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[bookmark: _Toc235527577]Marketing Environment Analysis: Tata Steel's Transition Towards Lower-Carbon Steel
[bookmark: _Toc235527578]1.1 Company Context and Environmental Transition
The example provided by Tata Steel is that of external environmental pressures leading to the transition to low carbon steel. This firm operates in the sectors of constructions, automotives, and engineering as its major client. There are growing expectations from the firm regarding the reduction of carbon emissions related to the process of steel production. It is the Natural Environment that makes the decarbonization the firm’s strategic goal while it is the Technological Environment that gives the way for this transition via innovative production technologies. The £1.25 billion invested by Tata Steel in an electric arc furnace (EAF) in Port Talbot is reported to lower carbon emissions by around 90% (Tata Steel, 2025).
[bookmark: _Toc235527579]1.2 Natural Environment: Climate Change and Decarbonisation Pressure
The most important external pressure on Tata Steel is The Natural Environment. Climate change has increased the scrutiny of carbon-intensive steel production. Decarbonisation is not about small operational improvements, but rather requires significant technological and financial investment. This pressure is also felt in marketing as industrial customers are increasingly taking into account the carbon intensity of materials when making buying decisions and sustainability objectives. Consequently, Tata Steel’s environmental performance impacts on its reputation and product competitiveness in low-carbon supply chains. The company invests in lower-carbon steel to mitigate environmental risks and create products to help customers meet their decarbonisation goals. Thus, sustainability has moved from being a compliance requirement to a customer value and competitive advantage for Tata Steel.
[bookmark: _Toc235527580]1.3 Natural Environment: Threats to Tata Steel
Tata Steel also faces serious threats from the Natural Environment. Moving to a lower carbon intensity steel production will require significant investment, but failure to reduce emissions could lead to greater scrutiny from stakeholders and loss of competitive advantage as customers are looking for lower carbon materials. The challenge is particularly acute as decarbonisation can increase short-term costs before the commercial benefits of lower-carbon production are fully realised. The scale of the challenge is shown by Tata Steel’s transformation of Port Talbot with its £1.25 billion investment in EAF steelmaking, backed by £500 million of UK Government funding (Tata Steel, 2024). This investment may reduce long-term environmental exposure but also shows that the transition requires significant financial resources and organisational change. So, climate change is a strategic risk not just because Tata Steel needs to decarbonise, but because the cost, pace and credibility of its transition could affect its future competitiveness.
[bookmark: _Toc235527581]1.4 Natural Environment: Opportunities for Lower-Carbon Product Development
But environmental pressure also presents an opportunity for Tata Steel. With industrial customers looking for lower emissions in their supply chain operations, and partly due to demand for lower carbon material, Tata Steel is able to distinguish itself through its products. As a result, Tata Steel now competes not just on price, quality, and production capacity but also on proven environmental credentials. One such way is through offering products such as Zeremis Carbon Lite which are proven to provide low carbon steel as well as carbon savings. Where such environmental credentials are valid and verifiable, sustainability becomes part of the value offering of the product in terms of marketing. However, not all customers would want to pay extra for lower carbon steel, particularly under conditions of economic uncertainties.
[bookmark: _Toc235527582]1.5 Technological Environment: Technology as an Enabler of Decarbonisation
The Technological Environment is another important driver for Tata Steel’s move towards lower carbon products. Technological innovation matters because lowering carbon emissions requires changes in the production process, not just in marketing. The proposed Port Talbot electric arc furnace (EAF) is a significant break with conventional blast furnace steelmaking. The EAF is expected to reduce site carbon emissions by around 90% (Tata Steel, 2025) using scrap steel as a key input. This investment will boost Tata Steel’s capability to supply lower carbon steel products and improve its competitive position. But technology alone is not enough to guarantee success; it needs to be reliable, commercially viable and underpinned by credible environmental evidence to deliver real value for customers.
[bookmark: _Toc235527583]1.6 Technological Environment: Opportunities and Limitations
While there are many benefits from the Technological Environment, there are also challenges that arise from it. Firstly, the implementation of the production process using the EAF method involves huge investments in infrastructure and the use of electricity along with scrap metal. According to the research conducted by Klimek et al., (2024), related to the transition of European steel industry, it is possible to suggest that the expansion of EAF capacities will make scrap metal become strategically important and lead to the need for restructuring of the supply chains. In the same way, the process of industrial decarbonisation is linked to energy systems due to the increase in the demand for electricity and low carbon energy infrastructure (Raillard-Cazanove, Knibiehly and Girard, 2024). Therefore, while evaluating the transition of technology in Tata Steel, it should be noted that it is not possible to rely only on the presence of EAF for successful implementation of the process. It also implies the importance of other factors like the system of energy supply and availability of resources.
[bookmark: _Toc235527584]1.7 Critical Synthesis
The two environmental factors, namely the Natural and Technological Environments, act as catalysts of each other in the case of Tata Steel’s move toward lower-carbon products. The former is responsible for the creation of the driving force in the form of economic, reputational and strategic costs of carbon-based manufacturing processes. Meanwhile, the latter helps Tata Steel to take advantage of the created driving force through the use of electric arc furnaces (EAFs) and the creation of lower-carbon products. Nevertheless, the results of the environmental analysis have shown that the mere availability of technologies would not be enough to ensure competitiveness. Tata Steel should translate its investments into technology into successful environmental performance and benefits for the customers despite all the difficulties associated with the decarbonization process. In turn, this point gives grounds to see a connection between the discussed environmental analysis and the next part of the analysis related to Tata Steel’s business growth opportunities.
[bookmark: _Toc235527585]Strategic Growth and Competitive Positioning
[bookmark: _Toc235527586]2.1 Ansoff Matrix and Strategic Growth Options
The Ansoff Matrix is a strategy that evaluates growth strategies based on the correlation between the organisation's current and new products and markets (Ansoff, 1957). This framework gives rise to four strategies: Market Penetration, Market Development, Product Development and Diversification. Market Penetration is achieved by increasing the market share of the current products in current markets and this is typically the least risky of all strategies since the firm operates in familiar product-market conditions. In the case of Market Development, it is the development of the current products in the new markets and in the case of Product Development, it is the creation of new products in the current markets. Diversification is the entry of new products into new markets. This is considered to be the riskiest strategy since there is no familiarity with either the market or the product. Tata Steel faces decarbonization pressures; hence, the Ansoff Matrix would be helpful in understanding the firm's growth strategies.
Table 1:Ansoff Matrix Applied to Tata Steel (Source: Adapted from Ansoff (1957))
	 
	Existing Markets
	New Markets

	Existing Products
	Market Penetration
	Market Development

	
	Increase sales of existing steel products to current industrial customers through stronger customer relationships, service quality and market share growth.
	Introduce existing steel products to new geographical markets or customer segments, such as emerging infrastructure and industrial markets.

	New Products
	Product Development — Recommended
	Diversification

	
	Develop lower-carbon, recycled-content and environmentally verified steel products for existing industrial customers.
	Develop new sustainable products or enter new business areas such as advanced recycling, low-carbon technologies or new materials.



[bookmark: _Toc235527587]2.2 Evaluation of the Four Ansoff Growth Strategies
Market Penetration
Market Penetration means growing the sales of Tata Steel's steel products in its current markets through better relations with current customers in construction, automotive, and engineering industries. It is a relatively less risky approach since Tata Steel already has relations with its customers, knows its market, and has the distribution channels. But at the same time, it only offers a partial solution to the problems posed by environment in Task 1. Even if it helps generate additional revenue in the short term, it does nothing in terms of cutting down the carbon emissions or promoting the use of low-carbon products.
Market Development
In the case of Market Development strategy, the approach would help Tata Steel in selling their existing products in new geographic locations or among new customers in the industries. This will help them to enlarge their customer base and become less dependent on their current markets. But the approach only helps in enlarging the market for the conventional steel products and does not take into account the rising need for sustainability in the market. Expanding in the new areas would also bring difficulties to them because of issues of competition, customer expectations, regulation, and cost of transportation.
Product Development
The strategy of Product Development is the best choice for Tata Steel as it consists of creating new or improved products for its existing customers. In this case, using its experience of steel production, relations with its customers, and technological advancements, Tata Steel will be able to diversify its portfolio and produce more low carbon steel and products with a higher recycled content. For example, Zeremis Carbon Lite and Zeremis Recycled, which include Environmental Product Declarations, reflect this strategy in that they give information about the environmental impact to their customers (Tata Steel, 2025). This strategy connects the issues of the environment with technological developments and new expectations from customers. However, a great amount of money, environmentally-friendly claims, and customers who appreciate low carbon steel will be required.
Diversification
Diversification consists of the introduction of new markets by means of new products, such as modern recycling technologies, circular economy concepts, and new low-carbon materials. Even though Diversification can prove to be an excellent long-term growth strategy that might decrease Tata Steel’s reliance on traditional iron production, this strategy entails the greatest risk, since it implies competition in unknown markets against unknown competitors. Thus, even though Diversification may prove to be helpful for the company’s future strategic development, this strategy cannot be considered preferable to Product Development in view of the company’s current needs.
[bookmark: _Toc235527588]2.3 Recommended Strategy: Product Development
Out of the four Ansoff strategies, Product Development is the most suitable growth strategy for Tata Steel in transforming into a lower-carbon enterprise. This strategy involves developing new or better products for the current market in order to cater for changing consumer needs by using the company's strengths (Ansoff, 1957). Given the preference shown by industrial customers for low-carbon steel, such a move would enable the company to enhance competitive advantage without moving away from the current market.
Examples of Tata Steel's use of the product development strategy include Zeremis Carbon Lite and Zeremis Recycled which involve incorporating sustainable features in its products and also verifying the environmental credentials of the products (Tata Steel, 2025). In this way, the company can link its environmental threats with technology.
Nevertheless, the challenge with Product Development strategy is that low carbon production will need considerable investment and verifiable environmental claims, as well as price premiums acceptable to consumers. Thus, Tata Steel must aim at producing low-carbon steel that is not only sustainable but also has the quality and cost competitiveness expected by the industrial customers.
[bookmark: _Toc235527589]2.4 Competitive Advantage through Differentiation
A Product Development strategy can lead to competitive advantage through differentiation. According to Porter (1985), differentiation can generate competitive advantage in cases where the firm offers attributes that are valued by the customer and which differentiate itself from its competition. Lower carbon steel for Tata Steel would give it an opportunity to differentiate itself based on its environmental performance being demonstrably better, verifiable and relevant to its customers' needs. Industrial customers are under increasing pressure to cut down their emissions in their supply chain; thus buying lower carbon steel would help the customers meet their environmental targets as well. In other words, environmental performance becomes a part of the value offering of the product and not just a corporate responsibility function.
What is important is the difference between technical competence and competitive advantage. The innovation of electric arc furnace or any other technology to de-carbonise the process could ultimately be replicated by its competition. Thus Tata Steel's competitive advantage cannot solely rely on having the technology. Rather, differentiation could be achieved by the combination of technological capability, product quality, credible environmental data, customer relations and scalability of low carbon steel. In this regard, Tata Steel should compete on credible differentiation based on sustainability through reductions in emissions and credible environmental data instead of unsubstantiated environmental claims.
The major risk would be that the low carbon steel does not necessarily warrant higher pricing. Therefore, Tata Steel needs to ensure that the environmental benefits are supplemented by the traditional values of its customers such as product quality and competitiveness of its prices. If Tata Steel can successfully combine all these features, then Product Development can assist Tata Steel to go beyond competition based on its traditional steel products.
[bookmark: _Toc235527590]2.5 Strategic Conclusion
In summary, Product Development is the best Ansoff Strategy that Tata Steel should pursue because the environmental and technological challenges highlighted above are directly addressed through developing lower carbon content products in order to serve the existing industries. Market Penetration and Market Development can be considered safer strategies for achieving steady growth, but none of them addresses the need for change that is necessary due to the process of decarbonization. The Diversification Strategy offers some future possibilities but with more uncertainties. The Product Development Strategy, therefore, strikes the right balance between strategic relevance, existing organizational competencies and future market opportunities. With the support of reliable carbon emission measurements, technological scalability and marketing efforts, lower carbon content steel will offer differentiation advantages to Tata Steel.


[bookmark: _Toc235527591]Critical Reflection on the Use of Generative AI
[bookmark: _Toc235527592]3.1 Tool Disclosure
Generative Artificial Intelligence (AI), in particular, ChatGPT, was utilized in line with the acceptable categories for the assessment. This tool was utilized to assist in carrying out research, which includes searching and exploring possibly useful sources or concepts, proofreading and improving the language, and creating a visual representation in the form of a diagram to assist in the presentation of the analysis. The tool was not employed in developing the structure of the assignment or in writing any content that could be submitted directly.
[bookmark: _Toc235527593]3.2 Critical Evaluation of AI Output
Suggestions for future research generated by AI were considered preliminary information and not necessarily correct evidence. This was essential since AI is capable of producing misleading, unverified or out-of-date information, including false facts and unverified references. Consequently, information related to Tata Steel, decarbonization, the steel industry and reduced carbon production had to be verified using credible academic, institutional or company sources before use. Unverified information was never taken as reliable evidence.
Information produced by AI was analyzed to check its relevance to the subject matter. For instance, the fact that there was an innovation did not automatically mean there was a competitive advantage. The questions to ask include whether there was capacity to implement the innovation, infrastructure and resources needed and whether customers would place any value on lower-carbon products.
[bookmark: _Toc235527594]3.3 Contribution Analysis
The use of AI allowed the identification of relevant concepts, literature, and topics that needed further study as part of the research process. Moreover, it assisted in proofreading by detecting grammatical, syntactic, and clarity errors in the work of the student. Besides, AI was used as a source of creative material for creating the Ansoff Matrix and corresponding analytical diagram.
On the other hand, the intellectual property of the submitted work belonged to the student. It was independently chosen that the Tata Steel will be considered as a sample company; that the Natural and Technological Environments should be analyzed; that the environmental opportunities and threats would be evaluated; that the Ansoff Matrix would be applied; that Product Development should be recommended.
[bookmark: _Toc235527595]3.4 Ethical and Professional Reflection
Using AI is associated with some significant ethical and professional obligations. Firstly, the problem is that AI information may be accepted blindly although it contains some mistakes and false statements and/or inappropriate sources. In relation to sustainability marketing, unverified environmental claims can increase the risk of greenwashing. Therefore, one should treat AI data as an additional research tool and not as an alternative to independent thinking.
Also, there were some restrictions concerning the use of AI in the written assignment. In such a way, the importance of academic integrity and individual contribution was reinforced. Prohibiting the use of AI for writing and only allowing using it for research purposes, proofreading and brainstorming made sure that the final work reflects the work of a student. Thus, the assignment showed that AI can make research more effective and language more accurate and visual if it is used correctly.
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