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[bookmark: _Toc242365150][bookmark: _Toc242967033]Task 1: Marketing Environment Analysis
[bookmark: _Toc242365151][bookmark: _Toc242967034]1.1 Introduction and approach
Broken Hill Proprietary Company Limited (BHP) is a large Australian mining company producing copper, iron ore and steelmaking coal, and building a potash (fertiliser) mine in Canada. In the year to June 2026 (FY2026), it earned revenue of US$58.8 billion and underlying EBITDA (operating profit) of US$32.9 billion, over half (US$18 billion) from copper for the first time (Figure 1; BHP, 2026b). It produced 1,953 thousand tonnes (kt) of copper, a record 265 million tonnes (Mt) of iron ore and 18.6 Mt of steelmaking coal (Figure 2; BHP, 2026a).
[image: ]
Figure 1: BHP’s revenue and operating profit, FY2025 and FY2026
Source: Self-made, data from BHP (2026b).
[image: ]
Figure 2: What BHP produced in FY2025 and FY2026
Source: Self-made, data from BHP (2026a). Copper includes 100% of the Escondida mine.
Emissions are grouped into three ‘scopes’: Scopes 1 and 2 come from a company’s own sites and purchased electricity; Scope 3 comes from the wider value chain, such as customers using its products. BHP’s sites emitted only 9.4 Mt of carbon dioxide equivalent (CO₂e) in FY2026, but Scope 3 emissions reached 429 Mt (Jennifer L., 2026), so lower-carbon products depend mostly on customers.
Kotler et al. (2020; 2024) describe the macro environment as six forces: demographic, economic, natural, technological, political and cultural. This report examines three (Figure 3): the natural environment (the required main focus), plus the political-legal and economic environments, which affect BHP most directly.
[image: ]
Figure 3: The macro environment actors, with the three analysed highlighted
Source: Self-made, based on Kotler et al. (2020; 2024).
[bookmark: _Toc242365152][bookmark: _Toc242967035]1.2 Natural environment (primary actor)
Kotler et al. (2024, pp. 115-117) argue that raw-material shortages, pollution and tougher regulation increasingly shape business decisions. For BHP, four issues stand out.
[bookmark: _Toc242365153][bookmark: _Toc242967036]1.2.1 BHP’s own emissions
BHP cut these by a third, from 14.1 Mt in FY2020 to 9.4 Mt in FY2026, beating its 2030 target of 30% (Figure 4; BHP, 2026b; Jennifer L., 2026). Cleaner electricity drove most progress: 80% of site power is now renewable (BHP, 2026b). Diesel is the hardest part left: BHP burns about 1,850 million litres a year, and battery-powered haul trucks are not expected until the late 2020s (BHP, 2024a).
[image: ]
Figure 4: Emissions from BHP’s own sites (Scope 1 and 2) compared with its 2030 target
Source: Self-made, data from BHP (2026b) and Jennifer L. (2026).
[bookmark: _Toc242365154][bookmark: _Toc242967037]1.2.2 Customers’ emissions
[bookmark: _GoBack]This is the bigger problem. BHP’s Scope 3 emissions are about 46 times its own, and 85% come from customers turning its iron ore and coal into steel (Figure 5; Jennifer L., 2026). Critics’ note that BHP mainly sells ore suited to coal-based blast furnaces and, unlike rivals, has no measurable Scope 3 target (Nicholas, 2024). Cleaner technology is slow: the NeoSmelt pilot with BlueScope and Rio Tinto, due in 2028, could cut steelmaking emissions intensity by up to 80% (BlueScope, 2024), but wide adoption is expected only after 2030 (BHP, 2024a).
[image: ]
Figure 5: Where BHP’s total carbon footprint comes from, FY2026
Source: Self-made, data from Jennifer L. (2026), reporting BHP’s FY2026 figures.
[bookmark: _Toc242365155][bookmark: _Toc242967038]1.2.3 Water and waste
At Escondida in Chile, BHP’s seawater desalination plant aims to draw on underground water by 2030 (BHP, 2019). However, the 2015 collapse of the Fundão dam at Samarco, BHP’s joint venture with Vale in Brazil, killed 19 people and polluted the Doce River (Engineering News, 2026), a lasting financial and reputational burden.
[bookmark: _Toc242365156][bookmark: _Toc242967039]1.2.4 Resource scarcity
Clean energy depends on scarce copper: the IEA (2025) expects supply to fall 30% short of demand by 2035, raising the value of BHP’s deposits.
[bookmark: _Toc242365157][bookmark: _Toc242967040]1.2.5 Evaluation
Sovacool et al. (2020) describe a paradox: clean technology needs mining, which itself causes emissions. For BHP this is more pronounced because its largest products feed coal-based steelmaking. Hart (1995) argues that managing environmental issues well creates competitive advantage, as at BHP’s own sites, but promoting these cuts while ignoring Scope 3 risks accusations of greenwashing, a misleadingly green image (Delmas and Burbano, 2011).
[bookmark: _Toc242365158][bookmark: _Toc242967041]1.3 Other macro-environment actors
[bookmark: _Toc242365159][bookmark: _Toc242967042]1.3.1 Political-legal environment
Governments and courts turn environmental pressure into costs (Figure 6). Australia’s Safeguard Mechanism cuts emissions limits for large sites by 4.9% annually until 2030 (DLA Piper, 2023), within a 2035 national target of 62-70% (Norton Rose Fulbright, 2025). Europe’s Carbon Border Adjustment Mechanism (CBAM) has charged importers for the carbon in steel since 2026 (European Union, 2023a; Mayer Brown, 2025), making low-carbon iron more valuable to BHP’s customers. Brazil’s 2024 Samarco settlement totals R$170 billion (Daily Maverick, 2024), and in November 2025 London’s High Court found BHP liable to about 600,000 claimants (SteelOrbis, 2025); appeal was refused in May 2026 and a compensation trial is due in April 2027 (Engineering News, 2026).
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Figure 6: Key political and legal events affecting BHP, 2023-2027
Source: Self-made, compiled from sources cited in section 1.3.1.
[bookmark: _Toc242365160][bookmark: _Toc242967043]1.3.2 Economic environment
China provides over 60% of BHP’s revenue (Caixin Global, 2026), giving buyers strong bargaining power. In September 2025 the state-backed China Mineral Resources Group (CMRG) told mills to stop buying BHP cargoes during price talks (Mining Weekly, 2025b); in April 2026 BHP agreed to price half of one product’s sales to CMRG in yuan at a 1.8% discount (Caixin Global, 2026). Iron ore demand may weaken as China limits steel output from 2026 to 2030 (Mining.com, 2025), while Rio Tinto’s Simandou mine adds up to 120 Mt a year of supply (Mining Weekly, 2025c), pressuring prices. Copper is the opposite: demand from renewables, grids and electric vehicles (BHP, 2025b) may rise by half to 42 Mt a year by 2040, leaving a 10 Mt shortfall (Figure 7; S&P Global, 2026). Some carmakers are switching to cheaper aluminium wiring (AL Circle, 2026).
[image: ]
Figure 7: Forecast world copper demand and supply
Source: Self-made, data from S&P Global (2026).
[bookmark: _Toc242365162][bookmark: _Toc242967044]1.4 External opportunities and threats
Synthesising the three actors shows that they reinforce one another. The natural environment creates the core problem: BHP has cut its own emissions, but customers’ emissions are 46 times larger. The political-legal environment turns this into cost, through carbon rules such as CBAM and liabilities such as Samarco. The economic environment decides who captures value: Chinese buyers and Simandou squeeze iron ore, while the copper shortage strengthens BHP’s position. For BHP this means a growing imbalance: copper, now 55% of operating profit (BHP, 2026b), gains from all three forces, whereas iron ore and coal, its largest emitters, face pressure from all three. Figure 8 ranks the main issues. BHP therefore cannot rely on cleaner sites alone; it must shift its offer towards copper and lower-carbon iron ore.
[image: ]
Figure 8: BHP’s main threats and opportunities, by impact and timing
Source: Self-made assessment based on sections 1.2-1.3.
[bookmark: _Toc242365163][bookmark: _Toc242967045]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc242365164][bookmark: _Toc242967046]2.1 Strategic options under the Ansoff Matrix
The Ansoff (1957) matrix, explained by Hooley et al. (2020), shows four growth routes: penetration (more of the same products in the same markets), product development, market development and diversification (new products for new markets). Figure 9 applies it to BHP and Table 1 rates each option.
[image: ]
Figure 9: The Ansoff Matrix applied to BHP
Source: Self-made, based on Ansoff (1957) and Hooley et al. (2020).
Table 1: Appraisal of BHP’s Ansoff growth options
[image: ]
Source: Self-made appraisal, drawing on sections 1.2-1.4 and Ansoff (1957).
[bookmark: _Toc242365165][bookmark: _Toc242967047]2.2 Recommended growth strategy
Main route 1: product development. Task 1 showed that BHP’s largest emissions arise when customers use its iron ore. BHP should develop ore products suited to cleaner steelmaking, building on NeoSmelt (BlueScope, 2024) and its aim to help cut emissions per tonne of steel by 30% (BHP, 2024a). For copper, it should sell certified low-carbon metal backed by 80% renewable power and carbon data for each shipment (BHP, 2026b). This answers CBAM and shifts BHP from selling tonnes of ore to selling lower emissions per tonne of steel (Kotler et al., 2024).
Main route 2: market development. Low-carbon copper should target buyers who value proof of low emissions: European battery makers, who must declare product carbon footprints (European Union, 2023b); US buyers of copper cathode, which is exempt from the 50% US copper tariff (S&P Global Commodity Insights, 2025); and power-grid and data-centre suppliers. More iron ore customers outside China would reduce reliance on CMRG, whose buying power forced discounted yuan pricing (Caixin Global, 2026). Buyers should be segmented by readiness to decarbonise (Jobber and Ellis-Chadwick, 2023).
Supporting routes. BHP expects copper output to fall to 1,650–1,800 kt in FY2027 (BHP, 2026a), so Escondida (1,261 kt in FY2026) and the Vicuña joint venture in Argentina (BHP, 2025a) remain central. Diversification into potash through the US$8.4 billion Jansen first stage, due mid-2027 (BHP, 2026b), should stay limited: BHP spent about US$3 billion on nickel before suspending it in 2024 (BHP, 2024b).
This mix is justified by Task 1. Product development answers natural and political-legal pressure on Scope 3, market development reduces economic dependence on China, and copper growth exploits a shortage that favours BHP. Using existing mines, customers and partnerships keeps risk below diversification (Ansoff, 1957) and turns the main threats in Figure 8 into opportunities.
[bookmark: _Toc242365166][bookmark: _Toc242967048]2.3 Competitive positioning
Porter’s (1985) generic strategies, summarised by Whittington et al. (2023), say firms win through either lowest cost or differentiation. BHP should use cost leadership in iron ore and differentiation in copper and low-carbon iron. Its 59.4% EBITDA margin (BHP, 2026b) shows its iron ore is already low-cost, and that position should be protected against Simandou. In copper and low-carbon iron, BHP should differentiate through certified low-carbon supply and steelmaker partnerships. Keeping the two approaches separate avoids being ‘stuck in the middle’ (Porter, 1985).
Rivals already compete on climate credentials (Figure 10; Appendix A). Rio Tinto aims to cut its own emissions 50% by 2030 (Inspectioneering, 2021), Vale 33% plus 15% for Scope 3 (Vale, n.d.), and Fortescue targets ‘real zero’ in Australian iron ore (Andreyev, 2025). BHP has delivered more but promised less. In copper it is roughly level with Codelco (Mining Weekly, 2025a) and has twice failed to buy Anglo American (Mining Technology, 2025), so growth must come from its own projects.
[image: ]
Figure 10: How much BHP and its rivals plan to cut their own emissions by 2030
Source: Self-made, data from Inspectioneering (2021); Vale (n.d.); Andreyev (2025); BHP (2026b). Fortescue’s 100% covers Australian iron ore operations; base years differ.
These strengths are hard to copy (Barney, 1991): world-class copper mines, large iron ore operations, steelmaker partnerships and funds for pilots such as NeoSmelt. As market leader, BHP should grow the market by helping customers make greener steel (Kotler et al., 2020), since rules such as CBAM can drive innovation that outweighs their cost (Porter and van der Linde, 1995). To be credible, BHP needs a measurable Scope 3 target like Vale’s, to avoid greenwashing claims (Delmas and Burbano, 2011), and visible progress on Samarco, reflecting the ‘triple bottom line’ of people, planet and profit (Elkington, 1997).
[bookmark: _Toc242365167][bookmark: _Toc242967049]2.4 Implementation and measurement
Figure 11 shows the plan and Table 2 the measures. A sales, sustainability and finance team should manage partnerships and report quarterly to the board, releasing funds in stages only when contracts and carbon data confirm demand.
[image: ]
Figure 11: Step-by-step plan, 2027-2030
Source: milestones from BlueScope (2024) and BHP (2026b).
Table 2: Indicators for tracking the strategy
[image: ]
Source: BlueScope (2024) and BHP (2026b).
[bookmark: _Toc242365168][bookmark: _Toc242967050]Task 3: Managerial and Professional Reflection
This reflection uses Rolfe, Freshwater and Jasper’s (2001) ‘What? So what? Now what?’ model.
[image: ]
Figure 12: Reflection summary using Rolfe et al. (2001)
Source: Self-made, based on Rolfe et al. (2001).
[bookmark: _Toc242365169][bookmark: _Toc242967051]3.1 What? Decisions taken
Why BHP? BHP’s own sites emit relatively little, and these emissions are falling; the larger problem is Scope 3, because customers’ use of its products creates far greater emissions. This made it a strong case for testing ‘lower‑carbon products’ when most emissions occur after the sale. Its mix of copper, iron ore, coal and potash also tested the Ansoff Matrix on very different products, offering broader insight into strategic growth decisions and highlighting how varied resource portfolios influence long‑term decarbonisation planning.
Why these actors? The brief required the natural environment as the main actor, which suits BHP because it is the force BHP impacts most, through its own and customers’ emissions, water use and waste. I added the political‑legal and economic environments because governments and courts turn environmental pressure into costs and China’s economy drives BHP’s revenue. Technological change is covered within the natural environment, and demographic and cultural forces were excluded because BHP sells to businesses rather than consumers. Local communities, including Samarco’s victims, deserve more attention than the word limit allowed: a ‘social licence to operate’ can stop a mine regardless of demand (Prno and Slocombe, 2012), and stakeholder theory suggests such groups are gaining power (Freeman, 1984; Mitchell, Agle and Wood, 1997). Their influence is increasingly visible in permitting disputes, ESG expectations and investor scrutiny, reinforcing why social actors matter strategically.
Why this strategy? Product and market development tackle BHP’s two biggest weaknesses using assets it already has (Ansoff, 1957). I limited diversification because the nickel suspension shows how quickly new products can fail, and rejected relying on low cost alone because it ignores Scope 3. I checked BHP’s claims against independent sources such as IEEFA (Nicholas, 2024) and the IEA (2020), ensuring the strategy was grounded in credible evidence and aligned with realistic industry trends rather than relying solely on BHP’s internal sustainability narrative, while also reflecting pressures from external actors shaping long‑term strategic feasibility.
[bookmark: _Toc242365170][bookmark: _Toc242967052]3.2 So what? Limitations and their significance
These choices have limits. First, Scope 3 figures are estimates based on assumptions about customers’ steelmaking, so they are less reliable than BHP’s own data. Second, published sources, including company reports and news, may present BHP favourably. Third, comparisons are inexact: BHP counts all of Escondida’s output, and rivals use different starting years. Fourth, there is little evidence that steelmakers will pay more for lower-carbon ore, and Chinese policy is hard to predict. Finally, the strategy could not be costed without non-public data.
[bookmark: _Toc242365171][bookmark: _Toc242967053]3.3 Now what? Next steps before finalising
Appendix B lists evidence a consultant would collect before finalising. When presenting to senior leaders, I would describe the plan as steps to test in FY2027 rather than fixed decisions. The core message is simple: grow copper, make iron ore lower-carbon and treat potash as an option, reviewing annually as regulation, prices and Chinese policy change.
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Table A1: Direct and indirect rivals and their low-carbon positions
	Competitor
	Type
	Low-carbon position
	Implication for BHP

	Rio Tinto
	Direct, iron ore and copper
	Scope 1+2 -50% by 2030 (2018 base of 32.6 Mt); Simandou designed for 120 Mt a year of 65%-grade ore
	Higher ambition; high-grade supply suited to lower-carbon steelmaking challenges BHP’s ore

	Vale
	Direct, iron ore
	Scope 1+2 -33% by 2030 (2017 base), 26.9% achieved in 2024; Scope 3 -15% by 2035
	Has the measurable Scope 3 target that BHP lacks

	Fortescue
	Direct, Pilbara iron ore
	‘Real zero’ Scope 1+2 in Australian iron ore by 2030; US$6.2bn decarbonisation investment
	Strongest decarbonisation narrative in BHP’s home region

	Codelco / Anglo American
	Direct, copper
	Codelco roughly level with BHP on 2024 attributable copper; BHP’s approaches for Anglo failed (2024, Nov 2025)
	Copper growth must come mainly from BHP’s own projects (Escondida, Vicuña)

	Aluminium
	Indirect, copper substitute
	Used in Tesla and BMW wiring; could affect about 6% of copper demand by 2030
	High copper prices accelerate switching


Source: data from Inspectioneering (2021); Andreyev (2025); Mining Weekly (2025a; 2025c); Mining Technology (2025); Vale (n.d.); AL Circle (2026).
[bookmark: _Toc242365175][bookmark: _Toc242967057]Appendix B: Further information required
Table B1: Additional evidence needed before the recommendations are finalised
	Information gap
	Why it matters
	How it would be obtained

	Steelmakers’ willingness to pay for lower-carbon iron ore
	Determines whether green iron is commercially viable
	Interviews and conjoint analysis with Asian, European and Australian steelmakers

	Scope 3 methodology and customer process data
	Scope 3 figures are modelled estimates
	Access to BHP’s calculation models and customer emissions data

	CMRG contract terms and Chinese policy outlook
	China provides over 60% of revenue
	Commercial data from BHP; China policy and trade specialists

	Cost and timing of green-iron and diesel-displacement investment
	Needed to build a costed business case
	BHP capital plans; engineering estimates; NeoSmelt study results

	Samarco damages exposure
	Could constrain investment capacity
	Legal advice and scenario modelling ahead of the 2027 trial

	Community and stakeholder perspectives
	Social licence can halt projects
	Structured stakeholder engagement and materiality assessment


Source: data from Inspectioneering (2021); Andreyev (2025); Mining Weekly (2025a; 2025c); Mining Technology (2025); Vale (n.d.); AL Circle (2026).
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