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Introduction
BHP Group Limited is a large, global resources group with operations and commodity businesses that place it in the industrial supply chains that underpin infrastructure, electrification and economic development. The shift to a lower carbon economy, however, poses a strategic dilemma: the demand for minerals associated with energy transition technologies can provide a growth opportunity, but at the same time, the extraction and processing of these minerals puts pressure on the environment. Under the "clean-energy transition scenarios", the International Energy Agency expects significant increases in critical mineral demand (BW Online Bureau, 2026). In BHP's case, the environmental sustainability challenge is no longer a corporate responsibility question and is growing to have a significant impact on stakeholder trust, regulatory risk and the credibility of its market positioning. 
[bookmark: _2dmy7zsb9xcl][bookmark: _Toc242789493]Task 1: Marketing Environment Analysis
[bookmark: _uu58xw7wkkt8][bookmark: _Toc242789494]1.1 BHP Group Limited and the External Marketing Environment
The external marketing environment is composed of the factors that are external to the organisation and beyond its immediate control that affect the organisation's capacity to develop customer value and hold its competitive position. These are key factors for BHP Group Limited, as a mining company relies on the use of resources, regulatory approvals, and demand from industrial buyers. Natural conditions and government regulation affect the conditions in which resources are available for extraction, and customers/competitors affect the commercial value of environmental improvements (Yujuan and Jacquline, 2023). BHP's annual reporting acknowledges climate-related risks and opportunities as relevant to making portfolio decisions and allocating capital.
[bookmark: _dvm2eb46yw70][bookmark: _Toc242789495]1.2 Actor 1: Natural Environment and Sustainability Pressures
The natural environment is perhaps the most significant external actor given BHP's need to produce renewable energy, land and water; and the natural context has the potential to be a factor that impacts BHP's legitimacy and sustainability of access to resources. Industrial emissions, land disturbance/pressure on water resources and biodiversity are associated with mining and mineral processing. Meanwhile, decarbonisation generates demand for minerals to facilitate electrification and renewable-energy infrastructure. Strong demand prospects exist for critical minerals in clean-energy scenarios under the IEA (2024) projection. But this doesn't necessarily mean that all BHP commodities will have equally strong demand growth, and that higher demand will always be a boost to profitability.
BHP Group Limited is also losing the legitimacy of its marketing in the eyes of the environment. Environmental information about the materials they consume is becoming more essential to industrial customers and other stakeholders. The Climate Transition Action Plan covers BHP's operational emissions and acknowledges the need to engage suppliers and customers on decarbonisation. These pledges can bolster confidence among stakeholders in the process with transparency and evidence of progress. However, corporate pledges do not necessarily translate into environmental impacts.
Innovation in products and processes is also enabled by the natural environment. BHP may explore alternative production processes with lower emissions and energy efficiency and/or partner with customers to achieve reductions in their supply chain emissions. The measures may be useful to distinguish its products when buyers base their decisions on environmental performance, in addition to price, quality and supply reliability.
This is another challenge in implementation. New and better technologies can be costly, need new infrastructure and change existing practices. Even if the economic benefits of a project are high, it can be limited by the scarcity of water, limitations on biodiversity, and concerns from the community. Furthermore, the narrow scope of carbon emissions could cause the sustainability proposition to be incomplete, as it does not account for other environmental impacts. Instead, BHP needs to measure environmental performance with regard to its possible environmental impacts rather than solely on decarbonisation.
Overall, the natural environment constitutes a conditional opportunity for BHP, because sustainability can offer a plus to its market positioning provided that it is backed by a measurable level of performance, the feasibility of implementation and customer demand. If these conditions are not met, costs of investment and risk of credibility might make the benefits of marketing less obvious.
[bookmark: _qlmtmbenb18q][bookmark: _Toc242789496]1.3 Actor 2: Governmental Forces (Legal and Political Pressures)
Figure 1: Climate Policy Upscaling
[image: ]
(Source: DCCEEW, 2026)
Government regulation affects BHP's operating costs, investments and the credibility of environmental disclosure. The Safeguard Mechanism for facilities with emissions greater than 100,000 tonnes of carbon dioxide equivalent per year establishes emissions 'baselines' that are reduced over time for covered facilities. The Australian Government explains that the mechanism is designed to lower emissions from big industrial emitters and facilitate a shift towards a lower emissions economy (DCCEEW, 2026). Requirements for BHP Group Limited may become more relevant than ever for managing emissions and may become a strategic priority for optimal operation instead of just a commitment. There is added complexity with international regulation. The EU's Carbon Border Adjustment Mechanism will go into its final phase in 2026 and will apply to specific emissions-intensive products, such as iron and steel, aluminium and fertilisers (European Commission – EU, 2026). The legal and political pressures impact BHP's marketing environment, in terms of affecting operational costs, investment decisions and compliance with environmental regulations. Australia's Safeguard Mechanism is a framework that involves setting progressively lower baselines for covered industrial facilities to adhere to by reducing emissions, thus incentivising investment in lower-emission technologies (DCCEEW, 2026). Likewise, the Carbon Border Adjustment Mechanism of the European Union will apply carbon elements to certain imports, which may impact cross-border industrial value chains (European Commission, 2026). These new rules provide BHP Group Limited with even greater opportunities to enhance its environmental positioning through greater compliance and transparency of emissions. 
[bookmark: _va5kvtg2p9oi][bookmark: _Toc242789497]1.4 Actor 3: Technology and Innovation
Technology also affects BHP's marketing environment because innovation can enhance the efficiency of operations, minimize the environmental impacts and help BHP Group Limited become more competitive. Renewable electricity and electrifying mining equipment, energy efficiency in processing, emissions monitoring could help BHP lower production costs, and enhance environmental performance (Roemer et al. 2026). BHP's climate strategy emphasises the need to collaborate with its customers and suppliers to facilitate decarbonisation, illustrating how technological innovation can help to promote broader supply-chain benefits (BHP, 2024). But new technology doesn't always provide a competitive advantage. Technical performance is uncertain and implementation delays, high capital costs can restrict benefits, especially in an environment of variable commodity prices and the need to allocate funds wisely (Lai, 2025).
There is an opportunity for BHP Group Limited to stand out with technologies for cleaner production, digital monitoring systems and transparent environmental data. These technologies could help to increase the efficiency of the resources used, increase the quality of the emissions reporting and provide customers with a better understanding of the environmental performance of the resources supplied. Investment in technological development could also help product development by enhancing the existing commodities without having to venture into new markets (Bouguerra et al. 2023). The benefits, however, are dependent on the commercial viability, measurable environmental gains and implementation success. If a number of competitors use similar technologies, BHP could lose its edge, and if their technology fails or the costs are higher, then it will impact profitability. 
[bookmark: _c5cqfoqt7e6m][bookmark: _Toc242789498]1.5 Integrated Evaluation of the Three Actors
Pressure from the natural environment, further strengthening of the incentive regime through regulation and the influence of industrial customers on the commercial value of cleaner technologies all contribute to cleaner production (Habib et al. 2022). BHP's key opportunity is the prospect of being differentiated in a credible way on the basis of its environment; its biggest challenge is making measurable progress while not compromising its competitiveness.
[bookmark: _68x9ygb22w9c][bookmark: _Toc242789499]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _clvnafcu1nh7][bookmark: _Toc242789500]2.1 Application of the Ansoff Matrix
Figure 2: Ansoff Matrix
[image: ]
(Source: Maris & Maris, 2019)
The Ansoff Matrix identifies four types of growth strategies: Market Penetration, Market Development, Product Development and Diversification. At BHP Group, market penetration would potentially involve growing the sales of existing commodities with existing industrial customers, but without growth being limited by competition or lack of customer demand to switch. Market development may include providing current resources to a new market segment, such as developing industrial markets in geopolitically uncertain countries with an interest in electrification and the development of renewable energy infrastructure (Azer and Ibrahim, 2026). Product development can be used to help improve the existing products available to the customer by taking a cleaner production approach and strengthening environmental traceability and customer collaboration.
Figure 3: Final Ansoff Matrix
[image: ]
(Source: Self-created)
[bookmark: _regiwtrljxpi][bookmark: _Toc242789501]2.2 Recommended Growth Strategy: Product Development
The key strategy for BHP's growth should be product development, as this allows the firm to enhance its current resources and meet growing customer sustainability demands. BHP could increase its environmental performance and traceability of its mineral products, including copper and iron ore, which are used in electrification and renewable energy infrastructure, and in the steel industry, without entering new industries (The Guardian, 2026).
Commercially viable technologies, such as renewable electricity, electrification of mining equipment, energy efficiency and lower-emission processing, should be prioritised by BHP. It could be a means for customers to verify information related to product emissions independently and can work with steel manufacturers and other industrial customers to explore and identify viable decarbonisation opportunities (The Guardian, 2026). Differentiation would then stem from the quality of the resources, their sustainable supply, the environment and credible information, not just the messaging of sustainability.
However, product development requires substantial capital investment, and the technology may not work as expected and can be a lengthy process to implement (Chiu et al. 2022). In addition, the production of lower carbon does not necessarily mean having a premium. Before BHP commits to further initiatives at the customer level, it should determine the willingness of the customers to pay and the expected ROI.
Product development is better than market development since it enhances the value proposition within the existing market segments, instead of depending on expansion in geographical markets primarily. 
[bookmark: _m1w8707wte9m][bookmark: _Toc242789502]2.3 Competitive Advantage Using Porter’s Generic Strategies
The best competitive strategy for BHP is differentiation – competing with just a price war is a strategy that will expose the company to commodity market volatility and to lower-cost producers. BHP can translate this through consistent product quality, reliability and deliveries, responsible operational practices and strong industrial customer relationships. This positioning could be reinforced by environmental performance, as the customers are increasingly taking the emissions in their supply chains into account.
The importance of credible sustainability information lies in the need for evidence that lower-emission sourcing leads to measurable improvements, especially in the eyes of the customer. BHP has the potential to build the market case by providing emissions data that is independently verified; reporting boundaries that are clearly defined; and a clear explanation of how to calculate product-related emissions (BHP, 2026). 
Differentiation is not necessarily a path to greater profitability, though. If other mining companies start using the same technology and environmental reporting, environmental performance could become the industry standard, and not a competitive edge. 
Therefore, the process of differentiation needs to be backed up by visible enhancements to the process. Reducing emissions over a long period of time and ensuring reliable delivery and strong environmental management are essential and can't be fixed with marketing communications. 
[bookmark: _9xcnx39waqxp][bookmark: _Toc242789503]2.4 Implementation, Risks and Performance Measurement
BHP needs to make investments based on a phased investment plan for product development. First, it needs to evaluate cleaner technologies in terms of capital costs, technical feasibility, the potential emissions reductions, and projected returns. The company could test the performance at selected operations and only make a significant investment in its wider rollout if it deemed success to be high. Working with current industrial users should develop insights into the environmental improvements that affect customer purchase and whether customers would be willing to accept a longer-term contract or price (Gonghang et al. 2024). Environmental communications should include information on the extent, methodology and limits of the emission data, and where applicable, an independent verification. 
A balanced set of indicators should be used to measure performance: percentage of lower carbon product sales growth, customer retention, emissions intensity per unit sold or produced, capital expenditure vs budget and investment return. Technology failure, cost overruns, lack of customer demand and the appearance of similar products by competitors are key risks. Therefore, BHP should set itself targets and measure its successes against financial and environmental benchmarks and only expand those that are proven to be commercial.
[bookmark: _5c3872qti11v][bookmark: _Toc242789504]Task 3: Managerial and Professional Reflection
[bookmark: _p2zqslw9yudu][bookmark: _Toc242789505]3.1 Rationale for Company and Actor Selection
BHP was chosen because it is significantly affected by the pressures of nature, regulation and evolving preferences of industrial customers. The focus was given to the natural environment, since the extraction of resources has an impact on the environment, and at the same time, the transition to energy will add demand for some of the minerals. But if BHP is to be able to do that, it will be reliant on the ability to limit its impact on the environment without sacrificing the efficiencies it brings to the company. Emissions regulation was added because the costs of compliance can be affected by regulation, the value of investing in environmental improvement can be affected by regulation, and the benefits of environmental improvement can be affected by regulation (Shi et al. 2024). 
[bookmark: _r45b19lhq24u][bookmark: _Toc242789506]3.2 Reflection on Strategic Decisions and Managerial Judgement
The recommendation was product development, given the need to strengthen BHP's value proposition through better environmental performance and traceability of existing commodities, without immediately entering new, unknown markets. This decision isn't without risk, though, between differentiating for the long run and being exposed to the market for the short run. Cleaner technologies could reduce emissions and strengthen customer relationships but may require high capital expenditures, create implementation delays, and introduce uncertainty about the return on investment, which could compromise profitability. The recommendation is also based on the uncertainty of customer demand: industrial customers may prefer materials with lower emissions, but will not agree to pay more if the price and supply reliability of a material are more important to them in the purchasing decision.
Another drawback is the use of secondary data, especially corporate sustainability reporting, which could focus more on the commitments made rather than the actual results being achieved. Regulatory documents are valuable sources of information on the requirements facing customers, but published information will not capture the intent of customers to purchase a new technology and its commercial success.
[bookmark: _fzdqaxd98daq][bookmark: _Toc242789507]3.3 Further Information and Professional Recommendations
BHP should interview existing industrial customers and carry out willingness-to-pay research to determine which environmental attributes have an impact on the purchasing decision prior to significantly investing in capital. Emissions intensity, product quality, delivery reliability, pricing and sustainability verification are areas to consider for competitor benchmarking, as they will help identify if proposed improvements provide meaningful differentiation.
Senior leadership is expected to make a financial appraisal that includes net present value, payback period, implementation cost and sensitivity analysis. Alternative assumptions of the commodity prices, carbon regulation, technology performance and customer demand should be used in scenario analysis. 
[bookmark: _vdrke7u1hccr][bookmark: _Toc242789508]Conclusion
BHP is increasingly exposed to pressures and tensions from customers, regulatory agencies and the environment, all of which could have a significant impact on its competitive position in the future, and the ability to respond credibly with sustainability is becoming increasingly crucial. But the success of any venture will rely on proven environmental results, proven customer need, and a sound investment opportunity that is not only cost-effective but also differentiates the product/service based on real-world performance and results and not just on marketing.
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