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[bookmark: _Toc243493480]1. Introduction
South32 Limited is chosen because it is a significant mining and metals firm outside the examples in the brief. Its portfolio includes aluminium, alumina, manganese, copper, zinc, lead, nickel and silver, and its strategy is linked to commodities needed for the global energy transition (South32, 2025a). This presents a marketing challenge because South32 will have to compete on supply reliability and cost and prove that its products will support a lower carbon economy. According to the IEA”s Net Zero Emissions scenario, demand for key energy-transition minerals will rise by 286% in 2030 and 365% in 2040, reaching 38 Mt (IEA, 2024). Mining is vulnerable to physical climate risk and pressure for rapid emissions reductions (IPCC, 2023). The sector will also have to balance decarbonisation, productivity and portfolio (Deloitte, 2025).
The report has analysed three external actors that influence South32’s lower-carbon transition strategy. These are the natural, political and legal environment, and the social environment. The natural environment in the region is the most substantial of the three external factors. The Ansoff Matrix suggests product development, which has been supported by selective marketing development and differentiation.
[bookmark: _Toc243493481]2. Task 1: Marketing Environment Analysis 
[bookmark: _Toc243493482]2.1 Natural environment: the dominant external actor
The natural environment is the most significant external pressure because climate change affects both the legitimacy and economics of mining. The IPCC (2023) sees continued warming, physical climate risks and the need for rapid emissions reductions. It puts pressure on mining companies to supply transition minerals with less environmental impact. The World Bank (2020) estimated that the demand for some energy-transition minerals will grow by 500% by 2050, while more than 3 billion tonnes of minerals and metals will be needed for low-carbon infrastructure. The demand trend is supportive for South32”s strategy of portfolio transition towards commodities linked to electrification and clean energy.
The strategy of South32 transforms environmental pressure into decisions about portfolio and emissions. Its Climate Change Action Plan 2025 is designed to produce commodities critical to the energy transition, develop base-metals options, reduce net operational Scope 1 and 2 emissions by 50% by FY35 compared to FY21 and achieve net-zero operational emissions by 2050 (South32, 2025b). At the same time, the evidence reveals a tension. For FY25, South32 recorded operational GHG emissions of 20.7 Mt CO2-e, an increase by 2% from 20.3 Mt in FY24, while Scope 3 emissions fell by 58% to 22.7 Mt from 54.2 Mt (South32, 2025a). South32 attributes the increase in operational emissions partially to higher usage of coal-fired backup power at Mozal due to droughts reducing the hydroelectric power; the fall in Scope 3 emissions was largely caused by the sale of Illawarra Metallurgical Coal and the change in methodology (South32, 2025a). Thus, the claim of being greener would be a misleading one. Portfolio transformation has reduced Scope 3 emissions, while operational emissions are sensitive to energy availability.
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Figure 1. South32 greenhouse gas emissions, FY24-FY25.
Source: Self-presentation of South32 (2025a).
In marketing, lower-carbon claims should be substantiated by information about the product. High-level green innovation can contribute to financial performance and competitiveness (Liu, Feng and Liu, 2024), and green capabilities can be turned into strategic resources in technological and organizational learning (Khan et al., 2021). For South32, decarbonisation investments should be connected to the information about the product which the buyer can verify and use.
South32 2025 plan says that Hillside and Mozal Aluminium have affordable low-carbon electricity needs and Worsley Alumina uses fuel switching and energy efficiency measures (South32, 2025b). Two boiler conversions at Worsley to natural gas lowered annual operational emissions by over 10% compared to FY21, and Hillside has looked at renewable energy options (South32, 2025b). These efforts represent some progress, but clean energy availability is not entirely under South32”s control. It creates both a marketing and an operational question as the customer has to be convinced that lower-carbon supply can be ensured throughout the contract period.
[bookmark: _Toc243493483]2.2 Political and Legal
The second external actor is the political and legal environment because emissions policy affects the cost and risk of operating high-emitting assets across the sector. In Australia, the new Safeguard Mechanism covers facilities with annual emissions above 100,000 t CO2-e and reduces baselines by 4.9% per year until 2030 (DCCEEW, 2024; Clean Energy Regulator, 2025). It is important for South32 because regulation increases the value of efficiency, clean energy use and emissions measurements. Environmental regulation can stimulate green innovation in addition to the negative impact it creates. Du et al. (2022) found that environmental monitoring increases the green innovation rate in firms, and Cui et al. (2022) reported positive effect of regulation on green innovation, especially in more pollution-intensive firms. Therefore, South32 should use regulation as the innovation signal.
Nevertheless, regulation can create a competitive dilemma. Aggressive decarbonisation can increase capital and energy costs in the near term, especially if electricity markets are tight. South32 itself identified the need to engage the government and provide enabling conditions for climate action, including affordable low-carbon electricity for its aluminium assets (South32, 2025a). South32 should follow regulation, participate in the policy and infrastructure discussions and distinguish legitimate policy engagement from marketing. Studies of environmental KPIs revealed that the influence of regulation and stakeholder needs affects the disclosure of environmental information (Zarzycka and Krasodomska, 2021). Therefore, transparent reporting becomes an element of marketing credibility.
[bookmark: _Toc243493484]2.3 Social Environment
The social context is captured in the expectations of the customers, investors, and local communities. South32 claims that it is committed to building strong stakeholder relations and cooperating with those customers and suppliers whose values are similar to its own (South32, 2023). This is becoming increasingly important as the industrial customers will impose their decarbonisation requirements through the supply chain. Green innovations could be enhanced through the use of customer engagement and co-creation of green value, which is facilitated by close customer relations (Han and Xu, 2021). The importance of stakeholders lies in the fact that social pressure may lead to greener practices and environmental performance in case management translates external pressures into internal actions (Kitsis and Chen, 2021; Baah et al., 2021).
The marketing lesson is that South32 should create customer-specific information about the product footprint, energy source, traceability and responsible production. Instead of selling sustainability as a generic message, it should create customer-specific information. According to green marketing literature, green innovation and green competitive advantage can contribute to the success of green marketing performance (Nuryakin and Maryati, 2022). However, there is a risk of greenwashing if communication is ahead of the actual performance improvement. According to Zhang (2022), greenwashing can undermine the positive impact that environmental regulation and green innovation have on product quality. South32 should have a clear chain of evidence: emissions reduction measurement -> product information -> benefit for the customer -> market differentiation.
Table 1. External actor implications for South32.

	Actor
	Key pressure
	Evidence for South32
	Marketing implication

	Natural environment
	Climate risk, water and energy constraints; demand for lower-carbon materials
	20.7 Mt CO2-e operational emissions in FY25; drought affected Mozal power supply; FY35 emissions target
	Build measurable low-carbon product propositions and resilience claims

	Political and Legal
	Declining emissions baselines, climate policy and disclosure expectations
	Australian Safeguard Mechanism generally declines baselines by 4.9% per year to 2030
	Use regulation as a trigger for innovation, reporting and investment

	Social Environment
	Demand for credible sustainable supply and transparency
	South32 emphasises customer/stakeholder relationships; buyers can shape green product innovation
	Co-develop product specifications, traceability and carbon evidence


Overall, climate pressure creates the need for change; political and legal requirements raise the cost of delay, while social expectations and buyers determine whether lower-carbon performance has market value. Decarbonisation should therefore be combined with product development and stronger customer and community relationships, while maintaining trust with local communities. The key strategic question is whether South32 can turn emissions reductions into a credible and repeatable market proposition.
[bookmark: _Toc243493485]3. Task 2: Strategic Growth and Competitive Positioning 
[bookmark: _Toc243493486]3.1 Ansoff Matrix evaluation
Ansoff”s Matrix divides growth opportunities into market penetration, product development, market development, and diversification (Kotler et al., 2024). Market penetration for South32 would consist of selling more commodities to existing customers; however, such strategy would not meet the lower-carbon pressure revealed in Task 1. Diversification would be the riskiest option for South32, as it would involve entering both new products and new markets simultaneously. Product development would be the best solution for South32: develop lower-carbon versions or propositions of existing commodities to industrial consumers.
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Figure 2. Ansoff Matrix for South32”s lower-carbon growth.
Source: Self-developed using Kotler et al. (2024).
Product Development is suitable for South32, because it is a connection between current portfolio and the emergence of new demand. Rapid growth in the consumption of copper and other energy transition minerals is expected according to IEA (2024). On the other hand, South32 mentions that the production of transition minerals is growing rapidly in FY25 (South32, 2025a). So, no need is seen for transforming into any other type of industry. The recommendation is to increase the value created from the current products of South32 through reducing embedded emissions, traceability and product environmental performance communication.
For practical implementation of the strategy three stage product strategy should be implemented. In the first stage, South32 should define consistent product-carbon measurement in its priority aluminium and base metal value chains based on audited data and clear boundaries. Because of already well-defined methods in South32 to measure the scopes 1, 2 and 3 emissions the foundation will be provided for better product carbon measurement (South32, 2025c). Secondly, it should develop lower carbon product offerings with selected industrial customers, as participation of the client may make green product innovation more effective through value creation (Han and Xu, 2021). Thirdly, it should utilise sustainability data verification in the technical sales documents and in the long-term agreements instead of green advertising. Before the green product launch, the claim should have clear boundary, possible independent verification, baseline and comparison methodology. Also, the offer should be tested by a few clients through contract renewal, emissions intensity reduction and incremental margins as criteria.
[bookmark: _Toc243493487]3.2 Competitive advantage: focused differentiation
As mentioned by Kotler et al. (2024) there are two types of advantages in Porter”s competitive strategy theory, which are lower cost and differentiation. Focused differentiation will be more applicable for South32 instead of pure cost leadership as energy transition customers may be interested even in low-cost producer, but with verified carbon performance, traceability and supply chain resilience (Kotler et al., 2024). The green innovation may help in establishing competitive advantage if it leads to developing unique capabilities and learning (Tu and Wu, 2021; Barforoush et al., 2021). Recent research shows also the connection of technological innovation, green product/process innovation and environmental strategy with sustainability-based competitive advantage (Čater et al., 2025).
Therefore, South32 should present itself as the supplier of the reliable transition metals, which are produced responsibly, and not only “green miner”. Such positioning should take into account price sensitivity of the customer and the risk that in case of commodity market downturn the premium will not be paid by customers. Differentiation should be based on three advantages: product emissions reduction with verification, reliable supply of transition minerals and transparency of data, which can be used in client climate reporting.
One more advantage is option value – pilot will show in advance which products and customers segments are creating enough profit for South32 before investing in them on a large scale. The reason of this is high demand forecasts for transition metals, but with sensitivity to policy, technology and economic conditions (IEA, 2024). Thus, flexibility will prevent South32 from locking capital in a particular low carbon solution too soon. The competitors will be able easily copy marketing claims, but it is more difficult to copy the system of energy investments, measurement, customer co-creation and long-term contracting. As shown by literature review, the green innovations, if become embedded in organizational culture, can provide sustainability-based competitive advantage (Khan et al., 2021).
Table 2. Proposed implementation scorecard for South32.
	Performance measure
	Pilot phase
	Target / threshold
	Management value

	Carbon data coverage
	12 months
	100% of pilot lines
	Credibility

	Customer co-development
	12 months
	3 anchor customers
	Market fit

	Emissions intensity
	Annual
	Downward trend
	Operational proof

	Low-carbon electricity
	Pilot assets
	Contracted share
	Resilience

	Retention / margin
	Annual
	Positive effect
	Willingness to pay


South32 should use both market and operational measures of success: product-carbon data coverage, customer co-development agreements, emissions intensity, low-carbon electricity contracted, and contract retention or incremental margin. The gate should be used to make decisions whether to expand pilots or to pause or even stop them. It will help to keep the strategy evidence-based and reduce the sunk-cost effect.
[bookmark: _Toc243493488]4. Task 3: Managerial and Professional Reflection 
I selected the company because it provides a good example of a strategic tension between environmental risks and opportunities. Portfolio transformation demonstrates that the lower-carbon transition is changing the way the company allocates its capital and is exposed to commodities. At the same time, its current operating assets have to operate under constraints of energy and climate (South32, 2025a). I selected the actors purposefully: the natural environment creates physical and market pressure; political and legal requirements convert climate objectives into operational rules; and social stakeholders influence whether lower-carbon performance is commercially valuable to communities.
The most important judgement I made has been to prefer product development to diversification. It is based on the Ansoff logic and evidence. South32 already has relevant production capabilities, connections and exposure to transition metals, so improvement of its current products is less risky than entry into an unrelated market (South32, 2025a; Kotler et al., 2024). I consider differentiation strategy more realistic than cost leadership, as renewable electricity, infrastructure and regulatory policies vary by location.
There are several limitations to my analysis. Company-reported emissions depend on changes in portfolio and methodology, so year-on-year changes in figures cannot always be considered as operational improvement (South32, 2025a). The report is based on publicly available secondary information and does not include any interviews with customers, regulators and local communities. Demand projections are scenario-based and depend on technology, policy and economic changes (IEA, 2024). There is no customer-level willingness to pay data, contract margins and asset-level marginal abatement costs in the analysis.
In reality, I would try to conduct customer research about preferred attributes and willingness to pay, competitor benchmarking on product-carbon claims, asset-level cost curves, verified product life-cycle assessment, regulatory scenarios and availability/reliability/price of low-carbon electricity. I would also use sensitivity analysis to check the recommendation. The final decision should depend on whether customers find the lower-carbon products valuable enough to cover the incremental cost and whether the proposition will remain credible in case of commodity prices and energy conditions change.
[bookmark: _Toc243493489]5. Conclusion
South32 is under intense external pressure to decarbonise, but the process itself opens up new growth opportunities since the demand for energy transition minerals is growing. In this case, the environment plays the leading role, and the political, legal, and social pressures are translated into climate-related operational and market pressures. The suggested approach includes the development of products, selected market development, and market differentiation. First and foremost, the task is to transform the reductions in carbon emissions, transparency of product information, and co-development with clients into market opportunities.
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