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Introduction
Mining marketing is changing due to climate policy changes and customers’ demands with regards to carbon performance. This report analyzes Fortescue Ltd which is one of the largest producers of iron ore in Australia. This firm develops green energy and metal capabilities. The company is appropriate for this purpose as it needs to decarbonize itself and reduce emissions generated when its customers use its iron ore. In FY25, the company set a record high of shipping volumes reaching 198.4 Mt and earning $15.54 billion of revenue (Fortescue Ltd, 2025a).
This report will examine three external stakeholders including environment, technology and political/legal environment with special emphasis being made on environment. Porter’s Five Forces suggests buyer power and rivalry may constrain green premiums; supplier power, substitutes and entrants shape Fortescue’s position (Porter, 2008). The key statement of this report is the following – Fortescue Ltd must convert its verified lower carbon performance in a tangible proposition for its customers, which will be achieved using technology and partnerships (Armstrong & Kotler, 2024; Muñoz, 2025).
1. Task 1 – Marketing Environment Analysis
1.1 Company context and strategic exposure
The firm works mostly in Pilbara region of Australia's western territories. In FY25 the company increased shipment volumes by 4% up to 198.4 Mt, however the revenue decreased by 15% and reached $15.54 billion due to the decline of hematite revenue per dry metric ton by 18% up to $84.79 (Fortescue Ltd, 2025a). It means that only volume does not help in marketing success.
Real Zero strategy developed by Fortescue adds another level. Its 2024 Climate Transition Plan is directed at elimination of Scope 1 and 2 emissions from Australian terrestrial iron ore operation by 2030 using no voluntary offsets (Fortescue Ltd, 2024). In FY25, Fortescue Ltd reports emission rate of 2.66 MtCO2-e related to its Real Zero initiative and 275.88 MtCO2-e of Group Scope 3 emissions where about 98% relates to the processing of downstream products (Fortescue Ltd, 2025b). It means that the marketing problem is not clean mining only, but the need to assist customers in reducing their processing emissions.
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Figure 1. Fortescue iron ore shipments, FY23-FY25. 
Source: Fortescue Ltd (2025a).
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Figure 2. Fortescue revenue, FY23-FY25.
Source: Fortescue Ltd (2025a).


Table 1. Critical comparison of the three external marketing environment actors. 
	External actor
	Key evidence
	Marketing effect
	Strategic judgement

	Environment
	Steel: 1,886 Mt and about 4.1 billion t CO2-e in 2024; 7–8% of global anthropogenic GHG. Fortescue’s Scope 3 is dominated by downstream processing (World Steel Association, 2025; Fortescue Ltd, 2025b).
	Raises demand for credible low-carbon products and emissions data.
	Treat environmental pressure as a market force and product-design issue.

	Technology
	Hydrogen and electrification are developing, but low-emissions hydrogen was still below 1% of global hydrogen production in 2024 (IEA, 2025b).
	Creates differentiation but adds technology and cost risk.
	Use staged pilots linked to customers and commercial gates.

	Political/legal
	Australia’s Safeguard Mechanism uses declining baselines; EU CBAM includes iron and steel (DCCEEW, 2024; European Commission, 2024).
	Raises the value of emissions measurement and lower-carbon supply.
	Turn compliance data into trusted product differentiation and market access.


1.2 Environmental actor - the most influential
The environmental actor is the most powerful because the climate and resource constraints affect the cost structure of Fortescue and the value that their customers place on the product. In 2024, the steel industry produced 1,886 Mt and emitted around 4.1 billion tonnes of CO2-e, which accounted for 7-8% of global anthropogenic greenhouse-gas emissions (World Steel Association, 2025). The IEA also points out that low-emissions steel technologies are expensive and immature (IEA, 2025a). Thus, Fortescue has to balance the lower-carbon value proposition and the price and reliability of the commodity supplier.
The value chain of Fortescue makes the challenge more apparent. In FY25, 269.20 MtCO2-e of Scope 3 emissions were related to the processing of sold products, out of 275.88 MtCO2-e total Scope 3 emissions (Fortescue Ltd, 2025b). Therefore, operational decarbonisation alone is insufficient to change the total impact of the company. There is a reason for Fortescue to move to a lower-carbon iron proposition with support from customers and emissions data. The mining literature argues that pressure from stakeholders and institutions can prompt sustainability action because companies seek legitimacy and competitive advantage (Famiyeh et al., 2021; Ivic, Saviolidis and Johannsdottir, 2021).
The environmental constraints present an opportunity as well. The IEA expects the demand for clean-energy minerals to increase significantly by 2030 in both the current policy and net-zero scenarios (IEA, 2024). The UNEP (2024) associates growing resource use with climate, biodiversity and pollution challenges. Thus, for Fortescue, the credible green metal proposition has to address carbon, water, land, biodiversity and community impact issues. The value of the proposition depends on evidence rather than the green label.
The greatest threat is poor evidence or greenwashing. Muslemani et al. (2021) discuss challenges of defining green steel, carbon accounting, assurance and market design. Johansson and Kriström (2022) also demonstrate sensitivity of the economics of the green-steel premium to the cost and market factors. Thus, Fortescue should sell verified emissions performance and customer value, but not rely on buyers paying a premium without evidence.
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Figure 3. Integrated pathway from external actors to marketing implications.
Source: Self-developed. 
1.3 Technological actor
The technology is the major decarbonisation path, however, it brings uncertainty. According to Fortescue Ltd (2025a), there is an investment in renewable power, transmission, and electrified mining equipment. The FY25 full-year results reveal 100 MW of solar capacity, more than 640 km of transmission lines, electric excavators and a drill, and Green Metal Project under construction and planning of the pilot production of green iron using green hydrogen.
The wider hydrogen market illustrates the reason to be careful. In 2024, global demand for hydrogen was close to 100 Mt, however, less than 1% of it comes from low-emissions hydrogen (IEA, 2025b). It means that there is a strong relevance, however, low maturity and poor cost competitiveness. The research in B2B area states that sustainability communication influences green purchase intention, however, product quality is important (Muñoz, 2025). Therefore, the company should start with technical evidence, specification and data.
There is another opportunity in the agreement of Fortescue and TISCO made in December 2025. The trial will help to investigate hydrogen-based plasma-enhanced ironmaking and will be designed for a pilot line up to 5,000 tonnes of molten iron per year (Fortescue Ltd, 2025c). However, the independent research indicates that the green-iron routes still face challenges in energy, process and economic areas (Humbert et al., 2024). Therefore, technology should be managed in the portfolio way.
1.4 Political and legal environment
Political and legal factors make carbon performance more commercial. The Australian Safeguard Mechanism is applicable to facilities above 100,000 tonnes CO2-e and uses declining baselines (DCCEEW, 2024). Moreover, the Australian Government makes the green metals a priority with A$18.1 million for Green Metals Foundational Initiatives and a A$1.7 billion Future Made in Innovation Fund for renewable hydrogen, green metals and clean technologies (Department of Industry, Science and Resources, 2024). It is supportive for Fortescue, however, increases expectations.
The EU Carbon Border Adjustment Mechanism (CBAM) is another factor since iron and steel are included into its scope (European Commission, 2024). For Fortescue, it increases the importance of the product-level emissions data and makes the case for lower-carbon supply to carbon-conscious markets. Regulation can become not only a cost but a barrier for the high-carbon competitors. The strategic advantage is the conversion of compliance information into product differentiation.
Three actors interrelate and do not work independently. The environmental pressure makes the need for change, technology defines what can be delivered, and regulation influences the speed, cost and market value of that change. The research on stakeholder pressure shows the connection between the pressure and green dynamic capability and green innovation (Singh et al., 2022). Therefore, Fortescue should coordinate its technical, policy and marketing teams to create one measurable customer proposition.
1.5 Critical synthesis: opportunities and challenges
The combined analysis shows that the lower-carbon capability becomes commercially valuable only when it is credible, technically feasible and relevant to customer regulation. It supports the growth strategy based on product development rather than rapid and unrelated diversification. The opportunity is the strongest where customers face the pressure to disclose and reduce emissions but still require the reliable iron units. Fortescue can use this contradiction to position lower-carbon supply as risk reduction for customers if the emissions boundary and methodology are clear. It makes marketing a part of value creation and not just post-production promotion.
The important implication for marketing is that Fortescue should measure and communicate the customer outcome: lower embedded emissions, reliable supply, traceability and evidence. It is more defensible than broad sustainability communication since the B2B buyers assess price, quality, corporate image and seller expertise when evaluate green offers (Gelderman et al., 2021). It should not claim that every environmental attribute has equal buyer value. Carbon intensity is more visible than less measurable claims, while biodiversity and community performance may be crucial for licence to operate. Management should prioritize claims which can be measured independently and have buyer decisions link.
2. Task 2 - Strategic Growth and Competitive Positioning
2.1 Ansoff Matrix assessment
According to Ansoff’s Matrix, the growth depends on products and markets. For Fortescue, the environmental findings favor the product development as the key route, with the diversification into enabling technologies (Armstrong and Kotler, 2024).
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Figure 4. Fortescue-specific Ansoff Matrix assessment. 
Source: Self-Developed by adapting from Armstrong and Kotler (2024).
[bookmark: _Toc242254516]2.2 Strategy recommendation: product development complemented by selective diversification
Product development is the right strategy. Fortescue already has its customer relationships, iron ore infrastructure and operating know-how. It can leverage these assets in conjunction with new lower-carbon iron offering, carbon intensity metrics and customer transition support. That provides differentiation without ignoring the existing market. The results of the green-market study confirm the necessity of defining products, measuring carbon intensity and developing market mechanisms (Muslemani et al., 2021).
Customer collaborations are vital. Fortescue needs to collaborate with steelmakers in piloting, product specifications and offtake commitments before the capacity expansion. This way, the company can mitigate demand risks and find out what carbon characteristics customers really need. B2B marketing literature states that product quality and communication are crucial for green satisfaction and loyalty (Gelderman et al., 2021; Muñoz, 2025). Such approach helps to learn. Initial offtakes can be used to learn about preferred product grades, carbon threshold, audit practices and delivery terms. This knowledge can be incorporated into product design and pricing. Iteration is needed since the green steel markets evolve faster than common standards and since customers may prefer different types of evidence.
Selective diversification should complement the core offering. Green hydrogen, renewable energy and green-iron technologies can develop capabilities complementary to mining, but unrelated expansion is risky for execution. The capital expenditure of Fortescue in fiscal year 25 was US$3.93 billion, of which US$405 million were invested in decarbonisation (Fortescue Ltd, 2025a). Thus, investment should be phased against technical, customer and economic milestones.
2.3 Competitive positioning and implementation
The competitive positioning should be focused differentiation based on iron quality and reliability as well as lower-carbon performance that is verified. Green innovation can become a strategic resource if it is based on knowledge, relationships, learning and hard-to-copy capabilities (Khanra et al., 2022). Literature also shows that green innovation can enhance competitive advantage via relational capabilities (Juo and Wang, 2022). The logic of focused differentiation is appropriate for Fortescue since the company does not need to win all segments of iron ore. Instead, it can focus on customers and markets where lower carbon performance is valuable and preserve its scale advantage in mining. The risk is that competitors may provide similar low-carbon claims. Defensibility will thus rely on verified performance, proprietary technologies, long-term partnerships and execution speed.
The implementation should follow five decision gates: technical performance, verified carbon intensity, customer offtake, delivered cost and regulatory acceptance. The relevant measures are lower-carbon tonnes sold, customer emissions reduction, differentiated-product revenue, renewable energy share and pilot-to-contract conversion rate. In this way, sustainability becomes part of the value proposition, not just the communication activity. One more control can be to tie the executives' incentives to a few transition metrics. In this way, the risk of marketing communication getting ahead of physical performance is reduced. Annual verification of key carbon data and disclosure of their limitations will also help maintain trust in the evolving product proposition.
3. Task 3 – Managerial and professional reflection
From the senior leadership perspective, Fortescue was chosen because it has large existing iron ore business together with an explicit Real Zero target and active green-metal strategy. Thus, there is a real strategic choice, not just a sustainability case. The environmental actor was given the highest weight because downstream customer processing accounts for most of Fortescue's Scope 3 footprint, and therefore climate pressure directly impacts product relevance (Fortescue Ltd, 2025b). Technology and regulation were chosen next because they determine whether this pressure can be transformed into a credible commercial proposition.
The main managerial judgement is that green iron should be seen as a market proposition, not only a technical project. Customers need credible carbon metrics, common standards, supply reliability and commercial logic. The evidence from B2B marketing indicates that sustainability communication can increase purchase intention, but product quality still matters (Muñoz, 2025). Thus, the recommended Ansoff strategy starts with product development and uses diversification only to develop enabling capabilities.
The analysis has several limitations. Public information cannot fully reveal willingness to pay, offtake terms, competitor pricing, carbon footprints at the product level and future cost of hydrogen. Green-steel definitions and market mechanisms also evolve (Muslemani et al., 2021; Johansson and Kriström, 2022). A real consultant would ask for customer interviews, offtake data, competitor benchmarks, carbon footprints at the product level, evidence of technology readiness, energy costs of projects and regulatory scenarios. Thus, the recommendation should be seen as an investment hypothesis, not a forecast. Financial and strategic uncertainties also matter. The company may face a mismatch between capital spending and demand for green products. Management should thus use a staged funding with expansion only after demonstrating technical reliability and customer willingness to contract. This will reduce the risk of building capacity ahead of proven market.
Conclusion
Fortescue operates in a marketing environment where climate pressure, technological changes and regulation converge. Large Scope 3 exposure suggests that lower-carbon customer outcomes should become part of the value proposition. Focused product development strategy supported by selective diversification into green-energy and green-metal capabilities seems like a balanced growth path. Competitive advantage should be based on measurable carbon value, technical credibility, customer relationships and prudent investment rather than sustainability claims.
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