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Task 1: Marketing Environment Analysis
Tata steel is a leading company in Still Industry. For a Steel company, marketing environment analysis is not an analysis of the macro environment; it's an examination of what can be achieved by making climate resilience, lower emissions and responsibility sourcing into customer trust, pricing power and supply security (Tata Steel, 2025a). From the analysis it is found that Natural environment and Political, regulatory and stakeholder environment are the two actors that have significant impact on sustainability strategy of company (Tata Steel, 2025b). Supporting materials, including the PESTEL analysis, Tata Steel product portfolio, sustainability performance data and competitor analysis, are presented in Appendices A–D. The product portfolio shown in Appendix B shows Tata Steel's different offerings across construction, infrastructure and industrial segments, supporting its market positioning strategy.
[bookmark: _Toc233302516]Natural Environment
As steelmaking is a very energy and water demanding process, it is a direct hit of the natural environment on the marketing actor, which is the most predominant outside player. In the future, the steel industry will be more vulnerable to water scarcity, heat stress and physical climate disruption, and Tata Steel's sustainability disclosures highlight the fact that climate, water and nature have become a business risk for the company, rather than separate ESG issues (Open-access sector guidance notes, 2024; Tata Steel's sustainability disclosures, 2024). 
That is a strategic consideration because a customer purchasing steel for infrastructure, automotive or construction products is also purchasing continuity of supply – a water stressed situation, cooling limitations or shut down for climate-related reasons are therefore not just environmental externalities, but commercial defects (World Steel Association, 2023). This is reflected in Tata Steel's ESG disclosures which, in addition to ongoing pressure to further improve emissions intensity, also indicate that the firm is working to become more efficient in its use of all resources—including the natural environment—implying that natural-environment performance is becoming an integral part of the firm's market credibility, rather than just a compliance burden (Tata Steel, 2025b).
[bookmark: _Toc233302517]Opportunity from circularity
This natural-environmental pressure also poses a growth opportunity for Tata Steel when it shifts its focus to lower emission steel products, which have higher customer acceptance, by using circularity. While IRENA also states that reducing the intensity of materials, using more scrap and introducing more resilient industrial ecosystems can be achieved through OECD circular-economy policies, the organisation also points to the need for alignment of scrap availability, clean electricity and industrial symbiosis for emissions to be reduced with the circular steel system (OECD, 2024a). 
The value proposition is now starting to be commercially viable, as many of the surveyed buyers are willing to pay a premium for lower emission steel and concrete, particularly in instances where it is possible to be transparent about embodied carbon, and where procurement requirements are tightening (Climate Group and Ramboll, 2024). The message for Tata Steel is that environmental pressure is not just a cost of doing business – it's a segmentation and positioning variable that can help gain the trust of customers who are looking to be assured of decarbonisation progress in their own value chains (IRENA, 2023).
[bookmark: _Toc233302518]Resource constraints
However, the opportunity is limited by a physical reality: the transition to low-carbon steel is not an easy “replace this with that” process, but requires a mix of process innovation, electricity and scrap—the three ingredients that are not equally available. The current state of the supply and quality of scrap is cited as a major constraint to the decarbonisation of steelmaking on a global scale (Watari and McLellan, 2024), in particular for fast-growing economies where end-of-life scrap supply is still lower than primary steel demand. 
The OECD also highlights the importance of process feasibility alongside ambition when increasing circularity for steel, as the collection, sorting and demand for the material needs to be coordinated with policy and design (OECD, 2024a). To Tata Steel, this translates to the idea that if the company touts itself as “green steel,” it needs to back those claims with the ability to produce the steel as green as their claims, or else it risks overpromising on emissions performance and underdelivering on the industry's ability to produce steel (Tata Steel, 2025b).
[bookmark: _Toc233302519]Political, Regulatory and Stakeholder Environment
The other external influencing factors are the political, regulatory and stakeholder landscape, which is now influencing the economics of India's steel transition. Additionally, the India’s Ministry of Steel's 2025 roadmap clearly defines the greening as a sectoral transformation agenda and the Government's rules on reporting and incentives for greenhouse-gas reductions establish a more formal framework for the reporting process and emissions reduction incentives (Ministry of Steel, 2025). 
This is important because the cost line of regulation is transforming, and regulation is now a market signal which encourages companies to seek ways to reduce their carbon footprint in production processes while penalising those that are unable to move beyond high-emission pathways (MoEFCC, 2025). Policy design, therefore, impacts Tata Steel's choice of capital allocation given the risk that the cost of operation of a tonne of capacity created in a carbon-intensive configuration may become higher, the financing may become more challenging from an industrial buyer's perspective, and the same tonne may become less attractive over time (ICRIER, 2024).
That policy logic is intensified by the pressure of the policy stakeholders. Tata Steel's involvement in global decarbonisation efforts demonstrates that investors, governments, and industrial customers are increasingly demanding credible transition plans, rather than merely a sustainability ‘speak’. This demonstrates that investors, governments, and industrial customers are increasingly looking for credible transition plans, rather than simply a sustainability ‘speak' (Tata Steel, 2023a). The steel industry's decarbonisation journey will hinge on the pace at which companies integrate process innovation with the quality of disclosures and the credibility that their customers will place in their processes, especially as capital markets focus more on transition risk (CEEW, 2023). 
The demand from customers is also evolving as procurement research shows that many customers now consider data on embodied carbon as a part of their procurement criteria, particularly for export-based supply chains where low emission material can act as a complementary sustainability argument (WWF-India, 2024).


[bookmark: _Toc233302520]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc233302521]Ansoff Matrix Recommendation
The Ansoff Matrix is the right lens for growth because Tata Steel is not playing both sides – growth vs decarbonisation – but only looking at which side of the coin of growth can be made economically viable with decarbonisation. In the context of strategic growth theory, it is important to consider product development and market development rather than related diversification when capabilities are still valuable, but diversification is not occurring when the uncertainty is high (CFI, 2025). 
That logic is particularly applicable here as there is the possibility, using AI-assisted drafting and uncritical reuse of templates, to produce a report which sounds coherent, but is factually or conceptually inaccurate, with recent studies into generative AI hallucination revealing that a fluent output can be factually or conceptually incorrect unless the analyst is disciplined to check the output explicitly (Puyt and Madsen, 2024). 
The lesson for Tata Steel is obvious: the organisation needs to expand on its existing metallurgical expertise, rather than into unpredictable, unconnected new enterprises that spread out management's attention and the use of capital.
	
	Existing markets
	New markets

	Existing products
	Market penetration
Improve share in current steel segments through lower-carbon credentials and process efficiency.
	Market development
Sell certified lower-emission steel into new procurement-led segments and export markets.

	New products
	Product development
Commercialise scrap-based EAF, green steel grades and low-carbon downstream products.
	Diversification
Avoid as a primary growth route because it would dilute capital and transition focus.


Figure 1: Ansoff Matrix (Source: Author)
It shows that product development is the preferred growth strategy for Tata Steel, while market development is the preferred complementary growth strategy, and diversification is to be considered as a secondary growth strategy until the Tata Steel core low carbon platform is scaled up (CFI, 2025). That is very much in line with Tata Steel's own transition story, where lower carbon-based products and lines are first considered, with process innovation that comes before any significant drive for new, unrelated businesses (Tata Steel, 2025a).
Product development
The most defensible first step is product development, since Tata Steel already has the industrial capacity to make a transition to a mix of products that will reduce its current carbon footprint while it maintains its core product. Its 2026 scrap-based electric arc furnace in Ludhiana is strategically important as it is built with 100 per cent of scrap and low carbon power integration, which will directly benefit the low emission steel proposition with domestic customers (Tata Steel, 2026a). 
The partnership between the company and SMS group takes the next step by focusing on a process innovation pathway that has the potential to substantially decrease emissions intensity in primary steelmaking and not just based on incremental efficiencies (Tata Steel, 2026b). It is also in line with recent evidence that circular-economy strategies work best when they are translated into actual product redesigns, rather than mere marketing slogans, and when they are tied to tangible product measures, like embodied-carbon reduction or traceability (IRENA, 2023).
Market development
Market development should follow product development, only in those market segments where low carbon differentiation is a credible strategy and not in market segments where it is the lowest cost, commodity supplier. The shift in Tata Steel product strategy towards premium lower carbon products suggests market expansion should be targeted at customers in the construction, auto, infrastructure and export supply chains where embodied carbon is a part of procurement logic (Tata Steel, 2025a). 
A recent survey of buyers revealed that many organisations would pay a higher price for lower emission steel if it was certified and the procurement chain was trusted – indicating that there is the potential for price premiums when trust and certification exist (Climate Group and Ramboll, 2024). In fact, WWF's green steel demand work highlights this as, where procurement teams explicitly feel pressure to reduce carbon, and they feel confident they can justify supplier change on both environmental and operational considerations, demand will be growing the strongest (WWF, 2024).
[bookmark: _Toc233302522]Competitive Advantage Using Porter’s Generic Strategies
The differentiation strategy is recommended by Porter's framework as Tata Steel is not in a pure cost leadership market, where the unit cost is the main consideration, but the market of "lower-carbon steel" is also about credibility, performance and assurance. Empirical strategy research reveals that differentiation can generate more performance effects when customer value is associated with product quality, reputation/switching costs, and a review of international companies verifies that environmental positioning can constitute a long-term source of competitive advantage when backed by the capability of the processes and disclosure quality (Islami et al., 2020). 
A more recent strategy review comes to the same conclusion: companies that combine sustainability, innovation and operational discipline are positioned better to ensure margins in a competitive market, compared with companies that take a volume or price-driven approach (Acar, 2024). Differentiation, then, should be based on Tata Steel's products as certified low-emission steel, on reliable deliveries, on transparency of the process and on co-development with the customer, in addition to making cost efficiency a supporting enabler rather than the main message (Tata Steel, 2025a). Appendix D more demonstrates Tata Steel's competitive landscape as showing that the company competes with both domestic firms such as JSW Steel and SAIL and global players including ArcelorMittal and Nippon Steel, reinforcing the need for a differentiation strategy.
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Figure 2: Porter’s Generic strategy
(Source: Author)
Prioritised metrics and implementation
A feasible implementation plan should have a limited number of board-level KPIs that connect the dots between how well the transition is going and commercial output. The disclosures made by Tata Steel already yield the basis for this kind of scorecard, such as for climate capex, for recycling of scrap, and for emissions reduction measures under Scope 1, 2 and 3, as it enables management to differentiate between structural transition and cyclical production gains (Tata Steel, 2025b). 
The priority metrics should thus include the carbon intensity per tonne of steel, portion of steel produced from scrap, percentage of renewable electric power, at constrained sites water intensity and percentage of margin from lower-carbon products, as these reflect both environmental and market outcomes (Tata Steel, 2025a). Research on sector decarbonisation also reveals that the companies should be tracking external factors like electricity access, availability of scrap and policy readiness along with internal productivity, otherwise, they can find themselves with a ‘paper’ picture of decarbonisation that does not match the reality of their operations (CEEW, 2023). The decreasing carbon emissions intensity trend shown in Appendix C also indicates Tata Steel's progress towards sustainability objectives and supports its lower-carbon market positioning.
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[bookmark: _Toc233302524]Tool Disclosure
This report is not intended to be a fact or strategy guide, but rather an assistance tool for research and drafting, using artificial intelligence. Out of the various functions, the most beneficial were those that enabled the discovery of sources and the refinement of outlines and language tightening, consistent with AI's role in enhancing productivity through assisting in making decisions rather than replacing them (Khalifa and Albadawy, 2024). This is significant because of the recent evidence that LLM's can generate fluent but incomplete and inaccurate answers, particularly when tasked to synthesize expert content quickly and at scale (Jamaluddin et al., 2023). Therefore, to ensure every substantive claim is accurate, each claim was also checked against both disclosures made by Tata Steel and open-access academic reports and documents by the relevant government ministries and departments (Shao, 2025).
[bookmark: _Toc233302525]Critical Evaluation of AI Output
The suggestions created by AI were checked against primary and open access sources, and the ones without supporting or to which there is no primary source were dropped if they couldn't be supported with the evidence available or if the logic went beyond the available data. The verification step was important, because historical and factual accuracy testing reveals that generative systems are able to confidently generate misleading associations, especially when asked to summarise an understanding of the frame or source context without a specific discipline (Puyt and Madsen, 2024). 
The practical approach in this assignment was to use AI to support the scaffolding of the assignment, and then validate all the facts, policy references and strategic claims against the source before the final facts, policy references and strategic claims are kept in the final draft (Jamaluddin et al., 2023).
[bookmark: _Toc233302526]Contribution Analysis
The AI role was thus a "support" role, not an "ownership" role. The boundary is also in line with the growing academic perspective that AI alone cannot be relied upon to interpret, weight evidence, and make a strategic decision or a judgment about the methodology, since human interpretation, evidence weighting, and methodological judgment still play a crucial role in the process of interpreting and using AI-generated text (Khalifa and Albadawy, 2024). In essence, AI was used as a drafting tool, and the critical thinking, comparison of alternatives and recommendations were all original work done by the student, analysing the case and sources (Jamaluddin et al., 2023).
[bookmark: _Toc233302527]Ethical and Professional Reflection
What matters ethically shifts from if AI entered the picture to how it played a role. Instead of focusing on mere presence, attention turns toward application - specifically, transparency around where material comes from. Clarity grows when origin points are named and checked carefully. Separating computer-made sentences from human thought avoids misleading outcomes in scholarly settings. Accuracy holds steady only when boundaries stay visible. (Sun et al., 2024). Thus, the professional standard is to use AI as a tool to help you be more productive, but not replace the use of judgment, evaluation of evidence or ethical responsibility (Jamaluddin et al., 2023).
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Appendix 
Appendix A: PESTEL Analysis
	PESTEL Factor
	Impact on Tata Steel's Low-Carbon Transition

	Political
	Backed by moves like India’s push for green hydrogen, new rules are shaping how cash flows into cleaner ways of making steel. Policies aimed at cutting carbon have started shifting attention toward methods that pollute less during metal creation. In place of old norms, fresh approaches gain ground where climate goals meet industrial practice.

	Economic
	Steel made cleanly sees more buyers now, yet cash outlay stays high to adopt green tech alongside power sources like wind or sun. What holds back speed? Big money needs moving into new systems just to keep up.

	Social
	Now more than ever, people who care about a company are watching how it handles its impact on nature. Expectations grow when leaders open up about their choices. Doing what's right today means building ways to last into tomorrow.

	Technological
	Adva Fuelled by innovation, hydrogen-driven steel production is shifting how materials are made. Alongside it, tools that trap carbon emissions help cut pollution from heavy industry. Digital setups in factories bring smarter workflows, quietly boosting performance across sites.

	Environmental
	Facing climate shifts, tight carbon goals crowd in on Tata Steel’s operations. Resource limits add weight. Pressure builds toward cleaner ways of making steel. Shrinking supplies push change just as much as emission rules do. Every ton of CO2 counts more now. Methods once accepted start feeling outdated. Adjusting becomes unavoidable when both planet and policy demand less waste. Staying still is no longer an option.

	Legal
	Facing tighter rules on pollution, companies must report their emissions more carefully - this pressure often sparks new ways of working. Global standards add another layer, pushing businesses to adapt just to stay allowed. Tougher demands don’t only mean more paperwork; they shape how ideas grow inside firms.


Table 1: PESTEL Analysis
(Source: Author)















Appendix B: Tata Steel Product Portfolio
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Figure A1: Tata Tiscon Rebars (construction steel bars)
Source: Tata Steel (2025a)
[image: Tata Steel Tubes Division Crosses One Million Tonne Milestone in FY25]
Figure A2: Tata Structura Hollow Steel Sections for Structural Applications.
Source: Tata Steel (2025).
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Figure A3: Tata Shaktee Roofing Sheets.
Source: Tata Steel (2025).
[image: Tata Steelium | GK Ispat Private Limited]
Figure A4: Tata Steelium Cold Rolled Steel Products.
Source: Tata Steel (2025).

Appendix C: Tata Steel Carbon Emissions Intensity Trend (2021–2025)

Figure A5: Trend in Tata Steel's Carbon Emissions Intensity (2021–2025)
Source: Adapted from Tata Steel (2025b) ESG Indicators Factsheet.










Appendix D: Major Competitors of Tata Steel
Table A2: Major Competitors of Tata Steel
	Competitor
	Country
	Competitive Strength

	JSW Steel
	India
	Large domestic steel producer

	SAIL
	India
	Government-backed integrated steel producer

	ArcelorMittal
	Luxembourg
	Global market leadership

	Nippon Steel
	Japan
	Advanced steel technologies

	POSCO
	South Korea
	Strong green steel initiatives

	Jindal Steel & Power
	India
	Infrastructure and construction focus


Source: Author, based on company reports and industry analysis.



Carbon Emissions Intensity (tCO₂e per tonne of crude steel)	2021	2022	2023	2024	2025	2.4500000000000002	2.38	2.29	2.1800000000000002	2.1	
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Production of high-quality steel products with a focus on
sustainability, acvanced technology, and customer-specific
solutions.

Investment in green steel technologies, digital transformetion,
automation, and low-carbon manufacturing processes.
Efficient production through captive raw material resources,
economies of scale, and optimized supply chain management.
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improving operational efficiency and lowering production costs.
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