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[bookmark: _1j0gejmxhp03][bookmark: _Toc233224500]1.0 Introduction 
The global steel industry is in the midst of one of its greatest transformations ever with government and investor requirements for lower-carbon production processes coupled with the needs of industrial customers. The carbon dioxide (CO2) emissions from the steel industry are also high, about 7% of the world's total (Eia, 2025). At the same time, increasing environmental consciousness and increasingly more stringent sustainability demands are changing the competitive dynamics in industrial markets, which will require steel producers to take environmental issues into account in their operations and marketing.
Launched in 1907 and part of the Tata Group, Tata Steel is one of the largest steel producers in the world, with a total production of more than 35 million tonnes of crude steel per year in India, Europe and Southeast Asia (Tatasteel, 2025). The business has publicly stated they will become net-zero by 2045 and have announced investments of more than £1.25bn in low-carbon steelmaking technology in their European operations (Tatasteel, 2025). These are signs of greater involvement of environmental stakeholders and environmental regulations in strategic decision-making.
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Figure 1: “Net Zero by 2045”
(Source: Tatasteel, 2025)
[bookmark: _71i275a9v4gb][bookmark: _Toc233224501]2.0 Marketing Environment Analysis of Tata Steel 
[bookmark: _twv4qu1idg9x][bookmark: _Toc233224502]2.1 Significance of External Marketing Environment Analysis
Marketing environment analysis helps the organisation predict what changes might take place in the external environment that can affect the performance of the strategy. According to Marrucci, et al. (2023), environmental actors have an increasing influence on the behavior of customers, requirements of regulators, and expectations of stakeholders that determine organizational success. This is especially true in the steel industry, where environmental sustainability has become more than a matter of compliance; it's a significant competitive differentiator.
[bookmark: _5boi15llsm04][bookmark: _Toc233224503]2.2 Natural Environment Actor 
Climate Change as a Strategic Marketing Driver
With rising awareness about climate change and industrial carbon emissions, the Natural Environment is now the most important external player influencing the steel industry. In 2024, the average emissions of 2.18 tonnes of CO2e (Scope 1, 2 and 3) per tonne of steel produced were calculated. During the same year, we had 1,886 million tonnes (Mt) of steel production8 and total emissions from our sector amounted to 4.1 billion tonnes CO2e (75% of which are direct) (Worldsteel, 2024). This has put unprecedented pressure on producers to decarbonise their operations, through governments, investors and customers.
Climate change is emerging as a strategic threat for Tata Steel as it is a huge market opportunity. The Carbon Border Adjustment Mechanism (CBAM) being developed by the European Union will bring new costs to carbon-intensive imports to European markets (Europa, 2024). CBAM has the potential to substantially change the competitive dynamics of the steel industry, by incentivising steel producers with lower emissions.
There is a growing body of academic research indicating that environmental issues are becoming more important in industrial purchasing decisions. In a business-to-business context, Onat et al. (2026) determined that sustainability performance has emerged as a crucial criterion in the supplier selection process, especially in multinational manufacturers that aim to decrease their Scope 3 emissions in their supply chain. The study is especially relevant for the Tata Steel Group as the automotive and construction industries, key customers of the company, are adopting ambitious targets for achieving net zero and are increasingly favoring low-carbon materials.
Tata Steel has achieved this with significant investments in decarbonisation technologies. The company has pledged to cut the carbon emissions from Port Talbot by around 90% or equivalent to 5 million tonnes of CO₂ a year and ensure the company produces high-quality sustainable steel, provides 5,000 direct jobs in the UK and has the backing of 20,000 affected jobs (Tatasteel, 2025). In addition, Tata Steel Nederland wants to cut the CO₂ emissions by 40% before 2030, both by steelmaking with hydrogen and carbon capture (Tata Steel Nederland 2025).
Resource Scarcity and Energy Transition
The Natural Environment is another important factor that plays a critical role in Tata Steel's decision-making process in terms of resource scarcity. The traditional production of steel is still very iron ore-intensive and expensive in terms of water and energy consumption, especially electricity. The lack of these resources and their fluctuation have risen the production costs in the industry. The coal price index was 145.08 index points in September 2025 worldwide (Statista, 2025). This was a decrease compared to the previous month, while the overall fuel energy price index decreased significantly, affecting steel manufacturers' cost structures. At the same time, water stress is rising in multiple industrial areas, which has raised concerns about the sustainability of their operations over time.
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Figure 2: “Monthly coal price index worldwide from January 2020 to September 2025”
(Source: Statista, 2025)
Scarcity impacts not just the efficiency of operations but also the corporate reputation, from a marketing point of view. Environmentally responsible resource management positively affects stakeholder perceptions and improves corporate legitimacy. Hence, Tata Steel's investment in Renewable Energy and Circular Economy activities is not only for its strategic needs but also for its marketing.
For instance, Tata Steel has high recycling rates of over 95% in several plants, and is working towards adopting more and more scrap steel in manufacturing (Tata, 2025). These are all activities aimed at 'green communications' and at the same time minimizing the use of raw materials.
Environmental Regulations and Strategic Implications
Environmental regulation now constitutes one of the most powerful forces for industrial change. Governments around the world are progressively tightening their emissions regulations, carbon pricing policies, and sustainability reporting policies.
The government's promise to become a "net zero" nation by 2070 has helped policy discussions around decarbonizing industries in India. Likewise, the European Union's Fit-for-55 package is designed to cut the GHGs by 55% by 2030, relative to 1990 (Europa, 2025).
The strict environmental regulation hypothesis (Fabrizi et al., 2024) holds that a more stringent environmental regulation can encourage innovation and improve competitiveness. Companies with tougher environmental regulations tend to perform better in terms of innovation and sustainable results in the long term.
Environmental laws thus are a paradox for Tata Steel. In the short run, compliance efforts force up capital spendings and operational complexity. Nevertheless, long-term, they could drive technological developments, enhance sustainability credentials and bolster competitive positioning in new green steel markets.
[bookmark: _pf00tgfutx6j][bookmark: _Toc233224504]2.3 Publics as a Marketing Environment Actor 
Another external player with a major impact on Tata Steel's decarbonisation journey is the public. The pressure from investors is becoming even stronger. Over the past few years, the value of global sustainable investments has grown to over US$30.3 trillion, highlighting the increasing demand for doing business in a sustainable way (Gsi-alliance, 2025). Companies with higher ESG ratings can see increased investor confidence and reduced financing costs. For Tata Steel, the commitments made in sustainability are therefore of paramount importance when it comes to winning the hearts and minds of investors.
[bookmark: _a3fy3uosvkpe][bookmark: _Toc233224505]3.0 Strategic Growth and Competitive Positioning of Tata Steel
[bookmark: _f94f24ci76po][bookmark: _Toc233224506]3.1 Strategic Growth Using the Ansoff Matrix
Based on the environmental analysis, the pressure of climate change, scarcity of resources, regulatory needs, and stakeholder expectations are driving up demand for lower carbon steel products. This means that Tata Steel needs a growth strategy that must be based on sustainability principles and be able to compete in an increasingly "environmentalist consumer market. The Ansoff Matrix is an appropriate tool for identifying strategic growth opportunities within the market penetration, market development, product development, and diversification (Aditiya, and Kirana, 2025).
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Figure 3: “Ansoff Matrix”
(Soure: Aditiya, and Kirana, 2025)
Market penetration is when a company tries to boost sales of current products in the current market. While it could lead to short-term growth in revenue, it does not provide much assistance in supporting Tata Steel's sustainability journey, given the rising concerns about carbon footprints for the conventional steel products. Likewise, market development is defined as the introduction of existing products to new markets, but the introduction of existing steel products into new markets is not sufficient to meet the ever-increasing demand for sustainable steel.
The diversification approach is the riskiest as it involves creating new products to tap into new markets. Tata Steel may venture into renewable energy technologies or hydrogen infrastructure, but it would take a significant amount of resources and capabilities that are not part of its current capabilities. This means that diversification could create unnecessary strategic risk for the company in the face of an industry transformation.
Product development emerges as the most suitable growth strategy for Tata Steel. The strategy is the introduction of new products into an existing market, and is closely related to the changing requirements of customers. Tata Steel's potential to develop low-carbon steel, green steel, and environmentally certified steel products would position them well to tap existing customer relationships as the demand for sustainability grows. Low-carbon materials are becoming increasingly popular with automotive producers and construction companies, as they look to cut emissions throughout their value chains. 
[bookmark: _rir2dc5v31yo][bookmark: _Toc233224507]3.2 Product Development as the Recommended Growth Strategy
The product development strategy should be aimed at augmenting the Tata Steel portfolio of lower carbon products by investing in the development of new technologies in manufacturing, integration of renewable energy, and circular economy practices. The green steel products can provide significant opportunities as a direct response to the customer worries about sustainability and emissions from the supply chain.
The main benefit of product development is the ability to differentiate a product in a very competitive industry. Steel, as a commodity product, has been considered a price/ production efficiency competition product. Today, with greater awareness of sustainability, however, there will be opportunities for companies to compete on sustainability. The investments Tata Steel has made in electric arc furnace technology and infrastructure for renewable energy can be instrumental in developing products with a much lower carbon footprint than traditional steel manufacturing.
A second one relates to stakeholder expectations. Environmental, Social, and Governance (ESG) issues are becoming more important to investors when assessing companies, and customer demand for sustainable products is driving a push for suppliers to have the ability to meet their own sustainability goals. Hence, the low carbon steel products create commercial value and enhance stakeholder relations and corporate reputation.
[bookmark: _k9tpr371rf3m][bookmark: _Toc233224508]3.3 Competitive Advantage Through Porter's Generic Strategies
The Ansoff matrix helps establish the growth direction, and Porter's generic strategies help understand how Tata Steel can gain a competitive advantage. Porter suggested three generic strategies, namely cost leadership strategy, differentiation strategy, and focus strategy (Bhat et al. 2024).
The cost leadership strategy may not be a promising way for a company to gain a competitive edge in the shift to lower carbon steel production, as green technologies can be expensive to produce. A competition on price could therefore undermine sustainable investments and result in lower profits.
Likewise, a focus strategy would narrow down the market opportunities to focus on a narrow customer segment. With the wide demand for sustainable materials in various industries, a more comprehensive competitive approach is necessary.
Differentiation represents the most suitable strategy for Tata Steel. The differentiation process can allow the company to develop unique added value products, such as products that are more environmentally friendly with lower carbon emissions and with more sustainable features and transparent environmental reporting. According to Weniger et al. (2023), the performance of sustainability is becoming a more critical factor for product purchasing in the industrial market. In this regard, customers might want to deal with suppliers that can prove a measurable positive impact on the environment.
Premium pricing can be another benefit of differentiation. The demand for low-carbon material is projected to rise as governments and corporations strive to achieve their ambitious sustainability goals. Therefore, green steel products might even be more profitable than their traditional counterparts, while helping to fulfil sustainability goals.
[bookmark: _8bm8zk6ndhu][bookmark: _Toc233224509]3.4 Strategic Recommendation
Tata Steel should adopt a product development strategy with differentiation, as per Ansoff Matrix and Porter's Generic strategy. This is directly related to the environmental pressures identified in the marketing environment analysis, and also opens the door for innovation, customer value creation, and sustainable competitive advantage. As Tata Steel strives to lower its carbon footprint in steelmaking and becomes a sustainability leader, it can enhance its competitiveness for the long term and help achieve global decarbonisation goals.
[bookmark: _k8beqsqyb1xb][bookmark: _Toc233224510]4.0 Critical Reflection on AI Usage
[bookmark: _lzgtt72hfg5z][bookmark: _Toc233224511]4.1 Tool Disclosure
This report used the following Artificial Intelligence (AI) tools: Researching academic literature, summarising industry reports, and generating initial ideas around environmental sustainability, strategic growth, and positioning were accomplished through the use of generative AI platforms. AI was also used for comparing various steel industry strategic frameworks and finding the issues faced by the steel industry today. The tools were mostly used for research support mechanisms; however, not used as a basis for final analysis. All information produced by AI was then checked and cross-referenced with academic journals, company reports, and reputable industry publications.
[bookmark: _f075glt9uvx][bookmark: _Toc233224512]4.2 Critical Evaluation of AI Output
While AI tools offered valuable insights and enhanced research efficiency, there were some challenges faced during the development of the report. Sometimes AI-generated texts did not provide an adequate amount of supporting evidence, contained outdated information, or made false claims about industry statistics or company strategies. To resolve these issues, AI-generated information was validated with peer-reviewed academic publications, Tata Steel's annual reports, and trusted industry publications.
There were several instances where this information was incorrect. Some AI answers gave conflicting emission reduction data and made unsupported statements about green steel technologies, for instance. These inaccuracies were corrected through verification by independent sources before they were added to the report. The process emphasized the need for critical evaluation with AI-generated content. It was not enough to take the output on board as it came; it was necessary to cross-check information from several sources and evaluate the trustworthiness of the information presented.
[bookmark: _36gn3lfvbmr9][bookmark: _Toc233224513]4.3 Contribution Analysis
This report was developed with the support of both AI tools and independent research by academics. The sources were found with the help of AI, key themes and summaries of complex concepts were identified, and sustainability and strategic management were summarized. It also allowed the investigation of other views and first helped with structuring research materials.
The critical analysis, interpretation of the findings, and final recommendations were prepared separately. The selection of environmental actors and the evaluation of the strategic options have been based on personal judgment in the light of the available academic literature, while the application of the selected theoretical frameworks has been based on how to implement them in practice. In addition, the process of evidence compilation, argument construction, and the formation of conclusions revealed individual analytical thought processes and not AI-driven reasoning.
[bookmark: _r1tmd3q99ogs][bookmark: _Toc233224514]5.0 Conclusion
The analysis showed the following three actors to be important external actors in Tata Steel's transition towards lower carbon products: the Natural Environment, and the Public. The growing demands of climate change, resource constraints, and environmental regulations are driving faster innovation towards sustainability, and stakeholder expectations are still influencing strategic priorities. To be responsive, Tata Steel needs to pursue a product development strategy of low-carbon steel products and differentiate accordingly. This approach would help the business to remain competitive, provide value to its stakeholders, and support the company's long-term sustainability goals in a global market that is becoming more environmentally conscious.

[bookmark: _gaip3xwf6fjr][bookmark: _Toc233224515]References 
Aditiya, S. and Kirana, D.H.K., (2025). Smarteye. id’s Business Expansion Strategy for Global Market Penetration through the Ansoff Matrix. International Journal of Management and Business Economics, 3(2), pp.60-65.  
Bhat, M., Agrawal, A. and Barmpas, M.V., (2024). Differentiation, cost leadership, or ending up in the middle?: a reflection on the viability of Porter's generic strategies through a case study comparison of McDonalds and Starbucks. Athens journal of business & economics, 10(3), pp.217-238.  
Europa (2025) Climate targets Available at: https://climate.ec.europa.eu/eu-action/climate-strategies-targets/2030-climate-targets_en (Accessed on: 24/06/2026)
Europa (2025) European Union's Carbon Border Adjustment Mechanism (CBAM), Available at: https://taxation-customs.ec.europa.eu/carbon-border-adjustment-mechanism_en (Accessed on: 24/06/2026)
Fabrizi, A., Gentile, M., Guarini, G. and Meliciani, V., (2024). The impact of environmental regulation on innovation and international competitiveness. Journal of Evolutionary Economics, 34(1), pp.169-204.  
Gsi-alliance (2025) Global sustainable investment, Available at: https://www.gsi-alliance.org/global-sustainable-investment-review-finds-us30-trillion-invested-in-sustainable-assets/ (Accessed on: 24/06/2026)
Iea (2025) Steel industry is carbon-intensive Available at: https://www.eia.gov/outlooks/ieo/IIF_industrial/ (Accessed on: 24/06/2026)
Marrucci, L., Daddi, T. and Iraldo, F., (2023). Institutional and stakeholder pressures on organisational performance and green human resources management. Corporate Social Responsibility and Environmental Management, 30(1), pp.324-341.  
Onat, N.C., Kucukvar, M., Wakjira, T., Elalfy, A. and Kutty, A.A., (2026). Does accounting scope 3 emissions improve sustainable business outcomes? Evidence from the s&p 500 technology companies. Business Strategy and the Environment, 35(4), pp.6111-6133. 
Statista (2025) Monthly coal price Available at: https://www.statista.com/statistics/1303005/monthly-coal-price-index-worldwide/?srsltid=AfmBOoptyAu4DT2JsJXb6xd7Ov8EulOSIYR7jJtHLWiEeYOwxzHqWYN1 (Accessed on: 24/06/2026)
Tata (2025) Circular economy Available at: https://www.tata.com/newsroom/business/tata-companies-circular-economy (Accessed on: 24/06/2026)
Tatasteel (2025) Net-zero emissions Available at: https://www.tatasteel.com/investors/integrated-report-2023-24/climate-change-report.html (Accessed on: 24/06/2026)
Tatasteel (2025) Port Talbot’s carbon emissions Available at: https://www.tatasteel.com/newsroom/press-releases/india/2025/tata-group-chairman-n-chandrasekaran-marks-groundbreaking-of-new-electric-arc-furnace-at-port-talbot/ (Accessed on: 24/06/2026)
Tatasteel (2025) Tata Group Available at: https://www.tatasteel.com/corporate/our-organisation/company-profile/ (Accessed on: 24/06/2026)
Tatasteelnederland (2025) Tata Steel Nederland, Available at: https://www.tatasteelnederland.com/en/sustainability (Accessed on: 24/06/2026)
Weniger, A., Del Rosario, P., Backes, J.G. and Traverso, M., (2023). Consumer behavior and sustainability in the construction industry—relevance of sustainability-related criteria in purchasing decision. Buildings, 13(3), p.638.  
Worldsteel (2025) Total emissions from our sector, Available at: https://worldsteel.org/climate-action/climate-change-and-the-production-of-iron-and-steel/ (Accessed on: 24/06/2026)




2

image4.png
New Markets

Existing Markets

The Ansoff Matrix

Market Development

Product Development

Existing Products New Products




image1.png
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David




image2.png
Attain leadership
position in adjacent
businesses

Leadership in

s N (-

[Focus areas |

KPIs

New Material Business

Services and Solutions

Commercial Mining

’

Revenue

Increase revenue from
adjacent businesses

Benchmark in CO, emissions

€O, emission intensity
(tCO,/tcs:tonnes of CO, per tonne of
crude steel)

Net Zero by 2045

Benchmark in specific water
consumption

Specific freshwater

consumption
/s cubic metersper
tonne of crude steel)

<1.5 m?/tcs Specific
freshwater consumption
by 2030in India

Value creation using
Circular Economy business
models

Capacity of Steel Recycling

Business (SRB)
MTPA)

>5 MTPA capacity of SRB
by 2030

Value created from the
Industrial By-products
Management Division (IBMD)
business

Increase EBITDA of the
by-product business by
2.4 times by 2030

(over 2020)




image3.png
100)

Price indlex (2016

700

600

500

400

300

200

100

D n, «\, ~’L D ~’L D «7, JL "7, a '\,~’L -’\:"’7?”1:"

FE TR @ Ve

28 P Vs

@ﬂ@@ﬁ&?émxawamffffﬁ

\;0 \@@\g, \o

S P Vs

RS ¢ Ve




