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[bookmark: _Toc235223741]Task 1: Marketing Environment Analysis
[bookmark: _Toc235223742]1.1 The Natural Environment as the Primary Marketing Environment Actor 
The Natural Environment is considered as one of the most crucial marketing environment actor guiding Vale S.A’s transition towards the lower-carbon products. As a part of the world’s leading producers of nickel and iron ore, vale operates in an industry where there is a close link of environmental sustainability with business performance and competitive edge. Increasing concerns regarding climate change, carbon emissions, and biodiversity loss have transformed environmental responsibility from a regulatory obligation into a strategic consideration for market. Mining companies are constantly being evaluated by government, customer and investor based on quality of their products along with sustainable and responsible way of extracting and managing natural resources (Kotler et al., 2024). Therefore, there is a direct impact of environmental performance of Vale on its long-term growth, reputation and confidence of stakeholder. 
[image: Vale Logo PNG - Brand Logo Vector]
The global shift towards a cleaner energy systems have substantially increased the demand for critical minerals which supports decarbonisation. Vale supplies high-grade iron ore which contributes to the production of lower-carbon steel by improving manufacturing capabilities, and reducing emissions, whereas nickel is an important raw material used producing storage technologies for renewable energy and electric vehicle batteries. As per the International Energy Agency (2025), there will be an increase in the demand for these minerals as government accelerate investment in renewable energy infrastructure. This also creates a substantial growth opportunities for Vale along with increasing expectations for responsible mining practices. Industrial customers in today’s time look for vendors who are capable of sustainable management of resource across the supply chain, reduced environmental consequence and transparency reporting (World Steel Association, 2025).
[image: Vale Iron-Ore Production Increases in Fourth Quarter - WSJ]
Figure 1 Vale Iron Ore Mining
Source: The Wall Street Journal
Vale has integrated sustainability into its company strategy to address these shifting market demands. The business has pledged to reduce Scope 1 and Scope 2 greenhouse emissions, increase the use of renewable energy, and invest in technology that can boost operational effectiveness while reducing environmental consequences. For instance, the growth of dry mineral processing lowers operational and environmental hazards by reducing water use and dependence on traditional tailings dams (Vale, 2025a). Porter and Kramer (2011) argued that organisations creates a shared value by aligning business objectives with their social needs. Sustainability initiatives of Vale reflects this principle by supporting decarbonisation goals of customers whilst strengthening the competitive position of the company. 
Regardless of these initiatives, the Natural Environment continues to represent an important strategic challenges. Mining operations unavoidably disturb the ecosystems through carbon emissions, water consumption, and land use. Additionally, Vale remains under increased environmental scrutiny following previous tailings dam failures, which means that stakeholders assess its sustainability commitments against both historical experience and current performance (Vale, 2025b). Climate change also increase the operational uncertainty through changing weather conditions, stricter regulations and increased pressure to reduce emissions all across global supply chains. 
[image: ]
Figure 2 Sustainability Performance of Vale
Source: Vale’s Annual report
Overall, the Natural Environment represents both a strategic challenges as well as an opportunity for Vale’s transition towards lower-carbon products. Strong environmental performance strengthens the confidence of stakeholders, enhance long-term competitiveness and supports customer relationships, whereas environmental failures can undermine investor trust and corporate reputation. Therefore, continuous investment in environmental innovation, sustainable resource management, and transparent governance is important for competitive edge within the evolving global mining industry. 


[bookmark: _Toc235223743]1.2 Publics as the Secondary Marketing Environment Actor
Alongside the Natural Environment, another important marketing environment actor impacting Vale’s transition towards lower-carbon products in Publics. Kotler et al., (2024) define publics as stakeholder groups which have a potential or actual interest in an organisation’s activities, including environmental organisations, governments, local communities, investors, financial institutions and the media. 
Along with the Natural Environment, another significant marketing environment actor impacting Vale’s shift towards lower-carbon products is Publics. As defined by Kotler et al. (2024), Publics comprises of investors, local communities, governments, environmental organisations, media and financial institutions. These organisations have a substantial impact on the mining sector as mining activities have social, environmental and economic effects in addition to the business transactions. As a result, sustaining trust among stakeholders is now important to protect a company’s brand, fostering long-term business growth and introducing capital. 
Freeman’s (1984) Stakeholder Theory argues that organisations creates the value in long-term by balancing the interests of different stakeholder groups instead of focusing only on shareholders. This perspective is especially relevant to Vale as its operations directly impact ecosystems, communities, and natural economies. Decisions related to environmental protection, resource management, and mine safety therefore shape public perceptions and impacts organisational legitimacy. Strong stakeholder relationships are no longer considered only as a corporate social responsibility initiatives but also as a strategic assets which can contribute to competitive edge and long-term resilience. 
Vale’s relationship with its publics have become increasingly important following previous environmental incidents that attracted extensive regulatory scrutiny and international media attention. These events represented that stakeholder perception can directly impact confidence of investors, commercial partnerships, and regulatory approvals. Subsequently, reinforcing trust has become a strategic priority embedded into the company’s sustainability agenda instead of a short-term public relations exercise (Vale, 2025b). Investors increasingly evaluate mining companies using Environmental, Social and Governance criteria, making accountability and transparency crucial determinants of investment decisions (Carroll and Brown, 2018).
In order to strengthen the stakeholder confidence, Vale has expanded their sustainability reporting, initiative for environmental restoration and community engagement. The company regularly publishes climate and sustainability reports drawing upon the progress on dam safety improvements, biodiversity conversation, renewable energy adoption and emission reduction (Vale, 2025a). Transparent reporting helps investors, governments, and customers to evaluate their organisational performance using measurable evidence instead of making any promotional claims. Vale has also improved their collaboration with local communities by offering employment opportunities, investment in infrastructure, and ongoing dialogues, helping in maintaining its social licence to operate whereas decreasing potential conflicts the surrounding mining projects. 
Nonetheless, balancing the expectations of stakeholder remains challenging because different publics often have competing priorities. Government focuses on regulatory compliance, investors focuses on risk management and financial returns, whereas community prioritise employment, safety, and environmental protection. Any further environment failure can quickly damage the confidence of stakeholder regardless of recent improvements. Therefore, value should continue strengthening governance, transparency, and stakeholder engagement to maintain credibility, reinforce market confidence and support its shift towards a lower-carbon and sustainable mining business. 
[image: ]
Figure 3 Stakeholder Mapping
Source: Self


[bookmark: _Toc235223744]Task 2: Strategic Growth and Competitive Positioning
[bookmark: _Toc235223745]2.1 Evaluating Growth Opportunities Using the Ansoff Matrix 
The marketing environment analysis points out that future growth of Vale depends of responding effectively to the increasing global demand for responsibly and sustainably sourced minerals used in lower-carbon technologies. As governments strengthen industries accelerate decarbonisation and climate policies, mining companies are expected to supply the required raw materials whereas demonstrating strong environmental performance. To identify the most suitable strategic direction, the Ansoff Matrix provides a useful framework for assessing growth opportunities based on markets and products (Ansoff, 1957). Among its four strategic options, market development offers the most appropriate fit for Vale as it enables the company to broader the reach of its existing products into growing markets without going beyond their core mining capabilities. 
Market development emphasises on introducing existing products into new customer or geographical markets (Ansoff, 1957). This strategy is especially suitable for Vale as demand for high-grade iron core and nickel is increasing swiftly in economies investing heavily in electric vehicles, lower-carbon infrastructure and renewable energy. Countries like India, different Middle Eastern nations and Indonesia are expanding steel production whereas simultaneously adopting cleaner industrial technologies. By making its presence stronger within these high-growth markets, Vale can boost their sales of its existing mineral products whereas supporting decarbonisation objectives globally (International Energy Agency, 2025).
In comparison, alternative growth strategies are less appropriate. Market penetration focuses on increasing sales within existing markets, however, Vale also possess a well-known presence, limiting their opportunities for important organic growth with their customers alone. Product development, which also involves introducing new products into existing markets, can support future innovation but will need considerable investment in research, commercialisation and technology before generating significant returns. Diversification indicates the highest level of strategic risk because expanding into new industry will demand new capabilities whereas diverting resources from Vale’s established expertise in mineral and mining processing. Subsequently, Market Development offers the most balanced approach by integrating lower risk with realistic growth opportunities. 
Market development also relates closely with Vale’s sustainability objectives. Customers increasingly look to collaborate with suppliers who is able to provide sustainably resourced minerals which is supported by transparent environmental reporting and lower operational emissions (Kotler et al., 2024). Vale’s investments in dry mineral processing, renewable energy, and emissions reduction strengthen its ability to meet these expectations whereas differentiating itself in emerging markets (Vale, 2025a). Additionally, expanding partnerships with battery producers, steel manufacturers, and renewable energy companies enables Vale to position itself as a strategic contributor to the global energy shift instead of simply a commodity supplier. 
[image: ]Overall, market development helps with providing Vale with the strongest opportunity to achieve the growth in a sustainable manner by leveraging its existing product portfolio within expanding low-carbon industries. By entering in a rapidly developing markets along with maintaining its commitment towards environment, the company can strengthen its competitive edge, support long-term value creation, and diversify revenue sources in an increasingly sustainability-focused global economy. 

Figure 4 Ansoff Matrix
Source: Self

[bookmark: _Toc235223746]2.2 Achieving Competitive Advantage Using Porter's Generic Strategies 
While Market Development helps Vale with the clear direction for business growth, achieving the sustainable success will be depending upon establishing a competitive position which competitors cannot easily imitate. Porter’s generic Strategies identifies differentiation, cost leadership, and focus as the principal approaches which organisations can utilise to gain the competitive edge (Porter, 1985). Considering Vale’s sustainability ambitious, changing customer expectations, and product portfolio, a Focussed Differentiation strategy is considered as the most appropriate option. This strategy allows the company to target industrial customers looking for sustainably sources minerals whereas creating value through sustainability, operational reliability and quality instead of price competition. 
It would be difficult to compete only on cost because mining companies face increasing cost for environmental compliance, investments in cleaner technologies, and pressure to reduce carbon emissions. Although operational efficiency remains important, competing only on price could diminish profitability and weaken ability of the brand to continue investing in sustainability initiatives. In the similar manner, adopting a broad differentiation strategy across each customer segment might dilute resources and make it very difficult to develop a distinctive market position. Instead, focusing on customers which prioritise sustainable supply chains enables Vale to build stringer relationships with organisations who are willing to pay a premium price for sustainably produced minerals.
Focussed Differentiation is closely aligned with the current market trends. Steel manufacturers, renewable energy companies, and battery producers increasingly seeks suppliers who are capable of supporting their own Environmental, Social and Governance (ESG) commitments through transparent sourcing and lower-carbon production processes (Kotler et al., 2024). Vale’s high grade iron ore allows for more efficient steel production with lower emissions, while its nickel supports the electric vehicle batteries as well as clean energy technologies. By combining the product quality with measurable environmental performance, the company offers value which extends beyond the physical characteristics of its product (Vale, 2025a).
The strategy is further strengthened by the investment of the brand in renewable energy, emissions reduction, dry mineral processing, and transparent sustainability reporting. Porter and Kramer (2011) argues that organisations develops a competitive edge by generating shared value, where business success is achieved along with positive environmental and social outcomes. Vale’s sustainability initiatives reinstates the trust and confidence of the customers while improving the organisational reputation among regulators, investors and communities. These factors creates a differentiation which is more difficult for competitors to copy than simple reduction in prices. 
However, maintaining its competitive edge requires an ongoing improvement. Competitors like Rio Tinto and BHP are also investing heavily in the sustainable mining practices and decarbonisation. Therefore, Vale should continue improving product traceability, expanding strategic partnerships with customers who are committed to low-carbon manufacturing, and strengthening ESG reporting. Vale can work on strengthening their customer loyalty, protect profitability in long-term and maintain a sustainable competitive advantage within the evolving global mining industry by consistently delivering the premium-quality minerals supported by credible sustainability performance. 
[bookmark: _Toc235223747]2.3 Strategic Recommendations 
To make its market position strong, Vale should prioritise three strategic actions. First, the company should expand their long-term partnerships with battery producers, steel manufacturers and renewable energy businesses in a rapidly growing market like India, Middle East and Southeast Asia, where there is an increased demand for sustainable sources minerals continue to grow (International Energy Agency, 2025). Secondly, Vale should further invest in digital traceability technologies which can enable customers to monitor the environmental performance of products throughout the supply chain, supporting ESG reporting requirements, improving transparency. Finally, the company need to continue embedding sustainability into its marketing strategy by highlighting measurable achievements in emission reduction, responsible mining practices and renewable energy adoption. These initiatives will boost the stakeholder confidence while reinforcing Vale’s reputation as a trusted supplier of minerals supporting the global transition towards lower-carbon technologies. Collectively, these recommendations will help in supporting sustainable growth, strengthen its competitive edge and improve its long-term organisational resilience. 




[bookmark: _Toc235223748]Task 3: Critical Reflection on AI Usage
[bookmark: _Toc235223749]a. Tool Disclosure
Artificial Intelligence (AI) was used in a very responsible and limited manner during the course of writing the report. The primary tool which I used was ChatGPT, which provided me support in the start of the research process. AI was first used to do the comparison of different organisations and identify the company which aligned with the assessment guidelines and requirements. Following this comparison, Vale S.A. was picked because of its core focus on sustainability, critical minerals, and lower-carbon mining. AI also helped me with providing an overall overview of current issues impacting the mining industry, including Environmental, Social, and Governance (ESG)  practices and decarbonisation and market trends. Finally, AI was used at the last stage of the report where proofreading was done to improve grammar, readability and sentence clarity. In accordance with the AI use Acknowledgement, AI was used only for the research support and proofreading tool and not to generate the content for the report or replace the complete academic judgement. 
[bookmark: _Toc235223750]b. Critical Evaluation of AI Output
Even though AI provided a useful background information, its responses were carefully assesses before being included in the report. AI-generated content was never accepted without verifying it as it occasionally produced statements in general manner which lacked supporting evidence or the specific references. In order to ensure the accuracy, company information was cross-verified using the company’s published reports  like their annual report, and sustainability report, whereas industry trends were verified through publications from the International Energy Agency and academic literature on marketing. During the entire process, Some of the AI-generated statements were identified as either being too broad or generic or lacking sufficient evidence to support the academic analysis. These responses were either rewritten using reliable sources or were completely omitted from the report. This verification process minimises the risk of relying on inaccurate information or AI hallucinations and made sure that all the arguments are well supported by credible evidence and suitable academic references. 
[bookmark: _Toc235223751]c. Contribution Analysis
The final structure and analytical content of this report is purely my own work. AI contributed only at the initial stages of the report by helping me identify an appropriate company, summarising the background information, and proofreading my report. The selection of the Natural Environment and Publics as the key marketing environmental actors, the recommendation of market Development using the Ansoff Matrix and the evaluation of Focussed Differentiation through Porter’s Generic Strategies were based on the own interpretation of the facts, data and the evidences related to both company and literature. I independently researched for the sources, developed the critical analysis, structured and formulated the discussion and recommendations. AI therefore supported the entire research process but do not entirely replace my own viewpoints and critical thinking. AI therefore supported the entire research process but did not replace my viewpoints, decision-making and academic writing. 
[bookmark: _Toc235223752]d. Ethical and Professional Reflection
AI helped me with providing valuable support by improving research efficiency, improving written communication and summarising information. However, ethical use requires to verify all the AI-generated content, acknowledge its use in a transparent manner, and depend on the independent judgement drawing upon the conclusions and recommendations. In marketing, responsible AI use also includes protecting data privacy, maintaining transparency, and avoiding misinformation. This report indicates that AI can be used to support the critical thinking and learning instead of replacing human analysis or decision-making. 
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Figure 1. Stakeholder map showing the key publics influencing Vale’s marketing
strategy and sustainability performance. Adapted from Freeman (1984).
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