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[bookmark: _aayzmo80epaz]1. Task 1: Marketing Environment Analysis
[bookmark: _65qfprb06a2w]1.1 Introduction to the Environmental Analysis
The report includes three factors of the PESTLE framework for analysing the external marketing environment shaping BHP Group Limited's transition towards low-carbon products (Islami et al., 2025).
[image: ]
Figure 01: Global Mining & Metal GHG Emissions
Source: (PR Newswire, 2026)
Global mining and metal greenhouse gas accounts for 11% of the total, with 5.9 GTCO2e as Scope 1 and 2 emissions from mining (3%) and metal processing (8%) in 2024 (PR Newswire, 2026). BHP Group is one of the largest mining companies in the world, with a market capitalisation of $209 billion and headquarters in Australia (Huayu Parts, 2026). BHP operates across iron ore, copper, coal and potash. The analysis includes the environmental actor as the primary analytical focus because it is the root driver of the strategic imperative. The political actor is also incorporated as the second key actor because it translates environmental expectations into enforceable financial consequences. The social actor is included as the third because stakeholder pressure and community expectations shape the social license to operate for BHP. 
[bookmark: _2j5m5ytco0k7]1.2 The Environmental Actor: Climate Change, Emissions, and Resource Constraints 
The environmental actor is the dominant force reshaping the strategic agenda of BHP. Mining operations contribute to climate change through the emissions released during drilling, blasting, loading, hauling, and beneficiation (Islami et al., 2025). Effective integration of green mining technology can be the reason for the reduction in greenhouse gas emissions, lower carbon emissions, and improved waste management compared to the traditional method.  BHP has to pursue a technology path, but the actual emissions trajectory of the company shows the gap between potential and performance.
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Figure 02: Carbon emissions and diesel use will stay higher for longer for BHP
Source: (Financial Review, 2026)
BHP aims to reduce its 15.9 million tons of greenhouse gases emitted in 2020 by 30% through 2030 to reach net zero emissions by 2050 (Financial Review, 2026). It has already achieved its goal of cutting emissions by 30% in half the time period, after registering 8.7 million tons of emissions in 2025. BHP’s emissions grew by 8% in the year ended June this year and are set to rise further in the next two years (Financial Review, 2026).
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Figure 03: BHP's emission reduction path
Source: (BHP, 2023)
BHP's present target is to reduce operational GHG emissions (Scope 1 and Scope 2) by at least 30% from FY2020 levels by FY2030 with a long-term objective of net zero operational GHG emissions by 2050 (BHP, 2023). However, BHP emitted 387 MtCO₂e equivalent to greenhouse gases in FY 2024 (Statista, 2024). BHP's Scope 3 emission across its value chain are expected to amount to 377.6 MtCO₂e, in contrast to merely more than eight MtCO₂e of direct emissions (Scope 1) from its operations in 2024 (Statista, 2024) Thus, over 97% of emissions generated by BHP are indirect and primarily stem from the conversion of iron ore into crude steel (Statista, 2024). Although BHP reduced Scope 1 and 2 emissions, Scope 3 emissions are roughly 41 times larger than operating emissions (Statista, 2024). BHP successfully reduces emissions from its own operations, but the emissions generated by the use of the product by the customers are continuously rising. Transitions towards the low carbon operation create new environmental pressures, particularly around water use and land disturbance. 
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Figure 04: High energy and water requirement in Chilean copper operations
Source: (S&P Global, 2026)
The restrictions on legal groundwater to protect the wetlands reduce the output of the Cerro Colorado facility of BHP (S&P Global, 2026).
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Figure 05: Green Mining Market Report
Source: (The Business Research Company, 2026)
At a CAGR of 4.3%, the green mining market expanded from $11.08 billion in 2025 to $11.55 billion in 2026 (The Business Research Company, 2026). There is commercial opportunity, but BHP's position is not guaranteed as the market is growing at a moderate pace.
[bookmark: _z3o4n7msc3mn]
[bookmark: _cbwsjclx7t8g]1.3 The Political/Legal Actor: Carbon Pricing, CBAM, and Regulatory Divergence
The political and legal actor translates environmental expectations into enforceable financial consequences (Yan et al., 2026). The most significant regulatory development is the European Union's Carbon Border Adjustment Mechanism (CBAM), which entered its definitive phase on 1 January 2026.
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Figure 06: Operational Result and Trade Volume of CBAM
Source: (Union, 2026)
1,655,613 tonnes of products were imported under CBAM during the first reporting window, which ran from January 1 to January 6, 2026 (Union, 2026). On April 7, 2026, the initial quarterly CBAM certificate price was established at €75.36 per ton of CO2 equivalent (Union, 2026). The €75.36/ton CBAM certificate price erodes BHP’s margin, making certified low-carbon ore a competitive necessity. The steel import in the European Union and CBAM cost provide the difference in cost based on the origin and production route. CBAM places the carbon cost on the impacted emissions in BHP’s product destined for the steelmakers of the EU. Iron and steel comprise nearly 98% of the CBAM-covered importers, which indicates that the mechanism is overwhelmingly focused on the core product category of BHP (Union, 2026).
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Figure 07: Diesel rebates to big polluters
Source: (Climate Integrity, 2026)
For every dollar they spent adhering to the federal government's emissions reduction target last year, Australia's largest industrial polluters got around $22 in Fuel Tax Credit reimbursements. The ratio of $622 million to $19.2 million that BHP got was 32 to 1 (The Point, 2026).
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Figure 08: Australia’s fuel tax break slowing BHP’s decarbonisation
Source: (The Guardian, 2026)
BHP investors were also cautioned by the ACCR report that the company will incur higher carbon expenses if decarbonisation is delayed. The company's original decarbonisation strategy, which was presented to shareholders in a paper in 2024, would cost it between $11.2 billion and $19.3 billion in mandatory and voluntary carbon credit purchases by 2050. These expenses would rise by 48% to US$16.6 billion to $28.5 billion if its plans were delayed by ten years (The Guardian, 2026). The domestic regulatory environment of BHP actively undermines the business case for decarbonization (Campbell, 2024). There is an opportunity for sustainable mining through solar photovoltaic and wind energy installation in Australia. 
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Figure 09: Key Risk of BHP
Source: (BHP, 2026)
Stricter government decarbonisation measures, a greater likelihood of climate-related litigation and other legal concerns, and shifting and disparate climate change-related policy settings across pertinent countries are some of the main hazards (BHP, 2026). Higher expenses for carbon pricing, regulatory compliance, mitigation efforts, and legal issues might result from this risk. This could lower future profitability and cash flows and perhaps raise the risk of impairment. BHP cannot be dependent on a coherent policy to guide investment.
[bookmark: _b7uam1uopt45]
[bookmark: _78poln7qwkg]1.4 The Social/Cultural Actor: Stakeholder Pressure and Social License
[bookmark: _pfsr4w6svyg]The social and cultural factors shape the transition of BHP through community expectations, investor activism and public scrutiny of the corporate climate commitment (Deonandan et al., 2024). In the recent Annual General Meeting, 92% of the shareholders voted in favour of the company's climate transition plan, which reflects the approach towards the pace of change (BHP, 2024). At the same time, 61% of the people in Australia agree that mining has negative environmental impacts (CSIRO, 2024). It creates the direction for the social license of BHP to operate, particularly in the Pilbara region where iron ore operations are concentrated. BHP could face a reputation crisis which is directly linked to its climate performance. The gap between public commitments and actual investment decisions is amplified by media scrutiny and investor activism.


[bookmark: _c7nlglmu16u]Task 2: Strategic Growth and Competitive Positioning 
[bookmark: _iv7qbd5nm8i5]2.1 Introduction to the Ansoff Analysis 
[image: ]
Figure 10: Ansoff Matrix
Source: (Self-designed)
[bookmark: _6nx1ew2q88hi]Ansoff Matrix provides four growth paths based on the interaction of existing and new products with existing and new markets (Zugay, 2023). The transition of BHP to the low-carbon business model is not a strategic move but a portfolio of responses across the quadrants. Product development includes creating the low-carbon steel input for the existing steelmaker customers. Market development requires the repositioning of those products for the carbon-conscious buyers in Europe and Asia. Diversification includes the long-horizon bets on potash and copper as demand shifts from steel and coal.
[bookmark: _5jom2xmhosdh]2.2 Product Development: Lower-Carbon Steel Inputs and Value Chain Collaboration
Product development is the most direct response to decarbonisation by BHP. The company is looking for multiple technology paths to allow the low emission is steelmaking. 
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Figure 11: NeoSmelt welcomes Federal Government support
Source: (BHP, 2025)
Woodside Energy and Mitsui Iron Ore Development are new equity members in the NeoSmelt joint venture, which was established by BlueScope, BHP, and Rio Tinto (BHP, 2025). These collaborations create cutting-edge technology with the government and business community. This lays the groundwork for a lower-carbon Australian iron export sector with the global steel industry. Importantly, future DRI deployment will be supported by increasing the use of Pilbara iron ore fines, and coupled DRI-ESF routes have the potential to significantly reduce CO2 emissions intensity by over 80% when compared to traditional blast furnace steelmaking (BHP, 2026). This illustrates that BHP is investing in product development, but the commercial viability is still uncertain.
[bookmark: _ovi51flv935n]2.3 Market Development: Repositioning for Carbon-Conscious Customers
Market development includes taking BHP's iron ore product to a new customer segment which can value the carbon credentials. BHP has 50 partners, including 11 steelmakers, 16 research institutes, and 12 technology businesses. The eleven steelmakers together account for around 22% of the reported global steel production (BHP, 2024). These partners are primarily located in the markets where carbon pricing is becoming material. Certified products facilitate the brand premium, indicating the company is looking for commercial opportunities in differentiated low-carbon iron ore (Recabarrem et al., 2024). With a 65% iron grade, Simandou's ore caters to the premium market for green steel that uses less carbon (Reuters, 2025). High-grade ore is the most suitable for the DRI base steel making with the leading route for emission reduction. BHP’s product portfolio is not aligned with customer demand as the market for low-grade ore contracts, and clean steel-making input grows.
[bookmark: _31zg8vk3t02h]2.4 Diversification: Potash, Copper, and Battery Metals
Diversification includes the long-horizon bet of BHP on the commodity which can benefit from the energy transition but is not directly exposed to the steel decarbonization risk. 
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Figure 12: BHP first-half earnings
Source: (Reuters, 2026)
Copper accounts for 51% of operational earnings, surpassing iron ore in the top global miner's profitability (Reuters, 2026). Copper output reached a record 2,017 kt, an 8% annual increase (Yahoo Finance, 2025). Notably, BHP still anticipates that Jansen Stage 2 will produce about 4.36 million tons annually (Mtpa) (BHP, 2026). However, the investment cost estimate has been revised from the US$5.7 billion initial estimate for Jansen Stage 1 when the project was approved in August 2021 to the previously estimated range of US$7.0 billion to US$7.4 billion (including contingencies) announced in July 2025 (BHP, 2026). The cost overrun and impairment demonstrate that moving into the new commodity is not a hedge against steel decarbonization. The fertilizer demand, rather than steel or wiring, can provide the genuine different demand cycle. However, the financial return will not be realized for several years, and the new term transition story remains in iron ore and copper.
[bookmark: _uowgg7g1cu2d]2.5 Market Penetration
Market penetration focuses on increasing the position of BHP in the existing market with the existing product. BHP's annual contract discussions with China Mineral Resources Group, which accounts for about 80% of Chinese steel mills, involved concessions on increasing the usage of yuan (Financial Review, 2026). BHP’s Western Australia iron ore operation delivered 199 Mt in 9 months (Steel Orbis, 2026). The strategic opportunity is identified in attaching the carbon credentials to the existing iron ore volumes. Certifying the carbon intensity of the Pilbara ore can differentiate their market share while meeting the customer's determination requirements
[bookmark: _wf8rccs0m6n8]2.6 Competitive Advantage: Differentiation Through Carbon Credentials
[bookmark: _lh943sitc852]BHP should look for differentiation rather than cost leadership, as the competitive advantage is identified in the certified low-carbon input for the steelmaker facing the carbon price. Unlike its competitors, BHP does not produce high-quality iron ore for low-carbon steel, a grade in demand (IEEFA, 2024). This gap represents the risk as well as opportunity; BHP should accelerate the NeoSmelt DRI-ESF collaboration. Processing might reduce CO2 emission intensity by up to 80%. Iron ore from the Pilbara via a DRI-ESF route (Rio Tinto, 2025). Differentiation is only suitable and sustainable if the carbon cost becomes material for the customers.


[bookmark: _j775vfmp97tl]Task 3: Managerial and Professional Reflection 
[bookmark: _1hpo5yooti1t]3.1 Reflection on Key Decisions
Why BHP?
I selected BHP because it is the largest mining company in the world in terms of market capitalisation and is responsible for GHG emissions. BHP is at the center of the discussion between resource extraction and recognition as the major producer of iron ore, copper, coal and potash (Mugebe, 2024). BHP recently made a public commitment to net zero by 2050, which is not yet matched by the capital allocation decisions. There is a gap between BHP's climate rhetoric and the actual investment behaviour, which provides evidence of the credibility gap that senior leadership has to address.
Why the Environmental actor as the primary lens?
I selected an environmental actor as the root driver for the strategic imperative of BHP. Climate change emissions, water scarcity and biodiversity loss can affect the social license of BHP, access to capital and the ability to sell the product to carbon-conscious customers. I incorporated the political factor because it translated the environment expectations into enforceable financial consequences. CBAM demonstrates that the policy is a proximate mechanism through which environmental pressure can become material. Social factors are also included because investor activism, community opposition and media scrutiny can amplify the gap between commitment and action of BHP.  
Why the Ansoff Matrix?
I selected the Ansoff Matrix because the clear articulation of whether growth is about the new product, new market or both. The transition of BHP is the single strategic move, as it is the portfolio response. Product development, market development and diversification address the dimensions of the transition. Matrix simplicity is the primary strength, but the limitation is that it does not capture the execution risk. 
[bookmark: _ygqlrxf82lnb]3.2 Reflection on Limitations of the Analysis
Information gaps
The analysis is heavily dependent on the publicly available data, internal documents and third-party reports. It provides valuable understanding but does not offer the complete picture of internal decision-making at BHP. The real consultant would look to assess the marginal abatement cost curve of BHP, investment committee criteria for the green project approval and customer willingness to pay for the low-carbon iron ore. 
What additional information would a consultant seek?
I think consultants would look for scenario-based financial modelling to compare the return on capital employed for the green project with the conventional project under a different carbon price scenario for BHP. Secondly, direct interviews with the customers as to what the premium European and Asian still makers are willing to pay for the certified low-carbon ore. Jurisdiction-by-jurisdiction policy discussion assessment, as it also means how Australia will safeguard mechanisms, CBAM expansion and how the US regulatory environment will evolve. 
Reflection on the consultant's role
As a consultant, the value is not in providing the definitive answers but in framing the right questions and quantifying the trade-offs. I identify the central issue as the public commitment of BHP against the investment decision. The strategic question arise here for the senior leader is whether they can credibly differentiate through the carbon credentials when its own capital allocation suggests a difference from maintaining the status quo.
[bookmark: _eiet2v4ququ0]
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Key operational results

This section provides an overview of CBAM volumetrics:
* More than 12000 of economic operators submitted an application for CBAM authorisation till 7th January
2026.

* More than 4100 CBAM economic operators successfully obtained CBAM authorized declarant status
across EU prior to and immediately after 1 January 2026.

« In total from the 1 January to 7 January 2026, 10483 Import Customs Declarations with CBAM
goods were validated automatically and in real time via integrated customs systems.

Trade volumes covered

CBAM imports declared in the first reporting window (from 1 until 6 January 2026) covered 1.655.613
tonnes of goods with the following split per sector:

o Iron & Steel: 98% of total CBAM-covered volumes

¢ Aluminium: 0,3%

o Fertilisers: 1,2%

Cement: 0,5%

Electricity & Hydrogen: 0 % (Note: data to be considered as a preliminary snapshot. Import of electricity &
hydrogen will appear as the transmission of data becomes complete.)
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Table 2 — Identified climate-related risks and opportunity

Transition risk 1 Policy, legal and reputational

BHP is exposed to increasing scrutiny and evolving climate-related policy, regulatory and legal risks associated with GHG
emissions. Key risks include stricter government decarbonisation policies, increased potential for climate-related litigation and
other legal risks, and changing and divergent climate change-related policy settings across relevant jurisdictions. This risk
could give rise to higher costs associated with carbon pricing, regulatory compliance, mitigation activities and legal matters,
which may reduce future profitability and cash flows and potentially increase the risk of impairment. It may also impact BHP’s
licence to operate, access to capital and ability to maintain stakeholder trust.

Transition risk 2 Availability and commercial viability of operational decarbonisation technology

BHP’s ability to achieve its operational GHG emissions (Scopes 1 and 2 emissions from its operated assets) Group-level
climate-related targets, goals and strategies is dependent on the timely availability, selection, and effective and safe
implementation of enabling technologies and low-carbon inputs and their commercial viability. Delays, failed trials, supply
constraints or suboptimal technology options could slow operational decarbonisation, impact our ability to achieve our
operational GHG emission medium-term target and long-term net zero goal and increase our operational decarbonisation
and/or operating costs. This risk is focused on our operational GHG emissions reduction and excludes technologies relating to
value chain decarbonisation.

Transition risk 3 Accelerated decrease in steelmaking coal demand

This risk reflects a potential acceleration of timeline for long-term decline in steelmaking coal demand arising from earlier-
than-assumed uptake of lower GHG emissions technology in the steelmaking sector. BHP continues to expect demand for
steelmaking coal to remain robust for decades but the potential exists for blast furnace iron making, which depends on coke
made from steelmaking coal, to be displaced at scale by emergent technologies faster than we expect, which presents a strategic
risk that could further impact the demand outlook for steelmaking coal and prospects of our steelmaking coal business and the
Group’s portfolio.

Transition opportunity 1 Copper demand

The more the global economy progresses in a transition toward net zero, the more important the composition of BHP’s
commodity portfolio will become, reflecting its suitability to support the expected increase in demand for certain commodities
arising from global decarbonisation and the energy transition. Specifically, copper is a key contributor in electrification and
decarbonisation trends across the global economy.

Physical risk 1 Physical climate-related risks

A changing climate could exacerbate and trigger physical climate-related risks for BHP’s operations and assets and non-
operated joint venture investments, workforce, communities, supply chains, customers and other third-party partners. These
risks arise from both the increasing severity and/or frequency of acute events (extreme climatic events, such as floods, cyclones
and heatwaves) and chronic changes (such as prolonged drought, rising temperatures, and incremental increases in extreme
heat days). The potential effects of these events on our business model and value chain may be both direct and indirect.
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BHP’s carbon emissions will be higher for longer under a revised climate
plan published by the iron ore and copper mining giant that suggests diesel
consumption will peak seven years later than previously advised.

The country’s most valuable company said it would still deliver its 2030 and
2050 climate targets, but the detail of its updated plan suggests there will be
very little reduction in emissions in the next nine years. Emissions in 2035
will be about 33 per cent higher than was previously expected.
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