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MARKETING ANALYSIS ON BHP’S ADVANCEMENT TOWARDS LOWER-CARBON PRODUCTS
INTRODUCTION
The mining industry is under increasing pressure to reduce greenhouse gas (GHG) emissions and use more sustainable business practices. According to Kotler et al. (2024, PP.115 – 117), the marketing environment uses external forces that can influence an organisation’s ability to create and deliver value to customers mining companies, environmental sustainability has become a tactical marketing issue because investors, governments, customers and society increasingly expect responsible production. The mining sector uses about 25% of the greenhouse gas emissions generated by the world’s largest companies, making decarbonisation an urgent priority (Kotler et al., 2024).
As one of the world’s largest diversified mining companies, producing iron ore, copper, nickel and potash. These resources are essential for renewable energy technologies, electric driven vehicles low carbon infrastructure. However, BHP’s long-term competitiveness depends not only on supplying critical material minerals but also on reducing emissions surges operations of value chain (BHP, 2024). This report details the influence of two external marketing groups on BHP’s pivot to lower carbon offerings. This analysis focuses primarily on the natural environment, while also analysing the political and legal environment because of its major influence on the company sustainability strategy.
THE NATURAL ENVIRONMENT
Ecological issues are the biggest outside influence on BHP’s corporate direction. According to Kotler et al. (2024) argued that climate change, limited resources and environmental damage are forcing companies to adapt. Businesses have to answer to growing stakeholder expectations for sustainability while taking active steps to protect the planet.
For BHP, climate change concerns both operational risks and commercial opportunities. Operations are vulnerable to rising temperatures, droughts, flooding and extreme weather events, which can interrupt production, damage buildings and can increase operating costs (IPCC, 2023). Australia, where many of BHP’s operations are located has experienced more frequent climate -related disruptions, highlighting the growing importance of environmental hardiness.
Environmental risks have encouraged BHP to invest greatly in decarbonisation initiatives. The company has committed to achieving net zero operational greenhouse gas emissions by 2050 while reducing Scope 1 and Scope 2 emissions through renewable electricity, electrified mining equipment and energy efficiency improvements (BHP, 2024). Such initiatives demonstrate that environmental sustainability is no longer just a corporate social responsibility activity but a vital component of strategic marketing, raising brand reputation and stakeholders’ confidence.
The natural environment also creates market opportunities through raising global demand for minerals supporting the energy transition. Copper and nickel are important components of electrical vehicles, battery storage systems and renewable electricity networks (International Energy Agency, 2024). As governments increase investments in clean energy infrastructure, demand for these minerals is expected to raise substantially over the coming decades. This trend enables BHP to position itself as a supplier of future facing commitment commodities, aligning its product portfolio with the sustainability objectives of industrial customers.
However, BHP’s environmental strategy also faces significant challenges. Although the company has reduced operational emissions, the majority of its carbon footprint originates from Scope 3 emissions, particularly emissions produced when customers use coal and iron ore in steel making (BHP, 2024). These emissions lie outside BHP’s direct operational control, making meaningful carbon reduction considerably more difficult. Critics argue that mining companies often promote sustainability initiatives while continuing to expand fossil fuel production or carbon intensive mining activities, creating tensions between environmental commitments and commercial objectives (Slack, 2023).
Furthermore, environmental stakeholders increasingly expect mining companies to demonstrate measurable progress rather than broad sustainability commitments. Investors now evaluate companies using Environmental, Social and Governance (ESG) indicators, while institutional investors increasingly integrate climate-related risks into investment decisions (Eccles and Klimenko, 2019). Consequently, environmental performance has become a competitive marketing asset influencing capital investment, customer partnerships and corporate reputation.
Overall, the natural environment acts simultaneously as a source of operational risk, regulatory pressure and strategic opportunity. Rather than merely complying with environmental expectations, BHP has increasingly integrated sustainability into its corporate strategy by investing in lower-carbon technologies and supplying minerals that facilitate global decarbonisation. Nevertheless, the effectiveness of this strategy will depend on the company's ability to address value-chain emissions while maintaining profitability.
POLITICAL AND LEGAL ENVIRONMENT

Alongside environmental pressures, the political and legal environment significantly influences BHP's transition towards lower-carbon products. Governments worldwide have introduced increasingly stringent environmental legislation, carbon reduction targets and sustainability reporting requirements, fundamentally changing how mining organisations operate.
Australia's commitment to achieving net-zero emissions by 2050, together with expanding climate disclosure requirements, has encouraged mining companies to strengthen emissions management and environmental reporting (Australian Government, 2024). Similarly, international initiatives such as the Paris Agreement continue to influence national climate policies, encouraging organisations to invest in cleaner production technologies and renewable energy solutions.
Government regulation directly affects BHP's investment decisions. Carbon pricing mechanisms, environmental licensing requirements and emissions standards increase the financial costs associated with carbon-intensive production while creating incentives for cleaner technologies. As Porter and van der Linde (1995) argue, appropriately designed environmental regulation can stimulate innovation rather than simply increasing compliance costs. BHP's investments in electric mining vehicles, renewable electricity procurement and low-carbon steelmaking partnerships illustrate how regulatory pressure can encourage technological innovation.
The political environment also helps to maintain or expand BHP’s market share in foreign markets while fending off overseas rivals in the domestic market. Governments increasingly support critical mineral supply chains through industrial policies designed to strengthen energy security and reduce dependence on high carbon imports (International Energy Agency, 2024). Because BHP also produce copper and nickel, it is well positioned to benefit from public investment supporting renewable energy technologies and electrical vehicle manufacturing.
However, regulatory uncertainty prevents ongoing challenges. Environmental policies differ considerably between countries where BHP operates, increasing compliance complexity and investment risk. Frequent policy changes may delay long-term capital investments because mining projects require substantial financial commitments extending over several decades. Consequently, BHP must balance regulatory compliance with commercial flexibility while maintaining shareholder value.
From a marketing perspective, strong regulatory compliance enhances stakeholder trust and corporate legitimacy. Customers increasingly prefer suppliers capable of demonstrating transparent environmental reporting and responsible production practices. Therefore, effective responses to political and legal pressures strengthen BHP’s reputation while supporting access to environmentally conscious customers and investors.
STRATEGIC GROWTH AND COMPETITIVE POSITIONING
The previous marketing environment analysis demonstrated that the natural environment and political and legal environment are key external marketing actors influencing BHP’s transition towards lower carbon products. Growing climate concerns, strict environmental regulation and increasing demand for sustainable minerals required BHP to adopt a growth strategy that not only can improve financial performance but also strengthens its competitive position within the global mining industry. According to Ansoff (1957), organisations can achieve growth through four strategic options: market penetration, market development, product development and diversification. Considering BHP’s existing capabilities, resource base and sustainability objectives, product development represents the most appropriate strategic growth approach. This strategy enables BHP to introduce lower carbon products and technologies to its existing industrial customers while reinforcing its competitive advantage through innovation, sustainability and operational efficiency.
APPLICATION OF THE ANSOFF MATRIX
The Ansoff Matrix identifies four possible growth strategies depending on whether organisations target existing or new products and markets (Ansoff, 1957).

Market Penetration focuses on increasing sales of existing products within existing markets. For BHP, this strategy would involve increasing production volumes of traditional commodities such as iron ore and copper. Although this may improve short-term revenues, it does little to address growing environmental expectations or differentiate the company from competitors. Furthermore, increased extraction without significant environmental improvements could damage BHP's sustainability reputation and expose the company to greater regulatory risks.
Market Development involves selling existing products to new geographical or industrial markets. BHP could expand exports of copper and nickel into emerging economies experiencing rapid electrification. While this would diversify revenue streams, it would not fundamentally transform BHP's lower-carbon business model because the products themselves would remain largely unchanged.
Diversification represents the highest-risk strategy because it requires developing new products for entirely new markets. Examples could include entering renewable energy generation or battery manufacturing. Although diversification may create future opportunities, it requires substantial investment outside BHP's core mining expertise and could reduce strategic focus.
By contrast, Product Development enables BHP to leverage its existing mining capabilities while introducing lower-carbon products, cleaner production methods and value-added services to existing customers. This approach builds upon established customer relationships, operational expertise and supply chains, making it the most strategically appropriate option for supporting sustainable growth.
Product Development as the Preferred Growth Strategy
Product development involves modifying or creating products that better satisfy evolving customer needs (Kotler et al., 2024). Within the mining sector, customers increasingly seek responsibly sourced raw materials with lower embedded carbon emissions to meet their own environmental commitments. Consequently, BHP can create competitive advantage by developing products that reduce emissions across the supply chain.
One important opportunity involves producing low-carbon iron ore through partnerships with steel manufacturers developing hydrogen-based steelmaking technologies. Traditional steel production accounts for approximately 7–9% of global carbon emissions, making decarbonisation a priority for governments and industrial customers (International Energy Agency, 2024). By collaborating with steel producers to improve ore quality and support low-carbon processing technologies, BHP can strengthen long-term customer relationships while increasing the value of its products.
Similarly, BHP's investment in copper and nickel production aligns with global demand for electric vehicles, battery storage and renewable energy infrastructure. Rather than simply increasing production volumes, BHP should continue developing sustainably certified minerals with transparent environmental reporting. Such products enable customers to demonstrate responsible sourcing while supporting their own Environmental, Social and Governance (ESG) objectives.
Product development should also include digital innovations that improve environmental performance. Artificial intelligence, automation and predictive maintenance technologies can reduce energy consumption, improve operational efficiency and minimise waste generation. These technological improvements not only reduce operating costs but also strengthen BHP's environmental credentials, providing additional value to customers and investors.
Achieving Competitive Advantage
According to Porter (1985), organisations achieve competitive advantage through either cost leadership or differentiation. BHP's transition towards lower-carbon products provides opportunities to pursue both strategies simultaneously.
Firstly, cleaner technologies improve operational efficiency by reducing energy consumption, fuel costs and production waste. Renewable electricity, electrified mining equipment and digital monitoring systems lower long-term operating expenses while reducing carbon emissions. Although initial capital investment is substantial, these technologies contribute to sustainable cost leadership over time.
Secondly, sustainability enables BHP to pursue differentiation. Many industrial customers increasingly prioritise suppliers capable of demonstrating transparent carbon reporting and responsible environmental practices. By offering certified low-carbon minerals, BHP differentiates itself from competitors whose sustainability performance may be less advanced.
Reputation also represents an important source of competitive advantage. ESG performance increasingly influences investment decisions among institutional investors and financial institutions (Eccles and Klimenko, 2019). Strong environmental performance reduces reputational risk, improves access to investment capital and strengthens stakeholder confidence. Consequently, sustainability becomes both a marketing strategy and a financial strategy.
Moreover, BHP possesses significant competitive advantages through economies of scale, global operations and extensive research partnerships. These resources enable the company to invest in innovative technologies that smaller mining companies cannot easily replicate. Such resource advantages create barriers to entry while reinforcing BHP's long-term market leadership.
Strategic Partnerships Supporting Growth
Successful product development depends upon collaboration across the mining value chain. BHP should continue expanding strategic partnerships with governments, technology providers, universities and manufacturing companies to accelerate innovation.
For example, collaboration with steel manufacturers developing hydrogen-based production methods can reduce Scope 3 emissions while increasing customer loyalty. While likewise partnerships with renewable energy providers enable mining operations to transition towards low carbon electricity, improving operational sustainability.
Investments in research institutions also supports innovation in carbon capture, battery recycling and sustainable mining technologies. These collaborative approaches reduce development risks while accelerating commercialisation of environmentally friendly products.
Risks and Challenges
Although product development offers substantial opportunities, several risks require careful management.

The first challenge concerns financial investment. Developing cleaner technologies requires significant capital expenditure before environmental and commercial benefits become fully realised. Mining projects already involve high financial risk because of volatile commodity prices and lengthy project development cycles.

Secondly, technological uncertainty may delay implementation. Some lower-carbon technologies, including hydrogen-based steelmaking and carbon capture, remain under development and may require many years before becoming commercially viable. Consequently, BHP should adopt a phased investment strategy balancing innovation with financial discipline.

Thirdly, competitive pressures remain intense. Rival mining companies including Rio Tinto, Vale and Anglo American are also investing heavily in sustainability initiatives. Therefore, competitive advantage cannot rely solely upon environmental commitments but must be supported by continuous innovation, operational excellence and transparent stakeholder communication.

Finally, consumer and investor expectations continue evolving rapidly. Organisations making ambitious sustainability commitments face increasing scrutiny regarding actual environmental performance. Failure to achieve publicly announced carbon reduction targets could damage corporate credibility and reduce investor confidence.

Recommendations

Based on the Ansoff Matrix analysis, several recommendations are proposed for BHP:
Continue implementing product development as the primary growth strategy by expanding low-carbon mineral production and sustainable product certification.

Increase investment in renewable energy, mine electrification and artificial intelligence to improve operational efficiency while reducing emissions.

Strengthen partnerships with steel manufacturers, battery producers and renewable energy companies to accelerate innovation across the value chain.

Improve transparency through comprehensive ESG reporting, allowing customers and investors to monitor measurable environmental progress.

Expand research and development activities focused on hydrogen technologies, carbon capture and digital mining solutions to maintain long-term competitive advantage.

These recommendations align commercial growth with environmental sustainability, enabling BHP to respond effectively to changing market expectations.
CRITICAL REFLECTION ON THE USE OF AI IN THIS REPORT
Artificial intelligence (AI) played a supporting role in the preparation of this report by assisting with literature exploration, idea generation, language refinement and report organisation. However, all critical analysis, evaluation and final conclusions were developed through independent judgement to ensure the report reflected my own understanding of marketing strategy and sustainable business practices. The use of AI aligns with the principles of responsible academic practice and the institution's Human Resources (HR) AI Use Acknowledgement, which emphasises transparency, academic integrity and appropriate disclosure when AI tools contribute to assessed work.
Tool Disclosure
The primary AI tool used during the preparation of this report was ChatGPT (OpenAI). The tool was used to generate initial ideas, improve sentence structure, explain theoretical concepts such as the Ansoff Matrix and marketing environment analysis, and suggest an appropriate academic structure for the report. AI also assisted in identifying relevant themes relating to BHP's sustainability strategy, lower-carbon products and competitive positioning. However, AI was not used to replace independent learning or critical thinking. Academic journal articles, BHP's Annual Report (2024), the International Energy Agency (2024) report and Kotler et al. (2024) were consulted to verify and support the information presented.
Critical Evaluation of AI Output
Although AI improved the efficiency of the writing process, its outputs required careful verification because generative AI systems can produce inaccurate information or "hallucinations". To minimise this risk, every factual statement, statistic and company-specific claim generated by AI was compared against reliable academic and industry sources before being included in the report. In particular, BHP's sustainability commitments, emissions reduction targets and strategic priorities were checked against the company's published Annual Report and Sustainability Report.
Academic theories suggested by AI were also verified using peer-reviewed literature and recommended course textbooks. Where AI produced overly descriptive or general explanations, these were revised to provide stronger critical analysis by comparing alternative viewpoints and evaluating both opportunities and limitations. This process ensured that unsupported claims, incorrect references and logical inconsistencies were removed before submission.
Contribution Analysis
The final report represents a combination of AI-assisted drafting and my own original academic contribution. AI primarily assisted with generating an initial framework, improving grammar, enhancing readability and suggesting possible areas for discussion. However, the selection of external marketing actors, the justification for recommending product development within the Ansoff Matrix and the evaluation of BHP's competitive advantage were based on my own interpretation of academic literature and company evidence.
Furthermore, I independently selected supporting references, integrated Harvard citations and refined the discussion to align with the assignment learning outcomes. The critical comparisons, recommendations and conclusions therefore reflect my own analysis rather than content produced solely by AI.
Ethical and Professional Reflection
The increasing use of AI in marketing analysis creates important ethical and professional considerations. AI enables organisations and students to analyse large volumes of information efficiently, improving productivity and supporting informed decision-making. However, excessive dependence on AI may reduce critical thinking, introduce factual inaccuracies and create concerns regarding originality and academic integrity.
Responsible AI use requires transparency regarding how the technology has been used, together with careful human oversight throughout the research and writing process. Users remain accountable for verifying information, evaluating evidence and ensuring that conclusions are supported by credible sources rather than accepting AI generated content without question.
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