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1. Introduction
Steel production accounts for a significant amount of CO₂ emissions globally and switching to lower-carbon steel production has become not only a branding exercise, but a condition of the market. Tata Steel Limited Selected for analysis in this report. Tata Steel has a steel business which is integrated in India, United Kingdom and Netherlands and has pledged to become 'Net Zero' across the Group by 2045 (Tata Steel 2025a). It is to replace the blast furnaces with a £500m-supported, UK government, electric arc furnace (EAF) at Port Talbot in the UK that is undergoing a capital-intensive transition. It aims to phase out one of the blast furnaces by end of the decade by installing a direct reduced iron (DRI) furnace and an EAF at IJmuiden in the Netherlands (Energy Economic Times, 2025).
However, there is a competitors  are playing catch-up with Tata Steel its actor commitments to full near-zero emission technologies have only ranged in the 4% to 1217% of projected additions. But Tata Steel also has to catch as about 4% of its capacity adds for full near-zero emission technologies are committed, compared to 1217% for ArcelorMittal and POSCO (IEEFA, 2026). The paradox of having a plausible strategy that fails to translate to a solid commitment to lower carbon products makes Tata Steel an interesting example of the determinants of the external actors in the marketing environment during post-carbon product transition.









        Task 1 - Elements of the Marketing Environment Analysis: 
Houses and buildings are a transformative force in the natural environment, with a distinguished role as an actor in the Natural Environment as a key part of the central constraint, namely carbon pricing.
The single-most significant player in Tata Steel's marketing environment is no longer a single regulator; it is the carbon-price transmission mechanism which now shapes the cost competitiveness of steel In Tata's three market operating geographies. Kotler et al. (IEEFA  2024, pp. 115, 117) confirm the natural environment as one of the main marketing actors as scarcity of resources and pollution issues directly affect opportunities and threats in the market. Tata Steel's natural-environment pressure is the fact that there's in truth no shortage of iron ore or scrapit's got captive mines and it's investing in scrap-based production.
The most direct transmission channel is the European Union's Carbon Border Adjustment Mechanism (CBAM), which kicks-in in January 2026. As CBAM internalizes the cost of the emissions originating from steel imports, this has coincided with EU steel prices seeing a steady rise, following a recent trend, by around $100 per tonne of steel, in the first quarter of the implementation (Business Standard, 2026, p. 4). Though the carbon-tax effect on Tata Steel's Indian operations is minimal, as the majority of their shipment volume is bound for the EU. The upside is obviously that the strategic asset positioning of Tata Steel in Europe is impacted: CBAM and other, more stringent import quotas, will definitely create a more parsimonious playing field for European producers in view of the carbon-intensive imports (Business Standard, 2026, pp. 46).
 The Economic Times reported (2026) that Tata Steel will make European steel prices "structurally higher" owing to the possibility of carbon emission prices and quotas-based import duty. The natural-environment actor isn't just to diffuse “greenness” but rather it is the type of pricing that reshapes the competitive landscape in Europe and will test Tata Steel's IJmuiden and Port Talbot assets to see if they can afford a return on their de-carbonization capital.
The limitation is as critical in India as well. The Indian government's Green Steel taxonomy, which was set out in 2025, stipulates a rating of sorts that will be beneficial to lower-emission producers, to the extent it provides access to better markets at least and possibly better pricing (IIM Kashipur, 2025). Tata Steel's volumes in India make up the bulk of Group volumes and Tata's ambition for 40 MTPA capacity (Business Standard, 2026, p. 6) operate there. 
Unless the company is able to lower its emission intensity of the Indian steel plant (the Group has targeted a 1015% reduction in emission intensity by FY2030-31 [Tata Steel, 2025a] by FY2030-31), it could lose out on the premium markets that will allow it to finance the Group transition. When it comes to marketing environment aspects, the natural-environment actor decides about the price of market clearance: steel that is not qualified as low-carbon will no longer be criticized, but will get discounts and even be rejected. The Public Actor Government Partnership and Community Licence to Operate
Social Actor 
The second critical actor is the customers, which means groups that have an invested interest in or influence on the organization's capacity to realize goals, be it actual or potential, Kotler et al. (2024). The public actor is particularly institutionalized in the case of Tata Steel a synergy with national and sub-national governments is being developed in co-financing and co-governance the transition. The UK contribution to the Port Talbot EAF is not a market process but a political process; it fosters expectations of local jobs, supply-chain growth and community regeneration in the UK, valued at £500 million contributed by the Government (Energy Economic Times, 2025).
The UK government's Transition Board are collaborating with Tata Steel for the economic regeneration of South Wales (Tata Steel, 2025b). Tata Steel is in talks with the Dutch government regarding financial and policy backing for the de-carbonization plan in its IJmuiden location, under a non-binding Joint Letter of Intent signed by Tata Steel and the Dutch national government as well as by Tata and the Province of North Holland (Tata Steel, 2025a; Tata Steel, 2025c). These public actors do not play a role as outside commentator they play a role in what is achieved and therefore they back it only if they are getting something out of it.
Political and Legal Actor 
Political and Legal actor also works at the community level. The planning committee's approval was influenced partly by the success achieved in open consultations with Tata Steel UK and inclusive sports league and youth triathlons with local stakeholders (Tata Steel, 2025b; Tata Steel UK, 2025). It has signed up to decrease the particulate matter for the community living near the IJmuiden site by 35% under its Roadmap Plus programme in the Netherlands (Tata Steel, 2025a). These are not philanthropy commitments, but indeed the cost of social licence for a transition that will see construction sites disrupted, career adjustments made and a clear change in the industrial landscape. If the community doesn't get involved, it would mean not only the loss of reputation but it would stall or even halt the permits that rely on the transition. Therefore in this public actor, environment and social legitimacy become largely indistinguishable and are set forgoing as a condition of market access.

Problems encountered in near-zero steel production. The Competitor Actor: The Execution Gap in Near-Zero Steelmaking.
Competitor are another factor that  Tata Steel needs to consider, it shows up more sharply than their public rhetoric. In the global steel industry, ArcelorMittal and POSCO are the two companies with a pilot project that represents around 26% of their additional capacity plans, while the other companies signify between 12-17% commitment towards the use of full near zero emission technology (IEEFA, 2026, p. 6).
 Tata Steel's pilot coverage is similar, at about 20%, but only about 4% of the capacity it is adding are tied up in full emission reduction potential technologies (IEEFA, 2026, p. 67). Volume is not necessarily a gap, it's a quality of commitment gap. Although Tata Steel and JSW Steel are on par with top global steel companies in terms of ‘total pilot coverage', they ‘trail significantly on committed near-zero steelmaking capacity' according to the Institute for Energy Economics and Financial Analysis (IEEFA) (2026, pp.). 67).
In that respect the competitor is important for marketing considerations, as it turns into the new reference product. The “green steel” will not be dictated by the incremental improvements from Tata Steel; rather, this type of steel would be specified by the technical and commercial acceptance tests of its customers for the ArcelorMittal and the POSCO routes involving DRI-EAF and hydrogen. The use of scrap in Tata Steel's EAF, Port Talbot, will allow steel to be made from recycled materials, thereby reducing the direct emissions (90% less direct CO₂ than primary-iron BF making) but scrap-based EAF is a stepping-stone, not an easy route to near-zero direct emissions. 
The company's IJmuiden DRI-EAE plan is also more towards the frontier, though is still at the planning and permitting phase (Energy Economic Times, 2025). The Green Steel taxonomy will signal to the customers in market that the competitor actor is more visible to customers: JSW Steel and ArcelorMittal are targeting the same high-end segments; and first movers to certify near zero steel will create the price premium, which later will be captured by competition (IIM Kashipur, 2025). The competitive competitor actor, therefore, does not just simply compete in terms of taking market share but also sets the certification standard and willingness to pay for the whole product category that is perceived as low carbon.














        Task 2: Strategic growth and positioning 
Describe the Product Development utilizing the EAF and DRI Transition. Propose the concept of Product Development using the EAF and DRI Transition.
Tata Metal is the most suitable of the four growth vectors outlined above for Tata Steel: Product development bring new or modified products to existing markets/customer segments (Ansoff, 1957). Tata Steel already has customers in India and Europe across various industries like automotive, construction, 

packaging and engineering, for flat and long products. In the growth opportunity, it is not about bringing new customers to the blast-furnace steel industry, but about creating steel products with lower embodied carbon content that can meet new code and certification requirements for the same steel customers in the future as carbon pricing and green procurement standards become more stringent.
This will involve focusing on three co-linear product-development streams.
First, 'scrap' based EAF products from Port Talbot where product range with reduced embodied carbon contents is available thanks to the use of third party EAF substrate while the new furnace is constructed (Tata Steel, 2025b). 
Secondly, if IJmuiden delivers its Primary Steel Capability Project, Tata Steel will have almost no primary steelmaking ability in Europe, and be able to produce a CBAM-adjusted premium (Energy Economic Times, 2025). 
Third, certified as low carbon steel in the Indian taxonomy, which is backed by the company's efforts under its Tata Steel Shakhar25 programme for product quality and mix optimization, and its Life Cycle Assessment scope that covers over 80 percent of the company's finished products from FY2025-26 onward (Tata Steel, 2025a; Tata steel, 2025d). Market development (selling existing products to new geographies) is already happening via the India expansion of 40 MTPA but still doesn't mean dealing with the structural threat of Task 1.
The diversification of new materials or business would take finances away from the product that is becoming technologically obsolete. The response to the pressures generated by the competitors and from the natural environment is product development it sees how the Tata Steel market can be levered by changing what it sells to existing customers to ensure the product remains fit for the market as carbon costs increase.
Porter’s Generic Strategies: Differentiated Green Steel within a Cost Discipline
The options that Tata should consider are cost leadership or differentiation and/or a focused version of either that is required by a firm in accordance with Porter's generic strategies (Porter, 1980). Historical legacy has bought Tata Steel the hybridity of the low-cost producer in India (raw materials self-provisioned, and scale benefits from Indian production) and its premium brand (European product innovation and innovation technology history). The right competitive positioning of the transition is differentiated green steel in a cost discipline: Tata Steel should aim to maximize the premium earned for the certified low-carbon steel products and at the same time maintain its cost position in traditional steel products during the transition period.
It is far from the “stuck in the middle” Porter is known for as its differentiation is based on the attribute of the product (embodied carbon intensity verified by a Life Cycle Assessment) and not just the brand. This differentiation cost relief is made up by UK government co-investment and the Dutch Joint Letter of Intent which help Tata Steel implement the green premium without compromising its cost discipline if it chooses to go the green path in its Indian operations (Energy Economic Times, 2025, Tata Steel, 2025a). 
The business premise is that since LC steel would incur cost avoidance for the customer, they have to pay a premium for it and it will finance the subsequent phase of investment in the DRI and EAF system. The upside downside risk is that, even if the CBAM is implemented when some of the participating countries do not, potential buyers in the Indian Green Steel taxonomy might not be willing to pay premium. Therefore, Tata Steel should design offtake agreements and customer relationships (like its relationship with JCB in UK for its Green Steel supply) to differentiate against real commercial demand, and not assumed (FICCI, 2025). The business is using focused differentiation in the customer base it has, and it is cost leadership that is what's paying the bill, in Porter's terms.

 Task 3: Managerial and Professional Reflection 
The reason for Tata Steel being chosen is that they had shown a gap in execution. Rather than a company that has either overcome its transition challenges or abdicated its responsibilities, a firm that has announced its Net Zero targets for 2045 and received governmental funding for EAF and DRI projects, with approximately 4% of projected capacity additions full-fledged near-zero projects, is more instructive (IEEFA, 2026, p. 6; Tata Steel, 2025a). 
Tata Steel has multiple location from which it operates: India, the UK and the Netherlands the analysis is therefore more challenging and more realistic as each geography is based on a different carbon-price mechanism, and each market is based on different institutions for the public actor. The choice of such an environmental actor as ‘climate change’ would have yielded a sustainability report. The actor selection was due to the important point of politically co-producing the transition of Tata steel, as the overseeing governments of the UK and Holland are not just regulators but also investors as well as legitimising actors, and their money depends on results.
A major drawback of the analysis is that it does not include assessment data from third parties or internal decision data. Tata Steel will not share the full assumptions for the use of the IJmuiden DRI-EAF project's IRR, the stage-gate criteria; nor will it reveal a customer-level offtake information for green steel price premiums.
 A true consultant would try to get hold of those assumptions as well as into the scrap-quality and scrap-price sensitivities of the Port Talbot EAF; and into the company's carbon-price scenarios for India outside this current Green Steel taxonomy. Additionally, the analysis does not fully consider the intermediary actor shipping, ports and trading houses de-carbonization costs of which will impact the landed carbon intensity of the exports from Tata Steel. Lastly, the competitor analysis is based on projected capacity commitments which can be altered as technology costs and policy support change. The gaps, of course, do not detract from the advice about product development in a differentiated cost discipline, but require it to be interpreted in two ways:
 1)As a strategic path to be pursued, not a plan that is carved in stone
2)It should be presented at the customer engagement and staged investment decision gates for testing.
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