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[bookmark: _Toc240750046]Introduction
The global mining and metals industry is shifting towards lower-carbon production (Harpprecht et al., 2021). BHP, headquartered in Melbourne, Australia, faces pressure to reduce operational emissions while maintaining efficient and profitable operations (BHP, 2026a). This study evaluates how selected external marketing factors affect BHP’s transition, with particular attention to environmental, legal and social pressures. It then assesses strategic growth and competitive positioning options and reflects on their managerial implications.
[bookmark: _Toc240750047]Task 1: Marketing Environment Analysis
This analysis applies selected elements of the PESTEL framework—environmental, legal and social factors—to assess the macro-environmental pressures shaping BHP’s marketing decisions. Environmental pressures are the central focus because they influence regulation and business-to-business customer expectations. Kotler et al. (2024) explain that changes in the marketing environment affect an organisation’s ability to deliver customer value. For BHP, the strategic challenge is to reduce the impact of mining while supplying minerals needed for the energy transition (Yu, Ramanathan and Nath, 2017). This is a focused assessment, rather than a complete six-factor PESTEL analysis.
Environmental Factors: The external environment is both a source of opportunity and pressure for BHP. Climate change and global warming have created scrutiny of emission-based firms, whereas governments, investors, and communities expect mining entities to showcase progress (Adu, Flynn & Grey, 2022). In the case of BHP, this has created a marketing issue, as traditional models of mining rely on extracting and processing resources. These actions can create extensive environmental impact, and communicating sustainability commitment is not likely to generate long-term legitimacy. The environmental issue is critical as minerals can be transformed into clean energy. For instance, copper plays a significant role in electrification (Cathles, Simon & Wood, 2025). Consequently, there emerges a paradox since mining companies have to reduce their impact on the environment while their products facilitate decarbonization. Thus, it is essential to reposition the image of the company to promote the use of low-carbon minerals to meet the demand. However, the strategy should not be considered as sustainable as it leads to energy and biodiversity problems.
Moreover, global mining companies consume land, water, and natural resources (Marston, 2017). As a result, there is a growing concern that environmental damage is increasing operational costs. This indicates that environmental management is not a reputational problem, but it influences overall operations and the value proposed to consumers. However, increased investments by BHP in electrification, renewable energy development, and production can generate both commercial and environmental benefits even if it minimises volatility of resources.
The environmental factors affecting mining entities create a difficult trade-off. The low-carbon investments and technologies require adequate capital investments initially before the financial benefits are witnessed (Owen, Brennan & Lyon, 2018). BHP prioritises performance of a firm without any productivity or costs, thereby reducing competitiveness (BHP, 2015). On the other hand, delayed investments can minimise short-term expenses and increase technology disruption, regulations, and change consumer expectations. Therefore, the critical issue for BHP is not to respond to environmental issues, but to identify and select resources that can generate economic value while also resenting from harming the environment.
To overcome the environmental issues, it is critical for BHP to focus on tracking and minimising its emissions. These are divided into Scope 1 and 2 emissions from diverse assets. Scope 1 covers emissions from mining functions such as machinery at mining locations or fuel burned. Scope 2, on the other hand, covers emissions from obtaining electricity to continue operations. Therefore, BHP has developed medium and long-term goals of achieving net-zero emissions from operational functions. To sustain this, the organisation utilises renewable resources such as electricity and replaces its diesel-powered equipment with sustainable alternatives. This strategy allows regulators and buyers of BHP to take measurable measures to minimise its overall carbon footprint (BHP, 2026d).
Legal Factors: The government and regulatory bodies create environmental pressures for BHP. The introduction of environmental policies, emission targets, and carbon-based needs influence the manner in which miners report their overall performance (Nasih et al., 2019). Such factors can reduce strategic flexibility and boost overall compliance costs. Yet, at the same time, the regulations may drive the emergence of several opportunities in the market, by stimulating investments in cleaner technologies, and reducing the need for low carbon materials. 
In the case of BHP, regulatory issues create the need to show measurable progress and not rely on sustainability aspects. Diverse jurisdictions generally adopt different environmental standards and increase issues for mining firms. This results in a technology being commercially attractive in a specific market, but market encountering issues in approval or cost structure in another. Since BHP is operating globally, the company needs to balance local regulatory factors with global environmental aspects. This also leads to a strategic risk for the firm that excessive standardisation can overlook local needs, whereas increased focus on adaptation can minimise consistency and increase overall costs (Biswas & Rahman, 2023).
Social Factors: The changing market and consumer expectations also influence the environmental performance of mining entities. The mining industry of Australia accounts for around 75% of its exports (AUSIMM, 2026). Low-carbon products and transparency in environmental communication are desirable for the population of Australia (Adey et al., 2023). 
For BHP, consumer pressure is analysed through B2B demand from smelters, steelmakers, manufacturers and other buyers opting for reliable supply of minerals along with certification of decarbonisation. Changing consumer expectations also create a prospect for the company to develop strategic relations with them. Therefore, BHP can gather feedback from the consumers, develop its products, supply requirements, and satisfy specific needs. This would enable the company to transform from running as a sustainability firm to working to meet consumer value.
Other than the consumers, the competitors in the society also cause pressure on BHP to reduce its carbon production. Rival entities of BHP in Australia such as Rio Tinto and Fortescue invest significantly in clean resources to reduce the differentiation strategies adopted by BHP currently. The fact that sustainability claims are not likely to be a source of market competition implies that BHP should reduce emissions through supply chain reliability, cost efficiency, and improved technological capabilities. Moreover, competitor pressure may lead to innovation by improving performance benchmarks and reflecting the inadequacy of advanced technologies (Jiang et al., 2020).
The need for transforming existing minerals has growth prospects for BHP. Nevertheless, competitors can offer commodities by following net-zero environmental regulations. Therefore, environmental sustainability generates an opportunity only when BHP can transform its environmental needs into measurable and relevant consumer value. The main challenge of the firm is to reduce environmental effects while ensuring competitiveness, making its strategic growth prospects a vital aspect of the business. These findings are critical for examining the strategic growth options of BHP in Australia.

Table 1: Critical Evaluation of External Marketing Factors
	Actors
	Opportunities
	Risks
	Impact on BHP
	Mitigation Measures

	Environmental
	Rising demand for low-carbon minerals
	Damage to the environment
	Creates pressure to develop carbon-neutral strategies
	Adoption of clean technologies (BHP, 2023).

	Legal (government and regulators)
	Credibility with the buyers
	High Compliance expenses
	Investment needs increase, and emission data can drive B2B positioning of the firm (BHP, 2024).
	Monitoring of regulations and including data in contracts

	Social (B2B customers and expectations)
	Rising need for sustainable supply
	Lack of willingness to pay
	Buyer demand for transparent, lower-carbon mineral supply influences positioning and commercial value.
	Provide verifiable emissions information and engage with customers.
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The preceding assessment suggests that decarbonisation should be considered not only as a compliance requirement but also as a potential growth opportunity for BHP. Ansoff’s matrix distinguishes four options according to existing and new products and markets (Zugay, 2023). Table 2 compares these alternatives before selecting a strategic direction.
Table 2: Application of Ansoff Matrix to BHP
	Ansoff Strategies
	Application to BHP
	Opportunities
	Limitations
	Strategic Responses

	Market Penetration
	Increasing production and sales of iron ore and copper using low-carbon strategies
	Critical in developing value from the existing capabilities
	Low-carbon claims would fail to justify high prices
	Long-term contracts and utilisation of verified emission information

	Product Development
	Continue to develop iron ore and copper while adopting low-carbon strategies
	Environmental differentiation
	High costs and use of extensive technologies
	Prioritises suitable decarbonisation projects

	Market Development
	Target consumers and markets having demand for minerals that consume low carbon
	Expanding consumer base
	Price-sensitive demand
	Segmenting markets based on regulation and willingness to pay

	Diversification
	Investing in similar low-cost technologies and minerals
	Minimises dependency on present commodities
	High technological and financial risks
	Staged partnerships and investments


(Source: Self-created)
Market Penetration: Ansoff’s matrix indicates that growth options carry different levels of risk. BHP should prioritise market penetration, supported by selective product development, because this builds on its existing minerals, capabilities and customer relationships. Copper is particularly relevant: BHP reports that copper accounts for a substantial share of its earnings (BHP, 2026b). Strengthening long-term supply agreements and providing verified emissions information would allow BHP to offer additional value to existing business customers without the greater uncertainty of entering unrelated markets.
Product Development: BHP can also invest more in the development of low-carbon products by minimising logistics, extraction, and processes. According to the reports by BHP (2026c), the company has recorded a 33% decrease in operational scope 1 and 2 greenhouse emissions intensity compared to the 2020-21 benchmark. Thus, the company needs to align its product-level emissions to its operational decarbonisation to enhance its environmental performance and reduce its dependence on sustainability pledges. The company announced investing approximately AU$60 million in emissions education measures as part of its value-chain approach in 2025 (BHP Group, 2025). Instead of investing blindly, the managers can evaluate the projects according to their impact on operational costs, technological advancements, and consumer values.
Market Development: Even though deepening the market penetration and product development could benefit BHP, the company should also invest in expanding its low-carbon products portfolio by targeting different consumer groups in various markets. However, it is difficult to understand the commercial value of such long-term supply chain projects.
Diversification: BHP’s existing copper portfolio already provides exposure to energy-transition demand (BHP, 2026c). Unrelated diversification would introduce additional financial and operational risk and is therefore not the preferred option. Overall, market penetration is the primary Ansoff strategy, with targeted product development supporting lower-carbon supply.
Porter’s Generic Strategies
Porter’s Generic Strategies provide a framework for evaluating how organisations achieve competitive advantage through cost leadership, differentiation or focus (Ateljević et al., 2023). While the Ansoff Matrix identifies potential growth opportunities for BHP, Porter’s framework helps determine how the company can compete effectively within its chosen markets.
Cost leadership may offer advantages through operational efficiency and economies of scale. However, BHP’s transition towards low-carbon production requires significant initial investment in cleaner technologies, infrastructure and emissions reduction. Although these investments may generate long-term operational savings, competing primarily on price could limit the company's ability to recover its environmental investment costs.
Differentiation therefore represents a more suitable strategic direction. BHP can strengthen its competitive position by offering responsibly produced minerals supported by verified emissions information, reliable supply and transparent environmental reporting. This approach is particularly relevant to business-to-business customers seeking to reduce emissions across their supply chains. Nevertheless, differentiation will only create sustainable competitive advantage if customers recognise its value and are willing to support the associated costs.
A focus strategy could also allow BHP to target specific customer segments with stronger demand for lower-carbon minerals. However, relying exclusively on a narrow market segment could restrict growth opportunities and increase exposure to changes in customer demand.
Consequently, differentiation is the preferred competitive strategy for BHP, supported by selective market penetration and product development. Rather than relying solely on sustainability claims, the company should demonstrate measurable environmental improvements alongside operational efficiency, product quality and supply reliability. This would allow BHP to connect its decarbonisation objectives with customer value and long-term competitiveness.

[bookmark: _Toc240750049]Task 3: Managerial and Professional Reflection
In this report, opting for BHP was a suitable option as the company provides an adequate idea of how financial performance and environmental responsibilities correlate with one another. The mining sector is also fruitful for the analysis as it is an industry that is criticised immensely for its rising carbon footprints. Therefore, BHP provides a more sustainable basis for critical analysis than an entity whose primary activities are aligned with low-carbon inputs.
Initially, I did not fully appreciate how the selected environmental, legal and social factors interact. Applying these three PESTEL dimensions alongside Ansoff’s matrix and Porter’s generic strategies helped me connect external pressures with growth and competitive choices. Because this was a selective PESTEL assessment, I cannot claim to have evaluated every macro-environmental influence.
The analysis showed that decarbonisation should be assessed as a potential source of customer value, rather than solely as a compliance obligation. I selected market penetration as the primary growth option, supported by targeted product development, because these approaches build on BHP’s existing minerals and relationships while allowing it to demonstrate measurable improvements.
My main learning is that strategic frameworks should organise evidence rather than replace it. Ansoff’s matrix helps compare growth directions but does not establish their financial feasibility; Porter’s framework clarifies competitive positioning but requires evidence of customers’ willingness to value differentiation. In future managerial work, I would test recommendations against customer research, operational data and investment appraisal before implementation.
The overall conclusion shows direction to BHP rather than making any investment decision. So, a good recommendation would mostly include the frameworks along with sufficient evidence, technology-based information and financial modelling.
After having submitted the analysis to the senior leadership team of BHP, if it is needed, further evidence has to be gathered. This information would include the procurement data, consumer interviews and knowledge on the benchmarking of competitors. Moreover, analysis of Scope 3 emissions will provide an insight on ways the operational emissions will not affect the environmental performance of the product. Analysis on these factors may strengthen the overall analysis of the report by supporting the theoretical information with financial data.
[bookmark: _Toc240750050]Conclusion
BHP’s transition towards lower-carbon operations creates both opportunities and pressures. The selected environmental, legal and social factors show why sustainability must be integrated with marketing and competitive decisions. The recommended approach is market penetration, supported by selective product development, with differentiation based on verified emissions information, operational efficiency and reliable supply. Any investment decision should nevertheless be supported by evidence of customer demand, emissions reductions, cost and profitability.
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