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[bookmark: _Toc242993993]INTRODUCTION   
Broken Hill Proprietary Company (BHP) is one of the world’s largest diversified resources companies, supplying iron ore, copper, metallurgical coal and potash to global markets. Its products are essential for building and electrification, but there are issues that come from the extraction and manufacturing of these products, including greenhouse gas emissions, water usage, and land disturbance, that affect local communities. This report will look at social, technological and environmental factors that will drive demand for low-carbon materials, using the Ansoff Matrix and the Porter's Generic Strategies to create recommendations that allow BHP to grow. 
Differentiating products, reducing the carbon footprint, building stakeholder relationships, and developing capabilities that allow the company to move toward less carbon-intensive products. BHP should not claim its products are green unless it can provide evidence and help lower emissions across its value chain while maintaining relationships with ecosystems and communities; then it can compete with others.
[bookmark: _Toc242993994]TASK 1: MARKETING ENVIRONMENT ANALYSIS
[bookmark: _Toc242993995]Environmental factors
Environmental pressures are the most significant external influence affecting business operations, regulatory approval, capital allocation and customer demand. Mining contributes to emissions through diesel-powered equipment, electricity consumption and fugitive methane, while ore processing and steelmaking create much larger value-chain impacts. Mining also changes habitats, generates waste, and competes for water, so carbon reduction is only one dimension of environmental performance (Tost et al., 2018). Climate change intensifies these exposures because heat, drought, floods and water scarcity can disrupt production and increase adaptation costs. BHP must assess physical and transition climate risks together.
BHP targets at least a 30 per cent reduction in operational greenhouse-gas emissions by the 2030 financial year (FY2030) against an adjusted (FY2020) baseline and aims for long-term operational net-zero by 2050 (BHP, 2025). Its reported (FY2025) operational emissions were 36 per cent below that adjusted baseline. This indicates progress, but it should not be attributed entirely to technology: renewable power agreements contributed, while portfolio changes, temporary asset suspension and baseline adjustments also influenced performance. Technology supports decarbonisation but did not alone cause the reported reduction. Transparent disclosure of calculation boundaries is therefore necessary for meaningful comparison.
The central marketing challenge concerns Scope 3 emissions. BHP can reduce emissions from operated assets directly, whereas emissions from steelmakers using its iron ore belong to customers’ operations and cannot be controlled by BHP. The company can nevertheless influence outcomes through research, procurement, partnerships and investment. Its 2030 steelmaking goal is to support the development of technology that produces steel with 30 per cent lower emissions intensity than conventional blast-furnace production, with widespread adoption expected after 2030 (BHP, 2024). 
This capability-development goal does not imply that BHP supplies zero-emission iron ore. Indeed, only a small share of seaborne iron ore presently meets specifications commonly accepted for direct-reduced-iron production. Describing existing output as “green” would therefore overstate performance and expose BHP to greenwashing risk. Delmas and Burbano (2011) show that weak regulation, market pressure and internal incentives can encourage misleading environmental communication. BHP should use qualified claims supported by lifecycle data and independent assurance.
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Image 1: BHP Technological and Environmental transition, 2005–2025 (Source: BHP Annual Report 2020; BHP Annual Report 2025; BHP Climate Transition Action Plan 2024)
The environmental case also requires a double-materiality perspective. Climate and ecological change affect BHP financially, while BHP’s decisions create material consequences for ecosystems and society. These directions cannot be collapsed into a single emissions-intensity measure. Efficiency may improve while absolute emissions rise if production expands, producing a rebound effect that undermines the transition narrative. 
Similarly, divesting a high-emitting asset may improve reported operational performance without reducing global emissions if another owner continues production. Senior managers should therefore compare intensity, absolute emissions and transferred impacts. This wider boundary makes environmental claims more demanding, but it also improves credibility and capital-allocation discipline.
[bookmark: _Toc242993996]Social factors
Social expectations shape BHP’s licence to operate and the credibility of its marketing. Indigenous peoples, host communities, employees, customers and investors may support transition-mineral development while opposing projects that threaten water, cultural heritage, employment or local livelihoods. Stakeholder theory requires organisations to consider how value and risk are distributed beyond shareholders (Freeman et al., 2010). 
Accordingly, BHP should involve affected communities before major investment decisions, publish grievance outcomes and link local procurement and benefit-sharing commitments to measurable results. Chipangamate et al. (2023) argue that mining modernisation is more likely to gain acceptance when stakeholder engagement is integrated into technology strategy. Consultation must influence decisions; retrospective communication is insufficient.
Legitimacy also depends on consistency between promises and conduct. Suchman (1995) distinguishes pragmatic, moral, and cognitive legitimacy, suggesting stakeholders judge whether BHP serves their interests, behaves appropriately, and provides clear evidence. Advanced technology cannot compensate for poor consultation or unremedied environmental damage. Conversely, credible participation can reduce delays, strengthen learning and protect access to resources. Social value is therefore not merely promotional; it affects project feasibility and competitive position.
[bookmark: _Toc242993997]Technological factors and integrated implications
Technological change creates opportunities but also uncertainty. Renewable electricity, battery-electric haul trucks, methane abatement, low-emission shipping, carbon capture, hydrogen-based direct reduction and electric-smelting furnaces could reduce operational or downstream emissions. Lindgren et al. (2022) demonstrate the technical potential of battery-electric haulage, although infrastructure, electricity sources, battery life and design affect economic performance. Digital monitoring and traceability can also provide product-level carbon data, allowing customers to compare materials and enabling BHP to substantiate differentiated claims.
However, readiness varies across technologies, and commercial adoption depends on policy, energy availability, customer investment and cost. BHP should therefore avoid fixed promises where outcomes depend on partners. A portfolio of staged trials is more defensible, with projects advanced only when they meet emissions, safety, productivity and financial thresholds. The three external factors are interdependent: environmental pressures stimulate innovation, technology changes employment and community impacts, and social scrutiny determines whether environmental claims are trusted.
Marketing should therefore present verified progress alongside unresolved limitations. Kotler et al. (2024) emphasise that market orientation requires creating customer value while responding to wider societal expectations. For BHP, lower-carbon positioning is credible only when product evidence, ecosystem protection and stakeholder participation reinforce one another.
Evaluate technology as part of a socio-technical system rather than a neutral solution. Electrified equipment reduces diesel consumption only when electricity is renewable, infrastructure is reliable, and workers have the capabilities. Hydrogen-based steelmaking similarly depends on renewable power, hydrogen supply, plant conversion and customers’ willingness to absorb higher near-term costs. These complementarities create path dependence: early infrastructure choices can lock BHP and its customers into technologies before performance is proven. Real-options reasoning therefore favours modular pilots, interoperable data standards and staged capital commitments. Such flexibility preserves learning while limiting exposure to technologies that may not achieve scale.
[bookmark: _Toc242993998]TASK 2: STRATEGIC GROWTH AND COMPETITIVE POSITIONING
[bookmark: _Toc242993999]Ansoff Matrix
The Ansoff Matrix clarifies the growth pathway and its risks (Ansoff, 1957). Market penetration should remain selective: BHP can deepen existing relationships with steelmakers through traceability, joint emissions projects, and reliable delivery, but increasing sales of unchanged high-impact products would conflict with its positioning. Assess growth using risk-adjusted margins and absolute environmental outcomes rather than volume alone.
Product development is the strongest near-term option. BHP can offer existing customers enhanced ore preparation, verified carbon information, technical services and materials tested for electric-smelting or direct-reduction pathways. This route uses established relationships while building new capabilities. Nidumolu, Prahalad and Rangaswami (2009) argue that sustainability can drive innovation in products, processes and business models. However, BHP should distinguish a lower-emission production pathway from a “green product”; lifecycle emissions and residual impacts must remain visible.
Market development should target regions and customers where carbon pricing, green procurement and disclosure requirements create demand for traceable materials, consistent with Ansoff’s market-development strategy (Ansoff, 1957). Although BHP’s copper and potash provide exposure to electrification and agricultural productivity, transition commodities still create environmental and social impacts (BHP, 2025). Expansion decisions should account for water availability, biodiversity sensitivity, Indigenous rights, infrastructure emissions, and rehabilitation liabilities. This resolves the contradiction between supporting decarbonisation and causing local environmental damage: growth is acceptable only where combined environmental and social thresholds are met.
Related diversification offers longer-term growth through recycling partnerships, mineral-processing technologies, carbon-data platforms and minority investments in low-emission steelmaking. Unrelated diversification is inappropriate because unfamiliar technologies and markets increase execution risk. Ansoff (1957) identifies diversification as the riskiest growth direction, while Whittington et al. (2020) emphasise alignment among strategic choices, organisational capabilities and stakeholder context. BHP should use joint ventures, milestone-based funding and options to learn before committing significant capital.
Ansoff analysis also exposes a temporal tension. Market penetration can generate cash needed to finance transition investments, yet dependence on carbon-intensive products may create stranded-asset and reputational risk. Product development aligns more closely with BHP’s capabilities, but its returns still depend on customer adoption and infrastructure. Diversification offers learning and portfolio resilience, although acquisitions can destroy value when attention or integration capabilities are overestimated. Growth choices should therefore be treated as a sequenced portfolio rather than mutually exclusive alternatives: defend existing positions, scale validated lower-carbon services, enter policy-supported markets and retain options in technologies. This sequencing balances exploration with exploitation.
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Image 2: BHP Ansoff Matrix. (Source: Canva – Self-made)
The resource-based view explains how the position could become defensible. BHP’s geological portfolio, infrastructure, engineering knowledge, customer relationships, operational data and partnership network may create value when combined. Sustained advantage requires resources that are valuable, rare, difficult to imitate and without equivalent substitutes (Barney, 1991). Competitors can buy renewable power, but accumulated trial data, integration with specific ores, and trusted customer relationships are harder to reproduce. Hart’s (1995) natural-resource-based view extends this logic by linking pollution prevention, product stewardship and sustainable development to capability building. BHP should therefore embed sustainability in operations and customer solutions rather than isolate it within communications teams.
[bookmark: _Toc242994000]Porter’s Generic Strategies
BHP should pursue broad differentiation rather than pure cost leadership. Scale, asset quality and operational efficiency remain important, but a price-led strategy could encourage volume growth without adequately pricing environmental risk. Decarbonisation also requires investment in renewable electricity, equipment, trials, traceability, and rehabilitation. Porter (1985) argues that differentiation succeeds when buyers value distinctive benefits, and the firm can defend the activities that create them. BHP should therefore position itself as a provider of trusted lower-carbon materials and transition solutions, not simply as the lowest-cost miner.
The differentiated offer should combine verified product-level emissions information, dependable supply, technical collaboration and transparent reporting. Steel customers need materials compatible with evolving production routes and credible evidence for their own disclosures. BHP can increase switching costs through long-term co-development agreements, shared trials, and integrated data. Nevertheless, differentiation will fail if customers do not value the added benefits or if they cannot verify the claims. Belz and Peattie (2012) argue that sustainability marketing must connect environmental value to customer needs, while Porter and van der Linde (1995) contend that well-designed environmental innovation can improve resource productivity and competitiveness. These arguments support investment, but they do not guarantee a price premium. BHP should test willingness to pay and evaluate total customer value rather than assume that every lower-carbon attribute increases margins. 
Porter’s categories nevertheless require careful application because environmental differentiation cannot ignore cost. Commodity buyers remain price sensitive, and rivals can imitate technologies or reporting practices. A broad differentiator that lets its cost base diverge too much may lose volume before customers recognise sufficient environmental value. Conversely, aggressive cost leadership could defer investment and create regulatory, remediation and reputational liabilities. BHP therefore needs differentiation supported by cost discipline, not an attempt to pursue incompatible positions. The relevant test is whether traceability, technical support and lower-risk supply reduce customers’ total costs or compliance exposure sufficiently to offset any premium and sustain returns.
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Image 3: BHP Porter’s Generic Strategies. (Source: Canva – Self-made)

[bookmark: _Toc242994001]Implementation and evaluation
Implementation requires governance that prevents sustainability claims from outpacing the evidence. Investment committees should apply carbon, water, biodiversity and community criteria alongside financial returns. Marketing, operations, sustainability and legal teams should approve product claims using consistent lifecycle boundaries. Dyllick and Muff (2016) warn that business-centred sustainability improvements may boost corporate performance without resolving societal problems; therefore, BHP should report outcomes, not just activities.
Performance measures should include absolute Scope 1 and Scope 2 emissions, emissions intensity, verified customer abatement enabled by partnerships, renewable electricity, water stress, rehabilitation, biodiversity outcomes, grievance resolution, local procurement, technology readiness and risk-adjusted return. Scope 3 progress should be presented as influence and collaboration unless BHP controls delivery. This balanced scorecard would allow senior leaders to stop projects that fail environmental or commercial thresholds and scale those producing credible shared value.
[bookmark: _Toc242994002]TASK 3: MANAGERIAL AND PROFESSIONAL REFLECTION
[bookmark: _Toc242994003]Why I chose BHP
I selected BHP because its business model illustrates a fundamental tension within the global sustainability transition. Society needs minerals for infrastructure, renewable energy, electrification, and food production, yet extracting and processing these resources can cause substantial environmental and social harm. BHP therefore provides a strong case for examining whether a mining company can pursue commercial growth while reducing its negative externalities. Initially, I interpreted improvements in BHP’s reported emissions performance mainly as evidence of successful technological investment. However, closer examination demonstrated that emissions outcomes may also reflect portfolio restructuring, temporary operational changes and adjustments to the reporting baseline. This strengthened my ability to distinguish corporate targets from independently verified achievements and correlation from causation.
[bookmark: _Toc242994004]My choice of environmental actors
I prioritised these environmental actors because climate change, emissions regulation, water availability, biodiversity loss, and rehabilitation obligations directly affect BHP’s operating continuity, customer demand, and social legitimacy. Nevertheless, my original analysis concentrated too heavily on greenhouse-gas emissions. I later recognised that carbon reduction alone cannot capture a mining company's full environmental performance. 
Expanding copper and potash production may support global decarbonisation and food security, but it can also increase pressure on land, water resources, ecosystems and Indigenous communities. This challenged my earlier assumption that transition minerals are automatically sustainable. Schön (1983) argues that reflective practice involves questioning established assumptions when professionals encounter uncertain situations. Applying this perspective encouraged me to reconsider both the scope of the environmental problem and the quality of the evidence used.
[bookmark: _Toc242994005]My growth strategies
I also developed my strategic recommendation during the analysis. I initially saw differentiation primarily as a communication strategy. However, Porter’s Generic Strategies demonstrated that credible differentiation requires a coordinated system of activities rather than an environmental label. I therefore connected BHP’s proposed positioning to traceability, verified product-level emissions information, technical partnerships, operational data and independent assurance. 
The Ansoff Matrix also showed that growth options carry different levels of strategic risk. Product development and selective market development appear more appropriate because they use BHP’s existing capabilities and customer relationships. Related diversification may provide longer-term opportunities, but staged partnerships and milestone-based investment are required to limit exposure to immature technologies.
[bookmark: _Toc242994006]My limitations and identified gaps
The analysis was limited by uncertainty concerning customers’ willingness to pay for lower-carbon materials, the commercial readiness of emerging technologies and the reliability of lifecycle information. 
· Evidence on community outcomes, biodiversity impacts, and BHP’s influence on Scope 3 emissions was also incomplete. 
· Furthermore, reliance on company publications created a risk of accepting corporate narratives without sufficient challenge. 
· I addressed this limitation by qualifying uncertain claims and distinguishing BHP’s direct operational control from its ability to influence customers and partners. 
· Nevertheless, stronger conclusions would require independently assured data, customer research and site-specific environmental evidence.
[bookmark: _Toc242994007]My recommendations
I evaluated the final recommendations against three questions: Do they create measurable customer value? Do they reduce or responsibly manage environmental harm? And can BHP deliver them through credible capabilities? 
· I recommend that BHP prioritise verified lower-carbon product development, selective market expansion and collaborative technology trials. 
· Senior leadership should use pilot programmes, lifecycle assessments, community participation and independent assurance before approving substantial investment or making stronger environmental claims. 
· Transparent reporting should communicate achievements, limitations and unresolved concessions. 
This reflective process improved my ability to integrate strategic frameworks, question organisational narratives and present evidence-based, conditional recommendations rather than treating uncertain forecasts as established facts.
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Image 4: Reflection. (Source: Canva – Self-made)
[bookmark: _Toc242994008]CONCLUSION
BHP can achieve competitive advantage during its lower-carbon transition by combining broad differentiation with disciplined growth. Its strongest position is not to market conventional minerals as green, but to provide verified emissions information, dependable transition materials and collaborative customer solutions. Product development should lead, supported by targeted market development and selective related diversification. Investment decisions must incorporate absolute emissions, water, biodiversity and community outcomes alongside financial returns. Transparent reporting is essential because BHP can influence, but not control, most Scope 3 emissions. 
By aligning environmental evidence, stakeholder participation, technological capability and robust governance, BHP can strengthen legitimacy while building commercially defensible advantages.
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BHP Lower-Carbon Growth: Ansoff Matrix

Growth options by market and product scope, with environmental safeguards and relative risk
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BHP: Five Areas of Reflection
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