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[bookmark: _Toc243565900]1.0 Task 1 - Marketing Environment Analysis 
[bookmark: _Toc243565901]1.1 Introduction to BHP and the Lower-Carbon Transition 
BHP Group Ltd. (formerly Broken Hill Proprietary Company Limited) is a global resources company. The company provides commodities for energy transition and industrial production. In FY2025, the greenhouse gas emissions from its operations reached a total of 8.7 million tonnes of CO₂-equivalent, which was a significant reduction from 10 million tonnes in FY2024. BHP has set the target to reduce emissions in its operations by 30% by FY2030 compared to its FY2020 baseline (BHP, 2025). However, continued investment towards decarbonisation and responses to changing market expectations are required for achieving lower carbon production (Clausen and Sörensen, 2022). This analysis will evaluate the natural environment, social (competitors and industrial customers) and economic as three external factors which shape BHP's transition.
[bookmark: _Toc243565902]1.2 External Actor 1 - Natural Environment and Decarbonisation Pressures 
The natural environment is a major external force of marketing which influences BHP because operational risks are created due to climate change, along with increasing pressure on mining companies to showcase credible evidence for decarbonisation. It was reported by the International Energy Agency (IEA, 2025) that approximately 70% of global steel production comes from blast furnace-basic oxygen furnace. Hence, environmental performance affects the reputation of BHP, along with its long-term position in the market and relationships with customers.
The 2025 annual report at BHP provides evidence of the company’s progress. The emission of operational greenhouse gas fell from an adjusted 9.2 million tonnes of CO₂-equivalent in FY2024 to 8.7 million tonnes in FY2025, which shows a reduction of 5%. Emissions were also 36% below the adjusted baseline of FY2020, which exceeded the progress towards the target set by BHP of reducing emissions from operations by at least 30% by FY2030 (BHP, 2025).
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[bookmark: _ydsdcal50rq]Figure 1: Projected pathway to BHP’s operational GHG emissions medium-term target
Source: (BHP, 2026) 
Figure 1 shows BHP's projected pathways to reduce its operational emissions in order to meet its medium-term target.  However, most of the latest emissions have been attributed by BHP to the temporary suspension of its Western Australia Nickel operations and impact of agreements related to power purchase. As a consequence, the improvement cannot entirely be attributed to the increased efficiency of production. 
[bookmark: _Toc243565903]1.2.1Economic Actor 
Economic challenges are also present in decarbonisation. It has been estimated by IEA (2025b) that, depending on the region, early commercial hydrogen-based direct reduction in electric arc furnace plants can cost more than conventional steelmaking by 50% to 140%. Even though steel is not manufactured by BHP, the wider industrial trans might be affected by these costs, and it might also influence the investment decisions of customers while demanding fully lower-emission raw materials. Hence, BHP must consider whether its initiatives for the environment help it transition towards commercially viable customers instead of assuming that a price premium is automatically generated by sustainability. 

Questions have also been put forward by recent peer-reviewed research on whether meaningful changes are produced by corporate sustainability commitments. Frederiksen and Banks (2022) have argued that sustainability approaches at mining companies can overlook the contradiction between sustainable development and resource extraction. This suggests that the environmental claims made by BHP should be evaluated against measurable outcomes instead of focusing on their commitments only. In addition to that, Tannor et al. (2023) identified patterns of rainfall, prolonged dry seasons, and rising temperatures as concerns related to climate for mining operations in Ghana. This shows how operational resilience can be threatened by climate variability.
From the perspective of marketing, transparent reporting and credible emission reductions could increase the confidence of stakeholders. Nevertheless, BHP needs to distinguish between the emissions from Scope 3 within its operations generated throughout its value chain. 
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[bookmark: _gg2hjlu5gtpz]Figure 2: GHG emissions long‑term net zero goal
Source: (BHP, 2026) 
Figure 2 shows BHP’s long-term goal towards net zero for CHG emissions. However, it will be challenging to achieve this goal because emissions throughout its value chain remain partly dependent on how its products are used by customers. Hence, progress should not be assessed against its long-term commitment alone. Instead, it should be measured against measurable emissions.
[bookmark: _Toc243565904]1.3 External Actor 3 – Social -Demand for Lower-Carbon Products 
BHP's transition is influenced by industrial customers because their purchasing decisions determine whether commercially viable demand can be generated by lower-carbon materials. Steelmakers represent one of the core customer bases within the value chain of BHP, while at the same time increasing pressures for reducing emissions are being faced by copper customers as well. The International Energy Agency (IEA, 2025a) reported that just under two million tonnes of near-zero-emissions steel annually by 2030 are covered by publicly disclosed offtake agreements. It is further seen that a potential demand of 3 million tonnes has not yet been secured through offtake agreements. These show that the interests of the customer have not been able to fully translate into actual firm purchases.
Another challenge is represented through price sensitivity. The Global Materials Perspective 2025 Report by McKinsey found that approximately 50% of the steel buyers who were surveyed were actually unwilling to pay a premium in exchange for greener steel in 2025, in comparison to approximately 35% in 2024. The unwillingness has increased to approximately 50% from 40% for copper (McKinsey, 2025). 
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[bookmark: _3bug2oxbcokl]Figure 3: Buyers’ Willingness to Pay a Premium for Greener Steel and Copper
Source: (McKinsey, 2025) 
It was suggested by these findings that customer loyalty might not be secured solely by sustainability or even justify the high prices. Hence, BHP needs to collaborate with industrial customers on the issue of reducing emissions while showing measurable benefits to the environment and competitive costs. Its opportunity for marketing depends on the ability to convert the interest in sustainability into sustained commitments for purchasing (Muñoz, 2025). 
[bookmark: _Toc243565905]1.3.1 Competitors and Competitive Pressure 
Competitive pressure is faced by BHP from Fortescue and Rio Tinto; the expectations of the industry are influenced by their emission targets. 31.5 million tonnes of Scope 1 and 2 emissions in 2025 were reported by Rio Tinto, while they have set the target of 50% reduction by 2030 against their baseline year of 2018 (Rio Tinto, 2026). 8.7 million tonnes of emissions from operations was reported by BHP in FY2025, which is 36% below its adjusted FY2020 baseline, and it has a target of a 30% emission reduction by FY2030 (BHP, 2025). 
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[bookmark: _npu9gon3pkuj]Figure 4: Breakdown of Rio Tinto’s Greenhouse Gas Emissions
Source: (Rio Tinto, 2026) 
Even though these figures cannot be compared directly because different baselines for reporting have been used by the company, along with different operational boundaries. However, the more ambitious percentage target set by Rio Tinto increases pressure on BHP to meet expectations of progress. BHP can differentiate itself by making sure to stay transparent in its reporting and back up its claims. 
[bookmark: _Toc243565906]1.5 Critical Evaluation: Marketing Opportunities and Threats for BHP 
The low-carbon transition creates opportunities for BHP to strengthen its reputation while at the same time attracting customers who seek more sustainable materials. However, competitive advantage cannot be guaranteed only through environmental progress because industrial buyers remain sensitive, and at the same time, substantial investment is required for decarbonisation. Zhang et al. (2022) identified environmental legitimacy, customer enforcement and competitive pressures as essential drivers of corporate strategies for carbon neutrality. This suggests that BHP needs to demonstrate measurable reductions in its emissions while responding to the cost expectations of its customers. In addition to that, its scope three emissions remain partly dependent on customers and suppliers, which limits direct control (Stenzel and Waichman, 2023). Hence, BHP needs to combine collaboration with customers, transparent reporting and cost-effective innovation. Credibility can be strengthened through this approach while reducing the risk of unsupported environmental claims and avoiding greenwashing risks (Xu et al., 2023).


[bookmark: _Toc243565907]2.0 Task 2 - Strategic Growth and Competitive Positioning 
[bookmark: _Toc243565908]2.1 Application of the Ansoff Matrix
Four strategies for growth have been identified by the Ansoff matrix, which are based on existing or new products and markets. It is confirmed through research that the framework helps businesses to evaluate their product combination and associated growth (Ferreira and Marques, 2024).
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[bookmark: _ihqiswq7fv7t]Figure 5: Ansoff Matrix
Source: (The Strategy Institute, 2024) 
Market Penetration
Sales of existing copper and iron ore to current customers should be increased by BHP through long supply agreements.
Market Development
New segments of customers should be targeted by the company, specifically electric network operators and renewable energy developers, because copper is essential for the energy transition (Kamran et al., 2023).
Product Development
BHP should increase its collaboration with existing customers within steelmaking. In order to develop higher-quality iron ore solutions while supporting its goal of lower emissions in steelmaking. This could mean that the quality of iron ore could be improved, along with suitability for direct reduced iron ore (DRI) processes, which can support the production of steel with lower emissions (Zang et al., 2023). Joint trials could be implemented by BHP by working with existing steelmakers to test the technical suitability of its iron ore products while assessing their potential for emission reduction. Through this, BHP could strengthen the relationship with customers while improving the existing products and effectively handling the increasing demand for lower-carbon steelmaking materials. 
Diversification
Renewable energy projects or green hydrogen could be selectively explored by BHP even though additional capacity and investment might be required for this (Li et al., 2024). Among the four, BHP should give higher priority to product and market development because they build on the resources and customer relationships which already exist. Diversification needs to be used selectively because newer and unfamiliar markets might increase uncertainty. New capabilities could be unlocked through partnerships along with sharing the risk of investment (Ego, 2022). 
[bookmark: _Toc243565909]2.2 Recommended Growth Strategy (Product Development) 
Product development from the Ansoff matrix specifically should be prioritised by BHP by improving the existing iron ore products to take care of its current customers in steelmaking. This strategy is in direct alignment with practical support because the annual report of BHP for FY 2025 shows that a trial using its iron ore in a direct reduced iron pathway achieved lower emissions intensity of 50% than conventional blast furnace iron in the trial's comparison (BHP, 2025). It was also stated by BHP that emissions by up to 85% could potentially be reduced compared with conventional blast furnaces through combining DRI with an electric smelting furnace (BHP, 2025).
Hence, BHP should invest in more trials while collaborating with the existing steelmakers to improve the suitability of the product for lower-emission processes. However, an 85% reduction is not a guaranteed result and is more of a potential. Alternative technologies for steel offer substantial potential reduction in emissions, which is demonstrated by the difference in emissions intensity across the pathways shown in Figure 6.
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[bookmark: _bnoc4q557mdj]Figure 6: Potential ore-based (integrated) steelmaking technology pathways
Source: (BHP, 2026) 
However, a significant amount of uncertainty is involved in product development because technologies for lower-carbon steelmaking might need reliable supplies of renewable hydrogen and electricity and costly infrastructure. BHP could evaluate the technical feasibility and demand from customers through joint trials with steelmakers before scaling up production. Whether the products can compete commercially could be revealed through comparing costs with conventional alternatives (Rosner et al., 2023). 
Minimum thresholds for customer commitments, investment return, and emission reduction should be set by BHP before approving spending at large scale. Without having this safeguard in place, the cost of development could very easily outweigh the commercial benefits if the customers are not willing to pay the premium (Rosner et al., 2023).
[bookmark: _Toc243565910]2.3 Competitive Advantage, Marketing and Technology
The competitive advantage of BHP could be strengthened through industry partnership, technological innovation and evidence-based marketing. Mallett and Pal (2022) argue that international technology cooperation and systemic innovation are required for decarbonising steel instead of isolated initiatives by companies. BHP needs to collaborate with steelmakers to develop iron ore products that are suited to low-emissions production pathways, which include direct reduced iron based on hydrogen. Verified data regarding emissions should be communicated through marketing. While helping to distinguish projected reductions from demonstrated results. However, commercial success could not be guaranteed through technological potential because adoption is constrained by hydrogen. Electric availability and infrastructure investment might also limit the competitive advantage of BHP. Based on Porter’s Generic Strategies, a differentiation strategy should be chosen by BHP through the development of iron ore products which are suitable for low-emission steelmaking. 
[image: ]
Figure 7: Potters Generic Strategies
Source: (The Intact One, 2024)
Instead of staying dependent on pricing alone, this would encourage them to distinguish their products from competitors through benefits which are environmentally verified. However, differentiation would depend on a commercially competitive cost while showcasing measurable reduction of emissions. 
[bookmark: _Toc243565911]2.4 Implementation Risks and Performance Measures
The product development strategy at BHP faces market, financial and technological risks. Scaling low-emissions steelmaking still remains challenging, which makes commercial readiness an essential consideration (OECD, 2025). It was also reported by BHP that emissions from operations were 36% below its adjusted FY2020 baseline in FY2025, set against its target of reducing emissions by at least 30% by FY2030 (BHP, 2025). However, product-related emissions intensity should be separately measured per tons of steel produced through the pathway of the proposed technology. The cost of development and research should be monitored by BHP in addition to trial results, customer adoption, and return on investment as separate indicators of performance. Management could help in the identification of delays through quarterly reviews while adjusting investment decisions and assessing commercial feasibility. 


[bookmark: _Toc243565912]3.0 Task 3 - Managerial and Professional Reflection 
[bookmark: _Toc243565913]3.1 Rationale for Company and Actor Selection 
I selected BHP because it is an organisation which supplies iron ore and copper, and because of this, it becomes relevant for examining the contribution of the mining industry towards the low-carbon transition. Adomako and Tran (2022) found that sustainable strategies for the environment can increase the competitive advantage among mining firms, which makes this analysis strategically relevant. I chose the natural environment, economic and social (industrial customers and competitors) because they represent various types of environmental pressures, competitive positioning and demands of the market. These actors together can provide a focused assessment of the influences from the external environment which shape the growth at BHP.
[bookmark: _Toc243565914]3.2 Reflection on Strategic Decisions and Alternatives 
I give a higher priority to product development because it helps BHP to build over the iron ore operations and customer relations which already exist while supporting the goal of reducing emissions in steelmaking. However, I realised that market development could also bring opportunities for growth by targeting the customer base within electricity infrastructure and renewable energy. I did not give the same priority to diversification because additional investments can create hurdles while entering new markets. Ferreira and Marques (2024) explained the value of the Ansoff matrix for evaluating growth options in the product market. Nevertheless, BHP should not make the mistake of assuming customer adoption is guaranteed by technological potential. Before jumping into any commitment regarding substantial resources, the management should make sure to assess the cost of production along with the willingness of customers to pay and the commercial readiness of technologies for lower-emissions steelmaking.

[bookmark: _Toc243565915]3.3 Limitations and Further Consultant Research 
One of the limitations I had during this research was having to rely too much on secondary data. Instead of having direct experiences or the opportunity to talk with customers or managers at BHP. Due to this Even though I could identify potential opportunities within steel-making technologies, I could never be sure if  the customer would actually pay more for these products.  I also had to rely heavily on published figures of emissions,  which might fail to demonstrate if new technologies are actually commercially feasible (Artioli et al., 2021).  If I were working as a consultant, then I would do primary research through interview Steelmakers while comparing investment plans from competitors and examine the internal cost forecast by BHP, which would help me cover the information gap.
[bookmark: _Toc243565916]3.4 Professional Learning and Final Judgement 
By undertaking this report preparation, I learned many things about the mining industry and research work while realising the importance of looking beyond the potential benefits of a strategy and instead taking a critical standpoint for its practical feasibility.  I also know I learnt the correct use of evidence to make a report specific and well-focused by using statistics. I believe product development would be the best strategy to focus on for BHP, but I would make sure to gather stronger financial and customer evidence before making significant financial decisions. 
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