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Executive summary
The following report examines how environmental pressures, government regulations and changing customer expectations influence the marketing strategy of Tata Steel and its transition towards lower-carbon steel production. These external actors are evaluated and Ansoff’s Matrix is applied to identify suitable growth opportunities. Product development is recommended as the primary strategy, which is supported by market penetration, market development and selective diversification. Key actions include investing in low-carbon technologies, improving scrap utilisation, strengthening customer partnerships and increasing emissions transparency. However, the implementation involves cost, technology and demand-related risks, a phased investment approach can help Tata Steel to improve sustainability.
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Introduction
Tata Steel is one of the major global steel companies that operates in an industry which is facing a strong pressure to reduce carbon emissions. Steel is important for construction, transport and infrastructure; however, its production creates greenhouse gas emissions. The following report discusses three external marketing environment actors that affect the move of Tata Steel towards lower-carbon steel, that are the natural environment, Political and Legal Factors and customers. The natural environment gets the strongest focus. Tata Steel focuses on achieving net-zero emissions across the Group by 2045 and reducing emissions in Tata Steel Limited by 10-15% from 2024-25 levels by 2030 (Tata Steel, 2025). Therefore, the challenge is to turn environmental improvements into credible products which customers value.
Task 1: Marketing Environment Analysis
Natural Environment: Main External Actor
The natural environment significantly influences the production costs, product differentiation and transition of Tata Steel towards lower-carbon steel. In relation to the mentioned case scenario, steelmaking is emissions-intensive and thus circular production is considered as an important external marketing consideration. The World Economic Forum (2024) reports that steel-sector emissions intensity increased by 0.6% between 2019 and 2023, which demonstrates that technological progress has not yet translated into consistent sector-wide decarbonisation. Based on this, it can be stated that Tata Steel would be under pressure to demonstrate measurable environmental improvements rather than relying solely upon sustainability commitments.
Production technology in relation to this case presents both opportunities and constraints. According to the International Energy Agency (IEA, 2025), blast furnace-basic oxygen furnace production accounts for approximately 70% of global steel production, while early commercial plants using hydrogen-based direct reduction and electric arc furnaces may cost 50–140% more than conventional plants, depending on location. These figures highlight the financial challenge of transitioning towards cleaner steelmaking. For Tata Steel, investments in electric arc furnaces, renewable electricity and alternative ironmaking technologies could strengthen the environmental performance, however higher production costs may restrict the affordability and competitiveness.
Resource availability also matters in this context. Greater scrap utilisation helps to support circular production and reduce the dependence on emissions-intensive primary steelmaking, although scrap quality, supply and collection infrastructure can constrain the implementation. It has been identified that the Integrated Report 2024–25 of Tata Steel identifies scrap recycling and energy efficiency as important sustainability priorities (Tata Steel, 2025). Consequently, the company would need to balance environmental improvements against reliable production, raw-material availability and customer requirements.
India’s Green Steel Taxonomy, notified in December 2024, provides an additional market-development opportunity and it can be noted that steel qualifies as green under this framework when its emissions intensity is below 2.2 tonnes of carbon-dioxide equivalent per tonne of finished steel, whereas lower thresholds determine higher ratings (Ministry of Steel, 2024). Moreover, the taxonomy would help in creating a common understanding of green steel among the customers and producers in the Indian market. Nevertheless, certification alone cannot guarantee customer demand or justify price premiums.
The environmental targets of Tata Steel reinforce the strategic importance of this transition. The company aims to reduce the emissions intensity of its Indian operations by 10–15% from the 2024–25 baseline by 2030, subject to the regulatory framework, and to achieve Group net-zero emissions by 2045 (Tata Steel, 2025). These commitments provide measurable objectives; however, their commercial value depends on the implementation, independently credible reporting and customer recognition. Apart from that, the targets help the stakeholders in tracking the progress that is made by the company over the period. Therefore, it can be stated that environmental pressures would create a potential competitive advantage only when the emissions reductions are technically feasible, economically viable and communicated transparently.
Political and legal Actors
Government and regulators strongly influence Tata Steel’s low-carbon marketing environment. In 2024, India’s Green Steel Taxonomy created a framework for finding lower-carbon-emission steel and supporting a green steel market (PIB, 2024). However, it is an opportunity, as a recognised definition can increase customer confidence and make environmental claims easier to compare. Government support for green hydrogen pilot projects helps to encourage cleaner technologies (PIB, 2025). Although these technologies are not fully commercial yet, policy support cannot remove Tata Steel’s financial and technical risks. 
Moreover, international regulation is also important, as the European Union’s Carbon Border Adjustment Mechanism entered its definitive phase in 2026 and covers iron and steel imports (European Commission, 2026). However, carbon performance can affect the cost and competitiveness of products entering Europe. In order to reduce emissions and improve carbon performance, data can protect market access and support differentiation for Tata Steel. However, reporting requirements and carbon-related costs can increase administrative and operating expenses. Therefore, regulation is both a threat and an opportunity. 
Additionally, government policy can help to influence customer demand, as public procurement rules and green steel standards can create markets for lower-carbon products. It also supports Tata Steel’s marketing as environmental values become connected to purchasing criteria. Moreover, different countries can use different standards, which creates complexity for a global company. Therefore, Tata Steel needs to adapt its communication to each market while keeping core sustainability claims consistent. 
Social Factors 
Customers, industrial buyers and wider stakeholders are the actors that influence the ability of Tata Steel to commercialise lower-carbon products. Its business-to-business customers include automotive manufacturers, construction companies, infrastructure developers and engineering businesses, whose procurement decisions increasingly involve product performance, reliability, price and environmental credentials. Tata Steel’s Integrated Report 2024–25 identifies automotive, construction and infrastructure, energy and engineering goods among its customer markets (Tata Steel, 2025). These diverse segments create opportunities for differentiated steel products, although their willingness to pay for lower emissions may vary considerably.
The World Economic Forum (2024) identifies an estimated 40% business-to-business green premium for steel, while noting that less than 1% of steel meets the industry’s net-zero thresholds. Based on this, lower-carbon steel could provide differentiation, but the additional costs may discourage price-sensitive buyers. Thus, Tata Steel should prioritise customers whose sustainability commitments, procurement requirements or product positioning justify paying for verified emissions reductions, rather than assuming that all customers would accept higher prices.
Collective purchasing initiatives demonstrate emerging market opportunities. In January 2024, the World Economic Forum reported that 15 submissions to its Near-Zero Steel 2030 Challenge represented potential purchases of 2.3 million tonnes of near-zero-emission steel (World Economic Forum, 2024). Similarly, Climate Group’s SteelZero initiative reports that more than 40 businesses have committed to net-zero steel and that approximately 10 million tonnes are already used or committed to be decarbonised (Climate Group, 2026). These commitments indicate potential demand; however, it can be mentioned that announced commitments should not be confused with completed purchases or guaranteed revenue.
Customer trust also depends on credible evidence. India’s Green Steel Taxonomy establishes emissions-intensity thresholds for classifying green steel and helps buyers to compare products using a common framework (Ministry of Steel, 2024). Nevertheless, inconsistent international standards and uncertainty about emissions measurement can complicate comparisons.
Stakeholders extend beyond direct customers to investors, suppliers, government bodies and communities. Tata Steel identifies stakeholder engagement, climate management and supply-chain sustainability among its material priorities (Tata Steel, 2025). Accordingly, Tata Steel should combine targeted customer engagement, transparent environmental claims and collaborative procurement arrangements. This approach could strengthen customer relationships and support product development, but its success must be assessed through actual purchase agreements, repeat orders, realised price premiums and independently verified emissions reductions.
Task 2: Strategic Growth and Competitive Positioning
Ansoff Matrix 
Product Development
For the existing market, Tata Steel needs to develop more low-carbon steel, including EAF steel, greater scrap use, renewable electricity, and a future hydrogen-based process. Also, Tata Steel has started in this direction through its Ludhiana EAF and plans to increase recycling and renewable power (Business Standard, 2026). This makes product development more realistic. However, the company needs to create products for automotive, construction, engineering, and renewable-energy customers. Products need to add information about carbon emissions and recycled content, which helps customers reduce supply-chain emissions and gives them a reason to choose Tata Steel. Currently, companies are facing stronger climate targets, and demand for green steel is expected to grow (de Villafranca Casas et al. 2024). 
Market Development
Market development should support product development, as Tata Steel needs to target customers with environmental goals, particularly electric-vehicle manufacturers, renewable-energy companies, green construction projects, and infrastructure developers. These sectors are quite attractive as customers increasingly want lower-carbon supply chains (Rahman et al. 2026). However, the company needs to expand low-carbon products in markets with stronger environmental standards, especially Europe. It could create opportunities, international expansion can increase costs as regulations, customer expectations, and energy prices differ. Therefore, the company needs to prioritise markets where customers have clear sustainability targets and can recognise the value of lower-carbon steel. 
Market Penetration
Market penetration needs to strengthen sales among existing customers. For lower-carbon steel, Tata Steel can offer long-term contracts, joint product development, and transparent emissions information. However, long-term agreements can reduce uncertainty, as they provide demand before huge investments are made. Hence, purchasing commitment can help create demand for clean steel. Moreover, this can strengthen customer relationships, as the company could work with automotive and construction customers to design products fulfilling their technical and environmental needs (Prabhaker et al. 2024). Customers can resist higher prices, yet the company should not rely just on a green premium, as it can also reduce production costs, improve efficiency, and show measurable environmental benefits. 
Diversification
Diversification would involve developing new products for new markets, such as supplying specialised low-carbon steel solutions to emerging hydrogen infrastructure, offshore wind or other clean-energy industries. These sectors could create additional revenue streams while supporting industrial decarbonisation. However, diversification presents greater risk because Tata Steel would need to understand unfamiliar customer specifications, supply chains and commercial requirements. New products may also require substantial research, certification and capital expenditure. The IEA (2024) emphasises the need to commercialise multiple technologies and strengthen international collaboration to accelerate near-zero-emission steel. Thus, Tata Steel should pursue diversification selectively, using pilot projects and strategic partnerships rather than making large speculative investments.
2.2 Recommended growth strategy: Product development
Product development is the most suitable primary strategy because it builds on the existing manufacturing capabilities and customer relationships of Tata Steel while responding to growing demand for lower-emission materials. Its Ludhiana EAF facility offers a concrete starting point for developing scrap-based steel products for established construction customers. The company should progressively expand lower-carbon offerings for construction, engineering and automotive applications, supported by renewable electricity, greater material circularity and independently verifiable product-level emissions information.
Market demand is promising but not guaranteed. A 2024 Climate Group and Ramboll study found that nearly half of surveyed companies were prepared to pay a premium for lower-emission steel and concrete, however cost remained a major barrier (Climate Group, 2024). Based on this, Tata Steel would need to combine product development with efficiency improvements, transparent carbon data and long-term customer agreements rather than relying exclusively on premium pricing. Its target to disclose the environmental performance of 100% of products in India by 2030 supports this direction (Tata Steel, 2025). Implementation should be phased, with success measured through sales growth, verified emissions intensity, customer retention and profitability.
2.3 Competitive positioning: Porter’s generic strategies
In relation to Porter’s generic strategies, Tata Steel should position itself as a dependable supplier of technically reliable, transparently measured lower-carbon steel and not simply as a company selling green products, thus following a differentiation strategy. This positioning combines established steelmaking expertise with credible evidence of environmental performance. India’s Green Steel Taxonomy provides a relevant benchmark, steel qualifies for green classification when emissions intensity is below 2.2 tonnes of CO₂ equivalent per tonne of finished steel (Ministry of Steel, 2024).
Cost leadership would not be suitable as the main strategy, because high transition costs and scrap competition make price competition difficult, however it would remain a supporting priority through operational efficiency. The differentiation advantage of the company would rest on three connected capabilities that are lower-carbon production, circular use of scrap and customer collaboration. Its EAF investment provides a foundation, while product-level environmental disclosures can strengthen the buyer confidence. The IEA (2024) highlights the importance of common emissions-accounting methods and stronger purchasing commitments, therefore it can be stated that credible verification and reliable supply are commercially important as well as environmental priorities. Based on this, a focus on sustainability-led buyers would help to reduce the risk of lower-carbon steel remaining a costly niche.
Task 3: Managerial and Professional Reflection
As a marketing consultant presenting to senior leadership, I selected Tata Steel because the steel industry is facing significant pressure to reduce carbon emissions while maintaining profitability, product quality and competitiveness. I considered Tata Steel an appropriate case as its existing manufacturing capabilities, customer relationships and investments in lower-carbon production provide opportunities to examine how environmental sustainability can support marketing-led growth.
I selected the natural environment, government and regulatory actors, and customers because they influence the strategic decisions of Tata Steel from different perspectives. Environmental pressures create the need to reduce emissions and use resources more efficiently, while government policies influence investment decisions, compliance costs and access to international markets. Customers determine whether lower-carbon steel can generate commercial value through purchasing decisions and willingness to pay. I prioritised the natural environment because it connects the other two actors and provides the main reason for developing lower-carbon products.
For the growth strategy, I evaluated the four options in the Ansoff Matrix and recommended product development as the primary approach. Based on this, it can be stated that Tata Steel would build on its existing capabilities and customer relationships while developing lower-carbon steel products. I also recognised the supporting roles of market penetration and market development; however, diversification was considered less suitable as the main strategy because entering unfamiliar markets could increase investment requirements and commercial uncertainty.
However, my analysis has limitations. I relied primarily on publicly available company reports, government publications and industry research rather than internal company data. Thus, I could not independently verify operational emissions performance, production costs or profitability of individual lower-carbon products. Furthermore, technological developments, energy prices and competitors’ strategies may change the commercial attractiveness of the recommended approach.
Before finalising my recommendations, I would seek detailed customer research, including interviews with procurement managers and willingness-to-pay analysis. I would also examine product-level emissions data, scrap availability, renewable electricity costs and projected returns on investment, as well as benchmark Tata Steel against major competitors to assess its relative cost position.
Thus, I would recommend pursuing product development through phased investment, verified environmental claims and close customer collaboration, and review the strategy regularly against sales growth, profitability, customer retention and verified emissions reductions.
Conclusion
In conclusion, the transition of Tata Steel towards lower-carbon steel presents both opportunities and challenges. Environmental pressures, government regulations and customer expectations are shaping the marketing decisions of the company. Ansoff’s Matrix highlights product development as the most suitable strategy, supported by market penetration and market development. By investing in low-carbon production technologies, improving scrap utilisation and strengthening customer partnerships, Tata Steel can respond to changing market needs, and a phased investment approach would help to manage costs and reduce risks.
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