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AI declaration 
GenAI tool ChatGPT has been used to plan the structure of the second task of strategic growth for Tata Steel. 
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[bookmark: _Toc235639056]Task 1: Marketing Environment Analysis
Sustainability has become a mandatory requirement in the current business environment. According to Kotlerand Armstrong (2010), the mining industry has been facing the heat regarding greenhouse gas emission. Tata Steel Limited is one of the most geographically diversified steel producers globally, established in Mumbai, India (Tata Steel, 2026a). The annual crude steel capacity of the company is about 35 million tonnes (Tata Steel, 2026b). As of 2026, the consolidated revenue of Tata Steel has been about ₹2,32,140 crores (Tata Steel, 2026c). The company has been working on the development of a sustainable ecosystem with investments in climate action strategies and low carbon products (Tata Steel, 2026d). Various marketing environment actors can play a part here. 
[image: ]
Figure 1: Tata Steel's revenue
(Source: Finshots, 2021)
One of the primary actors here is the Natural Environment actor. Ecological conditions, climate change, resource scarcity, and environmental sustainability constitute the natural environment (Chen et al., 2023). They often influence organisational choices when developing a sustainable strategy. As of 2024, every tonne of steel productioncauses 2.18 tonnes of CO2e (scope 1, 2, and 3) emission (Worldsteel.org, 2025). This makes the Natural Environment to be an essential actor for companies like Tata Steel. As of 2021, Tata Steel has developed a 0.5 MnTPA scrap processing unit to utilise scrap charges (Tata Steel, 2026d). Besides, the company is also trying to enhance renewable energy generation with 150 MW projects with plans to commission 11.8 MW solar power plants (Tata Steel, 2026d). This shows the effectiveness of the current sustainability initiatives. 
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Figure 2: Tata Steel's ESG performance
(Source: Tata Steel, 2025b)
Tata Steel has also set some long-term goals and initiatives for climate action. For instance, it is shifting from metallurgical coal to cleaner fuel like Natural Gas and commission new DRI furnaces (Tata Steel, 2026d). As per the 2025 climate change report, Tata Steel is making efforts to transition to a 3.2 MTPA electric arc furnace (EAF) in the UK by 2027 (Tata Steel, 2025a). The ESG performance report of 2025 suggests that the company is planning to reduce approximately 50 million tonnes of CO₂ over the next decade (Tata Steel, 2025b). It has collaborated with the University of Science and Technology Beijing to invest in low-carbon steelmaking (Tata Steel, 2026e). Collaboration with the SMS Group is also helping to produce EASyMelt Decarbonisation Technology (Tata Steel, 2026f). This shows positive impact of this actor on Tata Steel, as it has made major investments for climate action. 
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Figure 3: ESG goals of Tata Steel
(Source: Tata Steel, 2025b)
However, there are some gaps in Tata Steel’s efforts, which negatively affect the influence of Natural Environment actor on the operations. For instance, the development of low-carbon steel production can be expensive and complex. A recent study shows that the shares of Tata Steel have declined by 2%, causing the company to postpone the low-carbon steel project by 8 months (Verma, 2026). Furthermore, the operations in Europe like Tata Steel Nederland is contributing to 12.6 million tonnes (Mt) of CO₂ annually due to high production volume (Tata Steel Nederland, 2026a). Moreover, there are no clear demonstrations of the achievements of Tata Steel regarding the Natural Environment, as the focus of the reports is mainly on commitments and plans. 
Another important external marketing environment actor for Tata Steel can be the political and legal environment, which will be the secondary actor for the company. As per the PESTLE model, this actor evaluates the political landscape and legal conditions of a country (Sunet al., 2024). India’s political landscape is beneficial, as the Union Steel Minister has set steel capacity target of 300 million tonne by 2030 (Athrady, 2026). Besides, the government has also decided to reduce energy use from 2.54 to 2.2 tCO2 per tonne of crude steel by 2030 (Steel Ministry, 2024). All these are beneficial for Tata Steel, as it has already made investments in this context. 
A similar state is evident globally as well. For instance, the Carbon Border Adjustment Mechanism (CBAM) of the European Union, carbon taxes are imposed on imports and protecting domestic producers (European Commission, n.d.). This gives an upper hand to Tata Steel’s Netherlands operations. Legally, Section 16 of the Bureau of Indian Standards (BIS) Act Quality Control Orders (QCO) has made it mandatory to seek BIS licence (BIS, n.d.). This makes it a challenge but major requirement for Tata Steel to ensure ISI marks in all its productions to ensure sustainability. 
On the other hand, the EU laws and policies are also affecting Tata Steel’s business negatively. For instance, EU is protecting the domestic market from global overcapacity with new tariff quota (European Commission, 2026a). With the rising tariffs, it is likely that Indian steel export to the EU will fall by 40% this year (Reuters, 2026). This can be a challenge for Tata Steel, since managing the low-carbon steel production is expensive, and this can reduce its sales and profit in the European markets. 
Apart from the CBAM, some other policies can also be considered that have contributed to the growth and development of Tata Steel’s initiatives towards carbon reduction. Industrial Accelerator Act (IAA) Mandates of the EU makes it necessary to ensure that at least 25% of the steel used in public procurement and strategic support schemes is low-carbon (European Commission, 2026b). This gives an upper hand to the efforts of Tata Steel towards low-carbon production. The National Green Hydrogen Mission is enabling subsidisation of green hydrogen and electrolysers to ensure 100% Green Direct Reduced Iron (DRI) production (Climate Policy Initiative, 2025). This again helps Tata Steel with better investment in low-carbon steel. 
Overall, it seems that the political and legal environment actor has both positive and negative impacts on Tata Steel’s transition to low-carbon production. On the one hand, it has support from the Indian and European government to invest in sustainable raw materials reducing carbon footprint (Athrady, 2026; European Commission, n.d.). On the other hand, the pressure for sustainability is quite high in the face of heavy tariffs (BIS, n.d.; European Commission, 2026a). This can affect the initiatives of the company to some extent.
[bookmark: _Toc235639057]Task 2: Strategic Growth and Competitive Positioning
The right growth strategy is essential for companies to grow while working towards a lower-carbon business model. The Ansoff matrix model believes that four growth strategies can be mapped based on whether a product or market is existing or new (Zupic et al., 2025). The right approach will be essential for Tata Steel. 
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Figure 4: Ansoff matrix
(Source: Week 3, slide 5)
	Market penetration
Increase sales of existing steel products through stronger customer relationships.

	Product development
Green steel range using hydrogen-ready Direct Reduced Iron (DRI), Electric Arc Furnaces (EAFs), and increased recycled steel content

	Market development
Exports of existing low-carbon steel products to Europe, North America and Asia-Pacific.
	Diversification
Invest in steel recycling, green hydrogen production, renewable energy projects, and carbon capture and storage (CCS).


Table 1: Ansoff matrix of Tata Steel
The product development strategy is suitable for Tata Steel. It is suitable as the company already possesses established customer relationships within automotive, construction, engineering and infrastructure markets (Tata Steel, 2026a). As per the above environmental analysis, climate concerns are growing. This has increased demand for construction materials with lower carbon content (Worldsteel.org, 2025). On the other hand, environmental regulations such as carbon pricing and the EU CBAM encourage businesses to source cleaner materials (European Commission, n.d.). With the product development strategy, it will become easier for Tata Steel to meet these requirements. Low-carbon steel products also add customer value through measurable reductions in lifecycle emissions (Tata Steel Nederland, 2026b). This means that not only are the products meeting environmental requirements but are also coping with market needs by avoiding excessive price rise. 
There are two elements to the development of low-carbon steel. Firstly, the steel alloy should contain little carbon (0.05% to 0.3%), while minimal carbon footprint should be maintained with steel production (International Energy Forum, 2024). Besides, Electric Arc Furnace (EAF) and Basic Oxygen Furnace (BOF) can also be beneficial for the development of low-carbon steel (Keane, 2025). Tata Steel is already investing in some of these with its collaborations, which gives it an upper hand. 
It is essential for Tata Steel to develop a strategy for gaining more competitive edge. Here, Porter’s generic strategies theory identifies four types of strategies, including cost focus, cost leadership, differentiation and differentiation focus (Ștefanet al., 2023). The right choice needs to be aligned with Tata Steel’s product development strategy. 
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Figure 5: Porter's generic strategy
(Source: Week 3, slide 13)
	Cost leadership
High investment in green technologies for short-term production costs
	Differentiation
New product range with green steel using hydrogen-ready DRI, EAFs and recycled steel 

	Cost focus 
Price-sensitive domestic customers using operational efficiencies for the low-carbon transition 
	Differentiation focus
Specialised green steel for niche industries such as electric vehicles, offshore wind, and hydrogen infrastructure 


Table 2: Porter's generic strategies for Tata Steel
Here, a differentiation strategy will be suitable for Tata Steel. This strategy believes in standing out with new and unique ideas (Ștefanet al., 2023). Here, Tata Steel’s focus will be on developing certified green steel with substantially lower carbon emissions. Transparent carbon footprint reporting and environmental product declarations (EPDs) are beneficial to bring down carbon levels (Shinet al., 2026). This will be prioritised with this product in Tata Steel with an additional product attribute of sustainability alongside strength, durability and quality.
Tata Steel's corporate reputation is likely to improve as an environmentally responsible manufacturer with this strategy. According to the stakeholder theory, businesses should create value for everyone impacted by their operations (Mahajanet al., 2023). As mentioned previously, the Indian government is already encouraging the production of low-carbon steel (Athrady, 2026). Besides, the Indian citizens also show concerns with deteriorating environmental conditions (Bhatia, 2025). With more low-carbon steel products, the company will satisfy the customers, investors, governments and local communities.
Furthermore, it will need major investments in R&D related to hydrogen steelmaking, recycled materials and digital manufacturing. As per the Resource-Based View (RBV), the right investments in resources and capabilities can contribute to business growth (Siposet al., 2025). With this, Tata Steel will be able to differentiate its low-carbon steel products from other competitors. Here is a basic budget along with necessary resources for executing this plan in Tata Steel:
	Activity
	Estimated Budget
	Justification

	R&D on green steel, hydrogen
	₹15,00,000
	Develop new lower-carbon steel products and improve production technologies

	EAF and process upgrades
	₹12,50,000
	Expand low-emission steel production capacity through EAF 

	Renewable energy integration
	₹35,00,000
	Install solar, wind and renewable power infrastructure 

	Product certification and Life Cycle Assessment 
	₹30,00,000
	Obtain Environmental Product Declarations (EPDs) and carbon footprint verification 

	Digital technologies (AI, IoT, carbon monitoring)
	₹64,00,000
	Monitor emissions and optimise energy efficiency 

	Marketing and customer education
	₹45,50,000
	Promote ESG branding and customer awareness campaigns.

	Employee training 
	₹75,00,000
	Upskill engineers, production staff and sales teams 

	Strategic partnerships 
	₹95,00,000
	Collaborate with universities, technology firms and construction customers

	Contingency reserve 
	₹10,00,000
	Additional budget for emergencies 

	Total Proposed Budget
	₹4 crore
	


Table 3: Resources and budget
(Source: Self-created)
A budget of up to ₹3 crore will be necessary for Tata Steel with the necessary resources to implement the Product Development strategy. Primarily, the investments are related to R&D, process upgrades and renewable energy generation. Employee training and strategic partnerships are also essential here. For promotion, the focus will be on publishing verified sustainability credentials, carbon footprint data and ESG performance. Here is a basic timeline for the execution of this plan:
	Year
	Activities

	Year 1
	Invest in R&D, begin EAF expansion, strengthen renewable energy supply, develop prototype low-carbon steel

	Year 2
	Launch certified lower-carbon steel products, expand production capacity, commence marketing campaigns

	Year 3
	Scale production, expand customer partnerships, increase renewable energy use, and monitor ESG performance


Table 4: Basic timeline
As Tata Steel is transitioning towards a lower-carbon business model, this product development strategy will help with its competitive advantage. Some of the biggest competitors of the company currently include Nippon Steel Corp and JSW Steel Ltd (GlobalData, 2026). Both these companies have plans to implement a low-carbon strategy in the long run (Nippon Steel Corporation, 2025; JSW Steel, 2023). If Tata Steel is faster with this strategy, it will gain a better market share and visibility in the global steel industry. 
[bookmark: _Toc235639058]Task 3: Critical Reflection on AI Usage
[bookmark: _Toc235639059]a. Tool Disclosure
The AI tool used in this assessment is ChatGPT. It is a commonly used AI tool (OpenAI, 2022). It was used only for the guidance on the way to plan the structure for the second task related to a strategic growth option for Tata Steel. 
[bookmark: _Toc235639060]b. Critical Evaluation of AI Output
I focused on conducting additional research to validate the outcomes generated with ChatGPT based on my prompt (See Appendix). For instance, the outcome suggested that Tata Steel already possesses R&D, manufacturing infrastructure and collaborations. When I conducted additional research, it became clear that this was accurate to some extent. Tata Steel Limited’s (TSL) laboratories and technology centres are contributing to research (Tata Steel, 2026g). Besides, it has also collaborated with relevant universities and organisations for low-carbon steel production(Tata Steel, 2026e; Tata Steel, 2026f). Besides, during the first task, I realised that the ESG performances of Tata Steel are quite impressive. It has invested in a strong low-carbon infrastructure and renewable energy generation (Tata Steel, 2026d). All these pointed out as existing competitive advantage of Tata Steel seemed authentic in the GenAI outcome. 
However, some of the other aspects of the outcome seemed inauthentic. For instance, the use of Ansoff matrix seemed vague, as the analysis does not support any evidence. Moreover, the justification for the choice of product development does not support with real-time statistical data. Logical consistency is an essential part of auditing and fact-checking (Liuet al., 2025). Using this, I realised that the outcome generated with ChatGPT has some hallucinations, like a heavy focus on predictions and likelihood for making recommendations rather than considering existing facts and data. The use of tables and bullet points also seemed slightly unsuitable for academic analysis. 
[bookmark: _Toc235639061]c. Contribution Analysis
After analysing the AI generated content, I realised that it cannot be utilised for an academic critical analysis. The choice of product development strategy seemed suitable and authentic based on my additional research, hence I used this recommendation. However, I decided to take a more detailed and critical approach. For instance, I used Porter’s generic strategies for evaluating the way to enhance competitive advantage of Tata Steel’s product development strategy. Besides, budget and timeline are essential for development of a strategy (Barcauiand Monat, 2023). I chose to integrate these in my answer even though the AI generated outcome did not include these. 
[bookmark: _Toc235639062]d. Ethical & Professional Reflection
Some ethical implications of AI use can be considered when it comes to marketing analysis activities. Algorithmic biases are quite common with the use of GenAI tools (Fokaand Griffin, 2024). This leaves room for stereotypes within marketing content, including generic opportunities for Tata Steel. Hallucinations and misinformation are also quite common with the use of GenAI tools in marketing content (Lee et al., 2025). This was also evident in this case, as the market analysis for Tata Steel does not offer statistical and real-time authentic data. As a result, transparency and authenticity can be problematic in marketing content with the use of AI if proper human supervision is not considered. 
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Recommended Strategic Option: Product Development

Product development is the most appropriate growth strategy because it ligns with Tata Steel's ambition to
become 2 global leader in sustainable steel production while leveraging its existing customer base and
manufacturing expertise.

Strategic Rationale

1. Growing Market Demand
‘Governments and major industries are increasingly demanding low-carbon construction materials to achieve
net-zero commitments. Automotive manufacturers, infrastructure developers and renewable energy
‘companies require certified green steel to reduce e’ "ons throughout thei supply chains.
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2. Existing Competitive Strengths
Tata Steel already possesses:

« Advanced research and development capabilities

o established manufacturing infrastructure

« strong relationships with automotive and construction industries

« significant investments in hydrogen, carbon capture and dircular economy initiatives
« Recognised sustainabilty leadership

These resources reduce the risk associated with developing new green steel products

3. Alignment with ESG Strategy
The strategy supports Tata Steel's commitments by:

« Reducing greenhouse gas emissions

o Increasing renewable energy usage

« Expanding recycled steel production

« Supporting circular economy initatives

« Mesting Science Based Targets and Net Zero goals
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How the Strategy Creates Competitive Advantage

Competitive Advantage

Differentiation

Cost Leadership (Long-

Term)

Innovation Leadership.

8rand Reputation

Regulatory Readiness

Customer Value Creation

How the Strategy Delivers It

Offers certified green steel with significantlylower carbon emissions than conventional
steel.

Greater energy efficiency, ncreased scrap recycing and renewabe energy reduce operating
costs over time despite high intal investment.

Hydrogen-based steelmaking, Al-driven process optimisation, digital carbon tracking and
carbon capture technologies create technological barriers for competitors.

Strengthens Tata Steel's position as a sustainabilty leader, improving investor confidence
and customer trust

Enables compliance with future carbon taxes, emissions regulations and mechanisms such
as the EU Carbon Border Adjustment Mecharism (CBAM).

Helps customers reduce Scope 3 emissions, supporting their own sustainabilty targets and
encouraging long-term partnerships.
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Resources Required
Resource purpose

Capital nvestment Hydrogen-ready DRI plants, Electrc Arc Furnaces, carbon capture systems and
renewable energy infrastructure

Technology A 10T, digital twins, carbon accounting piatforms and Ifecycle assessment software

Human resources. Sustainabilty engineers, dats scientists, metallurgiss, renewable eneray specialsts and
£5G professionals

Strategic partnerships Renewable eneray suppliers, hydrogen producers, technology providers, universites
and government agencies
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Expected BeneTits

Environmental

«  significant reduction in CO; emissions.
o Increased use of renewable energy.

o Higher recycled steel utiisation.

« Reduced waste generation.

Economic

* Access to premium green steel markets.

« Higher profit margins from differentiated products.
« Long-term operational cost savings.

« Reduced exposure to future carbon pricing.

Social

o Creation of high-skilled green jobs.
« Improved workplace innovation.
«  stronger community and stakeholder relationships.
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Risks and Mitigation

Risk

High capital expenditure

Slow market adoption

Technology uncertainty

Renewable energy supply constraints

Conclusion

witigation

Implement phased investments, secure government ncentives, and form

strategic partnerships.

Educate customers, obtain third-party green steel certfcation, and establish
long-term supply agreements.

Pilot hydrogen and carbon capture technologies before large-scale rolout.

Invest n captive solar and wind projects and diversiy renewable power
procurement.

Among the four Ansoff Matrix strategies, Product Development offers the strongest strategic fit for Tata
Steel's transition to 2 lower-carbon business model. By investing in certfied green steel, hydrogen-based
production technologies, electric arc furnaces, digital carbon tracking and circular economy solutions, Tata
Steel can differentiate itself from competitors, meet evolving regulatory requirements, access premium
intemational markets and strengthen its long-term competitive advantage. While supported by market
penetration, market development and selective diversification initiatives, product development should
remain the company's primary growth strategy because it simultaneously advances decarbonisation,
innovation and sustainable profitabilty.
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