based premium. Tata Steel models should meet market-specific requirements by leveraging production and customer capabilities into an alternative and differentiated lower-carbon option.
[bookmark: _Toc234927552]2.4 Competitive Advantage and Positioning
Tata Steel needs to develop more specific differentiation, by linking substantiated carbon reductions to technical performance, but providing a safe grade for a range of customers, with recycled-content guarantees and reliable supply. The exclusive ownership model to gain an advantage is not enough. ArcelorMittal sold 400,000 tonnes of XCarb steel in 2024, showing there's strong commercial interest and competitiveness as well. (ArcelorMittal, 2025) For Tata Steel, this means providing independent verified product footprints, scope 3 reporting assistance and long-term decarbonisation collaborations, instead of just sustainability claims. Lower-carbon steel will be essential in the international market, which will be hard to replace and will ensure premium positioning. This is because of consistency in terms of quality, transparency of evidence, delivery reliability and collaborative innovation.
[bookmark: _Toc234927553]2.5 Implementation and Market Delivery 
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Figure 2: Tata Steel: 4QFY2026 and FY2026
(Source: Tata Steel, 2026b)
There are 3 stages of implementation. Tata Steel's first step should be to validate Ludhiana's emissions while working, recycled content and quality through customer tests, assessment of product life cycle and product carbon declaration. Secondly, it needs to be making scope 3 data available to customers in the automotive and construction sector. Based on verified carbon credits, it must be sold over a long-term contract that separates physical reductions from scope 3 carbon redemptions. Thirdly, expanding supply following coordinated Indian and European portfolios, regulated procurement markets, renewable electricity and traceable scrap will be essential. Tata Steel has achieved a significant distribution reach in India, with 22.53 million tonnes of lower-carbon supply during FY2026 and a smaller percentage of deliveries coming from lower-carbon capacity (Tata Steel, 2026b). 
[bookmark: _Toc234927554]2.6 Risks and Performance Measures 
	Key risk
	Mitigation action
	Performance measure

	Customer premium resistance
	Offer phased pricing and sector trials
	Green premium realised

	Electricity cost volatility
	Secure renewable power contracts
	Energy cost per tonne

	High-quality scrap scarcity
	Build traceable supplier partnerships
	Verified scrap share

	Commissioning delays
	Apply milestone and contingency controls
	Schedule variance

	Product quality inconsistency
	Test grades with key customers
	Defect and rejection rate

	Competing lower-carbon offers
	Strengthen verified differentiation
	Market share

	Carbon-standard inconsistency
	Use transparent common methodologies
	Assurance coverage

	Greenwashing exposure
	Separate physical and certificate reductions
	Verified claims annually


Table 3. Risks and Performance Measures
(Source: Self-developed)
Each transition risk is connected to a practical risk control and a measurable KPI in the table. This will help Tata Steel to ensure that they can detect implementation issues early on and prevent any loss in commercial credibility, margins, and customer retention.
[bookmark: _Toc234927555]Task 3: Critical Reflection on AI Usage
[bookmark: _Toc234927556]3.1 Tool Disclosure
I have taken help from ChatGPT to assist with finding relevant and updated sources, comparing business information and proofreading. It facilitated finding potentially relevant journal articles, additional company reports and Tata Steel's sustainability information on ArcelorMittal. I also employed it for checking terminology, for grammar and clarity. All sources AI has recommended were opened and studied individually, however. I acknowledge the use of AI for this report in the "AI-use" version acknowledgement form submitted in conjunction with this report. This aspect of this disclosure is crucial as the support of the AI should be clear, not treated as a job for the AI alone.
[bookmark: _Toc234927557]3.2 Critical Evaluation of AI Output
AI-generated outputs were not considered final; they were set as guidelines. I checked the company data with the official reports of both Tata Steel and ArcelorMittal, on their results announcements and webpages. Google Scholar, websites of the publishers and searching for journal references through DOIs, publication date and author details were used to crosscheck. This resulted in the identification of several risks. AI, for instance, sometimes merged figures from reporting areas that did not overlap, sometimes reported as designed emissions performance emission as actual emissions or even reported planned projects as in operation. I fixed these problems by separating them into actual outcomes and business objectives as well as expected results. I also looked at assessment of calculations, units, reporting periods, and emissions data to see if they were for individual sites, national operations, or the whole group. Including such verification is crucial, given that generative AI tools can enhance research processes but can also generate inaccurate or fabricated content (Khalifa and Albadawy, 2024). 
[bookmark: _Toc234927558]3.3 Contribution Analysis
AI helped me find the evidence, the similarities in the documents and to check the expression but I was responsible for analyzing the credibility of the sources and drawing the conclusions as related to the question. I chose Tata Steel as a focal company, determined the parameters of comparison and evaluation of evidence and chose Focused Product Development and focussed differentiation as appropriate strategies. My evaluation of the evidence led to the conclusions about carbon verification, green premiums and competitive risk outlined in this document. Any AI-generated wording or ideas were carefully reviewed, revised or discarded.
[bookmark: _Toc234927559]3.4 Ethical and Professional Reflection
The exercise highlighted the capacity of AI to streamline the marketing research process, but also to generate bias, false confidence, fabricated citations and simplified strategic recommendations. Ethical issues arise with marketing analysis as incorrect environmental statements can potentially misinform consumers and be involved in greenwashing. Hermann and Puntoni (2025) believes there are a need for human oversight, transparency, and accountability in the use of generative AI in marketing, arguing that this is essential to responsible use. Therefore, I did not upload confidential information. Rather, I designated the use of AI in this report and accepted responsibility for the accuracy of the report. Professionally, AI ought to be an aid to good judgment, not supplant it when it comes to source control or ethical decisions.
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Items 4QFY26 3QFY26 4QFY25 FY2026 FY2025
(Provisional) (Actual) (Actual) (Provisional) (Actual)
Production volume %:
Tata Steel IndiaZ 6.25 6.34 544 2348 21.68
Tata Steel Netherlands 1.63 1.68 1.63 6.69 6.75
Tata Steel Thailand 0.32 031 0.32 133 119
Delivery volumes3:
Tata Steel IndiaZ 619 6.04 5.60 l53 20.94
Tata Steel Netherlands 1.70 140 175 6.14 6.25
Tata Steel UK 0.52 0.52 0.63 221 251
Tata Steel Thailand 0.34 0.29 033 132 119
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