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Executive Summary
This report critically analysed the external marketing environment factors influencing BHP’s (Broken Hill Proprietary Company Limited) transition towards a lower carbon business model. Two external actors were identified during the analysis as having a significant impact on the company's sustainability strategy: Natural Environment and Political and Regulatory Environment. 

The operational and compliance pressures of climate change, the pressure from greenhouse gases and the increasing frequency of extreme weather events also brought new opportunities in the form of the rising demand for critical minerals like copper, nickel and potash. Likewise, Australian climate policy and regulatory changes enhanced the urgency to reduce emissions and promoted investment in clean technologies and energy transition minerals.

The report suggested the following strategies from the Ansoff Matrix for supporting future growth: Product Development and Market Development. The strategies centered on growing BHP's portfolio of lower carbon commodities and growing participation in new clean energy markets. 

Moreover, the report recommended to adopt a Differentiation Strategy with selected Cost Leadership advantages for enhancing competitive positioning. Through sustainable product solutions, technology innovation and operational efficiency, BHP has the potential to boost its environmental standing, deliver on stakeholder expectations, and drive long term growth and participate in global decarbonisation goals.
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[bookmark: _Toc231678812]Part A:
[bookmark: _Toc231678813]Critically analyse two external marketing environment factors influencing its transition toward lower-carbon products
BHP is one of the world's biggest mining companies and mining is a major contributor to global greenhouse gas (GHG) emissions (bhp.com, 2026). Around a quarter of the emissions reported by the world's largest companies come from the metals and mining industry, thus, mining companies have a strong incentive to implement sustainable practices. BHP has in turn responded by investing in reducing carbon emissions, renewable energy and cleaner production technologies. Strong influence of external actors in marketing environment on the strategic transition (Wright and Nyberg, 2024). Of these, the Natural Environment is the biggest, and the Political and Regulatory Environment is also important in driving BHP's sustainability approach.

Figure 1: Two external marketing environment actors
(Source: Self-Created )
1. Natural Environment:
The Natural Environment is the most central segment in the external marketing environment which is impacting BHP's journey towards lower carbon and transitioning products (Kayani et al 2024). It directly affects market demand, sustainability and the long term competitiveness of operations, investor expectations.Climate change poses immediate threats to businesses as well as considerable opportunities for the mining sector, in comparison to other environmental issues.

Even more, a significant obstacle to BHP is that they are under more pressure to cut down on greenhouse gas emissions. Companies like BHP are under the spotlight for environmental scrutiny as the mining and metals industry accounts for around a quarter of the largest companies' GHG emissions (Igogoet al. 2021). Floods, droughts, extreme heat and severe weather events are all climate related risks and can affect mining operations, damage infrastructure and cost mining operations. For example, adverse weather affected operations for BHP for FY2025 (bhp.com, 2026), showing how operations at a mine are sensitive to the weather. In addition, environmental issues have become more vocal and coal mining companies are increasingly expected to provide tangible evidence of emission reductions, a concern that is driving BHP to make substantial investments in emission reduction technologies and cleaner production practices. BHP is working towards continuing to Lower Scope 1 and Scope 2 Emissions by 5% per year, but much investment and innovation is required to achieve this (bhp.com, 2026). However, there exists a substantial marketing potential as well in the area of the Natural Environment. 

It's a fact that is arguably true that world demand for minerals is likely to grow with climate change as a key element of the global energy transition. Additionally, copper plays a key role in electric vehicles, renewable energy power generation, battery storage systems, and electric power transmission (Oliveros-Sepúlveda et al. 2025).  Seizing this opportunity, BHP's copper production hit a new peak of 2.02 million tones in FY2025, up 8% from FY2024 and 28% from FY2022. Commercial importance of low carbon commodities, with copper representing about 45% of BHP's EBITDA.Additionally, environmental issues have led BHP to allocate US$2.1 billion to the copper joint venture Vicuña, and to develop the Jansen potash project that benefits sustainable agriculture and food security (bhp.com, 2026). This means that environmental pressures drive costs and risks of compliance up, but also present opportunities for BHP to enhance its market position by developing products that help to achieve the decarbonisation and sustainability goals of the world.

2. Political and Regulatory Environment:
Another major external marketing environmental impacting BHP's move towards the lower carbon environment is the Political and Regulatory Environment (theguardian.com, 2026). In Australia, governments have enacted more ambitious policies, environmental guidelines and emissions reduction goals, which have a direct impact on strategic planning decisions in the mining industry. As a result, BHP is faced with challenges and opportunities arising from regulatory changes.

The first is the challenge of Australia's pledge to cut its greenhouse gas emissions under the Paris Agreement and the enactment of domestic climate policies (McDonald et al. 2023). The Climate Change Act 2022 puts the emissions reduction target on a firm legal footing. By 2030, Australia will reduce its emissions by 43% from 2005 level and by 2050, Australia will eventually reach net zero. Also, there needs to be a significant lowering of the emissions baseline of industrial activities, such as mining operations, over time because of the reforms to the Safeguard Mechanism (Ivanova et al. 2022). The regulations impose more stringent compliance costs on the miners, requiring them to invest in cleaner tech, renewables, and emissions monitoring. BHP would need to make substantial capital investment and qualify for these requirements, meaning it would need to impose an operational cost which would affect profits in the short-term.

However, the regulations reforms do create enormous new markets possibilities (Martin and Rice, 2021). In recent years, the Australian government has given critical minerals a strong boost and these minerals play an important role in the transition to low carbon energy. Strategic minerals like copper, nickel, potash are being focused on due to their applications in renewable energy infrastructure, batteries, and electrification. BHP's portfolio is unarguably punching above its weight to respond to these priorities. The current FY2025 capital/expansion and exploration represents US$9.8 billion of BHP's spending, with a focus on commodities in the future (investegate.co.uk, 2025). The company also invested US$396 million in exploration activities, with a particular focus on increasing the company's copper resource. A second is provided by support for innovation and clean technology from government (Razmjooet al. 2022). The company invested in technologies for industrial electrification, ammonia cracking, maritime de-carbonisation and electrochemical reduction processes via BHP Ventures. 
[bookmark: _Toc231678814]Part B
[bookmark: _Toc231678815]Strategic Growth Approach Using the Ansoff Matrix
Through environmental analysis, BHP should consider product development and market development strategies from the Ansoff Matrix to help speed up their transition to a low carbon business model (Bandyopadhyay and Maiti, 2022). Product development is a suitable application since BHP has a solid presence in well-established mining markets and requires adding to their product mix to address evolving customer and regulatory needs.

	Ansoff Strategy
	Application to BHP

	Product Development
	Expand lower carbon products such as copper, nickel, and potash for existing markets.

	Market Development
	Supply low carbon commodities to new markets such as EVs, renewable energy, and hydrogen industries.

	Growth Opportunity
	Increasing demand for critical minerals supporting global decarbonisation.

	Expected Outcome
	Sustainable growth, reduced reliance on carbon intensive commodities, and stronger market position.


Table 1: Ansoff Matrix Table
(Source: Self-Created )
Product development is the process of creating new and improved products for existing markets (Blinovaet al. 2022). BHP has already started this process, with an investment emphasis on copper, nickel and potash – minerals that are essential for renewable energy technologies, electric vehicles, battery storage and sustainable agriculture. The company has been generating record production of copper (2.02 million tonnes) and is advancing projects in Chile, South Australia and the Vicuña joint venture (investegate.co.uk, 2026). BHP can meet this rising customer demand for sustainable raw materials and minimise reliance on traditional carbon-intensive commodity production by boosting output of these commodities, and by developing new solutions. It will lower carbon emissions in the carbon steelmaking value chain (Sunet al. 2025). This is justified due to the increased demand for critical minerals across the globe as countries strive for decarbonisation.

BHP should also pursue a market development strategy, by diversifying into new clean energy markets by supplying low-carbon commodities (Aliet al. 2022). New industrial customers are served by the opportunities of the rapid growth of renewable energy infrastructure, electric mobility, battery production, hydrogen production and digital technologies. Working closely with electric vehicles, renewable energy and low emission-steel manufacturers will enable BHP to benefit from growing global markets abroad, while also contributing to the global climate targets.
This strategy is accompanied by examples from the Australian mining industry (Howes, 2023). Rio Tinto has ramped up investment in lithium and battery materials to meet the rising demand for EVs. Likewise, Fortescue Ltd is spreading its risk portfolio beyond iron ore with significant investments in green hydrogen and renewables initiatives (fortescue.com, 2026). These are all examples of product development and market development efforts that can provide growth opportunities and fit sustainability expectations. The synergy of the strategy allows BHP to bring its core mining know-how, assets and global customer base to bear and to operate in the fast-growing low carbon industries (Idreeset al. 2023). It helps limit exposure to the low-carbon intensive markets and can help drive long-term growth by sustainable resource development and innovation.
[bookmark: _Toc231678816]Achieving Competitive Advantage Using Porter’s Generic Strategies
BHP should pursue a differentiation strategy with some cost leadership advantages to gain competitive benefits in its shift to a lower carbon business model (Acar, 2024). The most relevant Porter Generic Strategy is differentiation, because sustainability, emissions reduction and responsible sourcing are morevital factors when choosing suppliers by customers, investors, governments and industrial buyers. 

	Strategy
	Application to BHP

	Differentiation
	Lower carbon copper, nickel, and potash products with sustainable sourcing.

	Innovation
	Investment in decarbonisation and renewable energy technologies.

	Cost Leadership
	Low-cost iron ore production through operational efficiency.

	Sustainability + Cost Efficiency
	Combining emissions reduction with lower operating costs.

	Competitive Advantage
	Strong ESG reputation, customer loyalty, and profitability.


Table 2: Porter Generic Strategy Table
(Source: Self-Created )
BHP can differentiate itself by providing minerals with reduced environmental impacts, being a leader in the decarbonisation movement, through differentiation. The company has already taken measures to minimise its operational Scope 1 and Scope 2 emissions and has made substantial capital investments in technology enabling the production of lower carbon products (investegate.co.uk, 2026). BHP can add value to those customers that are trying to cut emissions in their supply chains, by further developing responsibly sourced copper, nickel and potash products and by offering environmental reporting transparency. With increasingly tough environmental regulations, more manufacturers are prepared to pay more for sustainable materials that reflect their own climate commitments.

One good example is Rio Tinto, which has introduced the ELYSIS technology partnership to create aluminium that has no direct carbon emissions from the smelting process (riotinto.com, 2024). This innovation sets Rio Tinto apart from its rivals and builds ties with eco-friendly consumers. Likewise, BHP can differentiate by investing in technologies for reducing carbon emissions in steel production and investing in renewable energy used for mining. Some of the cost leadership elements can also be applicable to BHP. Western Australia Iron Ore operations continued to be one of the world's lowest cost major iron ore operations for several years (Bulayaniet al. 2024). BHP can have a lower production cost than a few of its competitors due to operational efficiency, economies of scale, advanced technology and strong supply chain management. This cost-effective and sustainable production strategy makes it difficult for competitors to catch up.

An example of this is with Fortescue Ltd, who are seeking to develop large-scale renewable energy and green hydrogen projects, which are also able to operate efficiently (fortescue.com, 2026). Fortescue's goal is to reduce the future cost of energy whilst improving its environmental reputation. This is an example of the synergistic relationship between sustainability and cost efficiency. Differentiation, combined with operational efficiency, enables BHP to engage environmentally conscious customers, meet investor expectations, meet regulatory requirements and enhance brand reputation (Versteeget al. 2026). As a bonus, efficient production supports profitability in the face of substantial investments in de-carbonisation, ensuring a sustainable competitive advantage in the changing global mining market.
[bookmark: _Toc231678817]Part C:Critical Reflection on AI Usage
a. [bookmark: _Toc231678818]Tool Disclosure:
Artificial Intelligence (AI) has been used to aid in the preparation of this report. AI has been used to help structure the report, to organise ideas and to enhance the flow of the content throughout the report. Critically appraised, refined and verified with credible academic sources and company report for accuracy and relevance the generated suggestions were presented(Khalifa and Albadawy, 2024). All analyses, interpretation, conclusions and decisions were written by the author, himself. AI usage has been recognized following the School academic integrity and academic AI usage guidelines.
b. [bookmark: _Toc231678819]Critical Evaluation of AI Output:
AI was used to aid in the structuring and conceptual understanding, but all information used in this report was independently reviewed and verified. The AI-generated suggestions were verified with academic papers and industry reports as well as BHP's Annual Report 2025. Statements that lacked supporting evidence, or statistics that were not accurate or general statements were deleted or corrected (Ecker et al. 2022). This verification process was crucial to me to detect possible content hallucination caused by AI tools, to assure the factual correctness of the content, and to keep the logical consistency of the analysis.
c. [bookmark: _Toc231678820]Contribution Analysis:
AI was principally utilized as a supporting to forming an initial framework for discussion and further understanding of marketing theory and marketing concepts relevant to this report. The tool helped in starting ideas, structuring the content and further strengthening the structure of the analysis(Howe et al. 2023). The following analysis of BHP's external marketing environment, the selection and assessment of evidence, the interpretation of BHP's data and the application of appropriate theories has been independently undertaken by the author. The recommendations were formulated using the results of academic literature and company reports, and the analysis and judgment of each person. In addition, research conclusions and final arguments of the research report corresponds with the author’s own understanding, critical thinking, interpretation of a research topic, in order to retain the academic integrity and originality of the final research report.
d. [bookmark: _Toc231678821]Ethical & Professional Reflection:
There are ethical and professional implications to consider when using AI in the field of marketing analysis. AI tools can enhance efficiency, aid learning, and aid in idea generation, but can't eliminate critical thinking or self-academic work. The user is responsible for checking for the accuracy and reliability of AI-generated information from credible academic and industry sources(Clement et al. 2025). However, it is important to uphold academic honesty by correctly citing the use of AI inputs, and providing evidence rather than relying entirely on AI's conclusions, recommendations, and analyses. Artificial Intelligence use, from research to report writing, needs transparency, accountabilities and professional judgement to meet the requirement of responsible use.
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