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Environment Actor
Climate change, greenhouse-gas emissions, energy use, and the rising demand for transition minerals are significant external marketing actors that influence BHP's transition towards lower-carbon products, making the natural and environmental environment the most important external marketing actor. The scale of the environmental challenge is evident in BHP's FY2025 performance. The company's Scope 1 emissions totalled 7.4 million tonnes (Mt) while Scope 2 emissions totalled 1.3 Mt, resulting in operational emissions of 8.7 MtCO₂-e (BHP, 2025a). This was a decrease from 10.0 MtCO₂-e in FY2024, and was seen as a sign of progress in operational decarbonisation. BHP's operational emissions intensity also dropped, from 1.8 tCO₂-e/tonne copper equivalent production. 
Meanwhile, BHP is seizing new market opportunities by being responsive to environmental change. Copper plays a special role due to its demand for electrification, renewable-energy infrastructure and electricity networks. BHP produced record 2.02 Mt of copper in FY2025, an 8% rise from FY2024 and a 28% rise since FY2022 (BHP, 2025b). The price of iron ore was the main driver of BHP's profits, which fell from 13,660 in FY2024 to 10,157 in FY2025, further emphasizing the importance of BHP diversifying into the transition minerals, like copper, as the price of iron ore decreases.
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Fig 1: BHP Earnings
Source: (Reuters, 2025)
Another factor of environmental interest is the use of energy. BHP's overall operational energy use declined by 143 petajoules (PJ) in FY2024, to 133 PJ in FY2025, with renewables' share of energy use rising from zero to 28 PJ in FY2025. This suggests that energy efficiency and renewable energy are gaining in significance for BHP's operating model. 
The company is also looking at electrification and other technologies that will cut emissions from mining machinery and other energy intensive operations. But the environmental challenge for BHP is great, as the generation of the minerals required for energy transitions can be energy intensive and can also have significant impacts on land, water and biodiversity (BHP, 2025c). Therefore, BHP must make a compromise between the need to increase production and decrease environmental impacts. The environmental strategy needs to be more than just carbon; it's about how responsible they are in using water, protecting biodiversity and being efficient in using resources, which helps to maintain stakeholder confidence and operational continuity.
For marketing, this translates into environmental performance being an ever-greater component of BHP's value proposition. Reducing emissions in operations, increasing use of renewable energy and making full disclosure of environmental reporting can help BHP show it's a more responsible producer of products (BHP, 2026a). This is especially true for industrial customers under pressure to cut down their supply-chain emissions. However, environmental performance is not enough to guarantee competitive advantage as customers also demand competitive prices, quality and reliable supply. On balance, the environmental actor puts pressure and opportunity on BHP: they must both minimise the environmental footprint of its production and enhance the strategic value of its products, like copper. As a result, sustainability is making its way into BHP's positioning and marketing plans (Abbott, 2026).
Political Actor
Government climate targets, critical-mineral policies, energy strategies and international trade relationships are increasingly influencing investment decisions in the mining industry, so the political environment is an important external player affecting BHP's transition to lower carbon products. Australia is one of BHP's key operating bases and the Australian resources industry represents around 22% of national GGHG emissions, making this influence a particular concern for BHP. Consequently, the Australian Government's 2025 Resources Sector Plan both calls for the decarbonisation of the sector and positions Australia as a source of minerals for the global energy transition (IEA, 2025a). 
One significant political milestone in 2025 was the adoption of a new emissions-reduction goal for Australia of 62–70% below 2005 levels by 2035, with an existing target of 43% below 2005 levels by 2030. The projected growth of the mining industry from USD 2.16 trillion in 2026 to USD 2.76 trillion by 2030 indicates the rising economic value of the mining industry, alongside a surge in political attention on accessing minerals for energy transition. Also announced by the Australian Government is a $5 billion Net Zero Fund to assist decarbonisation in industry and low-emission manufacturing, along with $2 billion for the Clean Energy Finance Corporation (CEFC). Such policies can also indirectly benefit BHP if they make cleaner electric sources more available, or by incentivizing efforts to deploy technologies that minimise emissions from mining. BHP's transition-mineral portfolio is also being supported by political policy. 
The Critical Minerals Production Tax Incentive will offer a 10% tax offset on eligible Australian processing expense, for the period 1 July 2027 to 30 June 2040 (IEA, 2025b). The incentive is not directly for mining or beneficiation but it could provide a greater incentive for increased domestic processing and boost the critical minerals value chain within Australia. This applies to BHP, as copper and other minerals related to electrification are increasingly becoming strategically important, given the increased importance of transition minerals for governments.
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Fig 2: Mining Market
Source: (Research and Markets, 2026)
International political cooperation is also a factor. Australia and the United States agreed in October 2025 to a plan to ensure security of supply of critical minerals. The framework may propose to mobilise both public and private funding and will pinpoint at least US$1 billion of funding for projects in each country in under six months. Geopolitical initiatives can generate opportunities for the Australian mining industry given the potential rise in demand for the supply of minerals that are reliable and diversified. 
Political policy, however, also brings uncertainty, as government policies must take into account the competing goals of decarbonisation, employment, energy security, export competitiveness and economic growth (DCCEEW, 2025). BHP's take-home message is that it can be a political choice which investments are more appealing and less expensive. In sum, the political actor generates pressures and opportunities: the greater the political pressure on BHP to reduce emissions, the more pressure on them to meet this target; and Australia's critical-minerals policy can help the growth of commodities that are essential for the energy transition. This highlights the need for BHP to ensure that its lower carbon strategy reflects changing government priorities and has adequate policy sensitivity (Kumar et al., 2026).
Legal Actor
Environmental laws are becoming more stringent, and BHP is being pressured to lower emissions and meet environmental standards, which is an important external driver of BHP's transition towards lower-carbon products. The Safeguard Mechanism covers industrial facilities with a CO₂-e production greater than 100,000 tonnes per year (tpa), including mining facilities, in Australia. The 500 MtCO₂-e of total emissions are expected to drop significantly in the mid-2020s to around 330 MtCO₂-e by 2040, as regulatory pressure continues to build on companies like BHP to cut emissions and meet tougher environmental standards. 
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Fig 3: Australia's GHG emissions
Source: (DCCEEW, 2025)
Proposed rules place a legal obligation on covered facilities to cut their emissions by 4.9% each year until 2030, providing an on-the-ground incentive for BHP to invest in renewables, electrification and other lower-carbon alternatives (DCCEEW, 2026). The cost of complying with the law is also rising. The Safeguard Mechanism's default prescribed unit price for 2025–26 was A$36.99 per tonne of CO₂-e, up from A$36.05 per tonne of CO₂-e in 2024–25. This can help reduce the potential for non-compliance with emissions limits and enhances the business argument for the need for long-term emissions reductions. BHP's FY2025 reporting is another one that highlights the importance of environmental law. The company recorded seven environmental fines of US$8.066 million at its operated assets in FY2025 (DISR, 2026a). This shows that there is a direct financial and reputational impact if environmental non-compliance occurs.
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Market Penetration – Existing Products, Existing Markets
BHP can use existing copper and iron ore businesses to gain market share through expanding the scale, efficiency and the value of these operations in the current markets. This is a relatively low-risk approach as there is a potential to leverage existing mines, infrastructure and customer relationships of BHP. BHP also saw a record 2.0 Mt of copper production in FY2025, more than a third higher than three years earlier, and Western Australia Iron Ore produced a record 257 Mt of iron ore. BHP also has a WAIO production target of over 305 Mtpa in the medium-term (DISR, 2026b). 
The company can then expand its market penetration by enhancing the productivity of the mines, decreasing emissions during production and fostering stronger ties with current customers. This is especially true in the lower-carbon growth area, since BHP can provide environmental value to existing products without having to go into new markets (Herlina et al., 2025). The strategy should be based on bringing together greater productivity, consistent supply and lower emission production to maintain their customers and to enhance BHP's competitive position.
Product Development – Lower-Carbon Mineral Products
Product development is very relevant as BHP can improve its current copper and iron ore products with lower carbon production, emissions measurement and customer-centric environmental information. BHP's copper production for FY2025 surpassed 2 Mt for the first time, offering a large existing product base to build upon to create further environmental value (Scott, 2025). 
This opportunity is further enhanced by the IEA's 2025 assessment, which calls for a global copper demand to grow by about 30% by 2040 in its Stated Policies Scenario. BHP is therefore able to build a differentiated proposition based on reliable minerals which produce fewer emissions than other minerals and have increased environmental transparency. Similarly the ability to work with steelmakers to reduce the emissions in the processing stage can help add value to its iron ore. Product development is a key part of BHP's future, lower carbon growth model, as this approach enables them to navigate environmental pressures while maintaining their existing markets (Karbovska et al., 2026).
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Fig 4: Ansoff Matrix
Source: (Research Methodology, 2026)
Market Development – Expanding Copper into New Growth Markets
Market development is when the same products are introduced to new geographic areas or new customer groups. The electrification, extension of electricity-grid and industrial equipment is increasing demand for copper, which offers BHP a solid opportunity. IEA projects that announced mining projects would be responsible for a 30% copper supply shortfall by 2035 and around US$500 billion in new mining investments would be needed around the world between now and 2040 under the Stated Policies Scenario (Teshayev and Khaydarov, 2026). BHP can react by increasing its copper footprint in markets associated with renewable energy, electric vehicles, electric power and data centres. One of the most notable examples of this is its 2025 acquisition of the 50:50 Vicuña joint venture with Lundin Mining, which involved BHP investing the equivalent of US$2.0 billion in cash. Market development can then develop BHP's visibility to new markets for copper demand and help BHP's transition to minerals linked with electrification (Widhagdha and Murtiyoso, 2025).


Diversification – Potash as a New Growth Business
Diversification is the introduction into new products and new markets which is the riskiest of the Ansoff options. BHP's Canadian potash business, Jansen, is a good example of this approach since potash is significantly different than the area's traditional iron ore and copper operations. In August 2025, BHP announced that it had increased the capital expenditure for Jansen from US$5.7 billion to US$7.0-7.4 billion, with the first production expected by mid-2027 (Scott-Irving, 2026). The earnings drop from 13,660 in 2024 to 10,157 in 2025 illustrates the benefit of BHP's potash diversification, with Jansen being able to offer a new revenue stream and lessen reliance on more traditional commodities like iron ore. But the high capital outlay is an illustration of the importance of properly managing diversification. For BHP, it should be alongside not in place of a more robust focus on productivity and lower-carbon copper production (Nugent-Young, 2024).
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Fig 5: BHP profit boost-up
Source: (Reuters, 2026)
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BHP has the potential to gain a competitive edge with its operational efficiency, low-carbon production, innovation, and responsible use of resources. Investing in renewable energy, electrification and energy-efficient technologies can help lower emissions and operating costs and enhance its environmental brand (Ravoof et al., 2025). BHP's ability to distinguish themselves in copper and iron ore is also through clear emissions reporting, responsible sourcing and reducing carbon emissions during production, all of which are increasing customer demand for sustainable materials. Higher copper demand for renewable energy, EV's and electricity infrastructure. Further, strategic partnerships with customers and technology suppliers can help speed up decarbonisation. The mix can help reinforce BHP's position in the market and help its decarbonisation efforts (Toscano, 2024).
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When presenting the report to senior leadership I would explain that BHP was chosen as it is a sizeable organisation, operates in a global environment and is exposed to the energy transition, making it a suitable organisation to explore the transition towards a lower carbon business model. The list of the environmental, political and legal actors was determined by those who have a direct impact on BHP's operations, costs, reputation and strategic decisions. Climate change, emissions reduction and increasing demand for transition minerals were of particular importance to the environmental actor, as they directly impact BHP's long-term business model.
The Ansoff Matrix was chosen as it offers a structured approach for analysing various growth opportunities. Market penetration boosts performance in its current minerals business, and product development enables BHP to generate more value with low carbon production. Market development offers opportunities to tap into markets driven by electrification and renewable infrastructure (Bartholomeusz, 2024). Potash is an opportunity to diversify BHP's traditional commodity portfolio, and the company's investment in potash is expected to take a significant bite out of its capital expenditure. BHP's potash investment will likely be a major contributor to its capital expenditure, and diversifying into potash is an opportunity to expand BHP's investments beyond its traditional commodities.
One of the main findings of the analysis is that transitioning to a lower carbon model requires balancing environmental obligations with profitability while being operationally reliable and growing in the long-term. Certain strategic choices involve high investment, and are uncertain, so senior leadership should weigh financial considerations with environment and market considerations.
Further information would be sought if it were possible, on customer preferences, competitor decarbonisation strategy, carbon related costs, future commodity demand, technology investment needs and financial returns for each growth opportunity. This would allow for better informed strategic decisions as well as a better evaluation of BHP's competitive position over the long term.
[bookmark: _Toc242445567]3.2 Limitations of the analysis
One of the drawbacks to this analysis is that the secondary information used is largely publicly available, and as such may not necessarily be a true reflection of BHP's internal resources, customer relationship or future investment plans. Limited information is also available about confidential customer requirements, competitor strategies and commercial costs of transitioning to lower-carbon production from public reports. Furthermore, commodity prices and government actions and technologies may fluctuate quickly and in unpredictable ways. The analysis is also primarily centred around environmental, political and legal actors, as economic conditions, technological disruption and changes in customers' behaviour may also impact BHP's strategy.
A real consultant would take a variety of financial information internally, detailed costs of the carbon reductions, customer preferences, competitor information and projected demand for copper, iron ore and potash before making recommendations. Availability of renewable energy, technology readiness, regulatory scenarios and expected returns from larger capital investments would be useful information to have as well. Other stakeholder interviews with customers, employees, suppliers, government and industry experts may give further qualitative insights (Lagrotta, 2025). This would enable senior leadership to make more informed decisions about the proposed growth strategies, considering the feasibility, risks and potential returns.
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First-half 2026 underlying earnings beat street estimates on higher copper, iron ore prices
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