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Task 1: Marketing Environment Analysis – BHP Group
Introduction

[bookmark: _GoBack]BHP Group is a hard rock mining company and one of the world's largest diversified mining companies, with a copper and iron ore production mostly sold to global markets and also the world's first mining company to produce metallurgical coal for export. It exists in an external marketing context that is transformative because of climate change, decarbonisation policies and shortage of resources. Organisations need to make continual adjustments to factors such as competition, regulatory and positioning, according to Kotler et al. (2024).

Because environmental pressures are the main motivator for the shift to low carbon products, the mining sector is a good example where this is the pressing driver, and political and regulatory systems are helping to support this. This analysis is critical of the natural/political context's crucial role in BHP's shift to lower carbon products, focusing on how environmental pressures are the most important influencing factor on BHP's strategic shift.

The BHP Commodity Portfolio and Low-Carbon Transition Pathway are shown in Figure 1. [image: ]Source: Adapted from BHP Group Sustainability Reporting
The natural environment (Primary focus).

0.1 Climate Change and Structural Demand Shifts

BHP's external most significant influence on the natural environment is the operation and for the long term demand for the services. Likely rising exposure to flooding, drought and extreme heat from climate change affecting production, asset risk and rising operating costs. The Intergovernmental Panel on Climate Change (2021) points to these risks as growing in resource-intensive sectors.

Meanwhile, climate change is changing the demand for commodities. This is expected by the International Energy Agency (2024) as copper is essential in the manufacturing of electric vehicles, renewable energy systems and the grid expansion. BHP is one of the most prominent copper producers, and is well positioned to take advantage of this structural change.

However, for the time being the demand conditions are uncertain. The authors of Born and Çiftçi (2024) state that developments in the recycling and systems of utilizing the circular economy may lead to higher amount of secondary copper, which diminishes reliance on primary extraction. Recycling can never replace the entire amount of output from mining, but can add uncertainty to investment planning in the long term. Hence, BHP is being challenged not just with the growth in its demand for transition minerals, but also the heightened demand for them to operate sustainably and efficiently.

Figure 2: Copper demand growth and coal demand decline (2020-2050)
[image: ]
(Adapted from IEA Global Critical Minerals Outlook 2024)
0.2 Water Scarcity and Resource Constraints 

Limited access to water is among the key environmental challenges – especially in water-stressed areas like Chile and Australia, where many of BHP's businesses are sited. Lèbre et al. (2020) emphasise the greater threat of competition driving a shrinking of the available freshwater sources between the mining industry, agriculture, and local people.

BHP's desalination investment at the Escondida mine is an example of their “adaptability.” There are disadvantages to this solution though. Desalination requires significant energy consumption, higher capital cost and operations cost, which may lead water production to higher indirect carbon emissions.

This is one of the important lessons to be learned from mining sustainability: the responses to the environment do not reverse effects, they transform them. This means BHP needs to constantly strive to impact its operations in a manner that is both environmentally responsible and operationally efficient and competitive.

0.3 Resource Depletion and Decarbonisation Challenges

The ore grades have also been declining, making it even more expensive and energy-intensive to extract a ton of iron from the ground, which pushes up the cost and emissions intensity (Mudd, 2022). This structural issue will cut efficiency and push pressure for decarbonization further in the mining industry.

BHP has responded by joining forces with POSCO and BlueScope Steel to investigate hydrogen steelmaking (steel made with hydrogen) technology that could help lower emissions in steelmaking. These projects put BHP at the forefront of developing low carbon industrial value chains.

But hydrogen-based steelmaking is still commercially underdeveloped, and dependent on the renewable energy infrastructure. Metallurgical coal is also a source of revenue for BHP, which poses a strategic challenge to its ambitions of decarbonisation efforts. This leaves one wondering whether BHP is opting for the transformational "transition" or "process of adaption" moves in order to safeguard the value of its shareholders.

In the case of incumbent resource firms, Geels et al. (2021) have expressed that balancing profitability with sustainability obligations can result in structural issues. If left unaddressed, such tensions can limit stakeholders' trust in corporate decarbonisation stories.
2.1 Political and Government Environment
The political landscape supports environmental pressures through the formalisation of the requirement to look after the environment into a political and regulatory momentum, or economic opportunities. The increasing role of government in setting aspects of corporate strategy includes emissions regulations, carbon pricing systems and industrial policies aimed at reducing carbon emissions, and driving this decarbonisation in high-impact industries like mining.

Under the Climate Change Act and Safeguard Mechanism, for example, the large industrial emitters in Australia are obliged to step up and steadily cut down their operational emissions. Likewise, indirect pressure is put on carbon-intensive companies by the European Union Carbon Border Adjustment Mechanism (CBAM) which raises the price of carbon-intensive imports. Together, these result in a balance between environmental approach and pressure to comply, and influence capital investment and operating decisions throughout the industry.

[image: ]
(Source: Author's adaptation based on Australian Government Safeguard Mechanism and European Commission CBAM)
As pictured in Figure 3, the following regulatory and political drivers have the potential to influence the pathway of mining decarbonisation.

In addition to this, governments help transition by implementing green finance measures, and offering subsidies and policy measures to scale up the production of new, low carbon technologies like hydrogen. Such changes minimize investment risks and contribute to better commercial prospects of new technologies for decarbonization.

But political power is not even. There are vast differences in regulatory structures between different jurisdictions which leave international companies like BHP with mixed signals. The majority of policies also focus on Scope 1 and Scope 2 emissions while Scope 3 emissions in mining value chains remain less well policed, with these being the largest part of the supply chain's emissions. This serves to reduce the general effectiveness of climate governance and undermines global-market coherence.

Importantly, the involvement of the political and natural environment cannot be separated from each other. Governments are requiring actions on climate change, triggering policy and regulation measures that include the implementation of carbon pricing, emissions standards and industrial transition policies. Political action serves as a second-order reaction mechanism: when used, it generates a greater environmental reaction.

The interaction generates a reinforcement loop for BHP: environmental impact leads to tighter regulations, which pushes for increased demand of commodities with a low carbon footprint including copper. This phenomenon contributes to the strategic value of transition minerals and an operational compliance challenge for BHP.

2.2 Conclusion :

Transition to lower-carbon products is largely being driven by the natural environment as it is directly impacting BHP's operational risk, commodity availability and long-term commodity demand. Both opportunities and constraints for these operations arise with climate change, water scarcity, and diminishing ore grades, especially as the market for transition metals like copper grows.
The transfer (transmission) however, is still structurally unclear. The change in recycling technologies and circular economy systems and the reductions in ore quality create a long-term supply-side uncertainty that is difficult to plan and forecast. It shows that decarbonisation is a process that is not straightforward but is ongoing and thus contested.

These natural pressures are supported by the political context, which reinforces the integration of decarbonisation in regulatory frameworks, the trade system and industrial policies. Policy inconsistencies across jurisdictions and weak Scope 3 implementation detract from the effectiveness of the global policy, while policy instruments like CBAM and emissions regulations help to drive industrial transition.

In sum, BHP will have to manage in a low-carbon world and will rely on its long-term competitiveness in this new environment. It's not just about providing the transition minerals; it's about navigating overlapping structural and transitional tensions between the income streams generated by historic fossil fuel activity and new sustainability demands.
Task 2: Strategic Growth and Competitive Positioning
3.1Introduction to Strategic Framework

The environmental analysis in Task 1 revealed that climate change, resource scarcity, stakeholder pressure and government control are key drivers influencing BHP's future strategic direction. A number of these pressures point to an absence of traditional growth models by volume in a decarbonising global economy. Consequently, BHP needs to invest in more sustainable and profitable business strategies to align the bottom line with its commitment to the environment.

There are structured tools to analyze growth options, call strategic frameworks. The Ansoff Matrix has importance because it defines growth strategies for product and market; Porter's Generic Strategies has importance because they provide the explanations of how competitive advantage can be achieved. These frameworks can collectively be used to evaluate the potential for BHP to better position itself in the market and benefit the global transition to lower carbon commodities.

With the Ansoff matrix in mind, figure out a few strategic growth options that BHP could pursue.With the Ansoff matrix in mind, consider a few strategic growth options that BHP could pursue.
Figure 4.

(Source: made by myself)
[image: ]
Ansoff Matrix

The Ansoff Matrix (Ansoff, 1957) lists four growth strategies marketed penetration, product development, diversification and market development. It is commonly employed to gauge growth risk and growth strategic direction and therefore is relevant for analysing BHP's transition context.

Market Penetration

Market penetration is targeted on sales growth of the firm's current products in its established markets. The strategy for BHP is to build its activities in the iron ore and copper business in existing markets, namely China, Japan and South Korea. The high grade of its Pilbara iron ores provide a competitive edge as higher quality ores will make iron ores less polluting for steel making purposes (World Steel Association, 2024).

A marketing approach also is to position BHP commodities as enablers of industrial decarbonisation in order to strengthen customer relationships. However, market penetration is limited due to the fairly developed conditions of demand, price fluctuation and high competitive offering. It can induce short-term stability but cannot encompass structural changes brought through the global energy transition.

Market Development

Market development is a strategy that entails selling a product in new markets. The import-and-export demand for steel and copper is particularly strong in emerging countries like India and South East Asian countries like Indonesia, where industrialisation and urbanisation are uplifting the need for steel.

Based on the projections by International Energy Agency (2024), significant growth of copper demand is forecasted driven by electrification, renewable energy infrastructure and electric vehicles. The growth opportunities here include expanding supply relationships to regions that agree with such changing trends.

This approach has its share of pitfalls, though, such as the quandary of geopolitical uncertainty, regulatory differences, and infrastructure restrictions. This means that, as an enabler of growth, market development is very subject to external conditions that are beyond the firm's control.
Figure 5: Growth in Copper Demand Across Emerging Markets

[image: ]
(Source: Adapted from IEA Global Critical Minerals Outlook 2024)

Product development:
Product development is the highest degree of potential for long-term growth. This includes the development of new products tailored to existing markets, and is similar to the decarbonisation pressures found in Task 1.

Global emissions demands for materials and products - particularly for industrial customers - are increasingly driving a focus on low-carbon materials. It provides opportunities for BHP to evolve from commodity supply towards being a partner to industrial decarbonisation. Partnerships with POSCO and BlueScope Steel signalled initiatives towards using green steel technology and hydrogen production systems, among its investments in steel production technologies (BHP Group, 2024).

Product development also helps to further differentiate this usually price-sensitive business. Low-carbon certified minerals and green steel input positioning provide value for customers who have a focus on ESG metrics and move away from a volume-based competition to a value-based one. Johnson et al. (2023) state that companies that can map their innovations to the trends in sustainability are more likely to gain a long-term competitive advantage.

Most importantly, in product development there's a balance between opportunity and risk. Unlike diversification, it takes advantage of the situation where the business has new opportunities in the current markets but has not started new businesses. It also divides up the share of the market at the same time reducing the constraints of market entry, which are based on weak commodity demand. Thus, product development is a more sustainable growth channel, adapted to the longer-term changes in the market and environment.

Strategic Recommendation

BHP needs to introduce a specialised unit – the Low-Carbon Minerals and Solutions team – to focus on developing low emissions-certified iron ore, boost green steel relationships and speed up the low-emission investment process. Such a process could facilitate the market entry of sustainability activities, as well as the improvement of customers' relationships and lead to innovation in revenue generating streams, thereby helping to achieve climate goals.

Diversification

The most riskiest growth strategy is diversification which is related to entering the new market with new products. The investment BHP is making in the potash project at Jansen is an example of some of the investments being made in long-term food security by the diversification of assets away from coke and steel into agricultural commodities.

Diversification takes increased risk off commodity cycles and widens income lines. It is, however, requires a lot of investment and brings unexpected market dynamics to the business (Grant, 2022). It could boost future resilience, but there is uncertainty about return, which reduces its appeal during times of transition when products are developed.

marketplace penetration and growth development are largely associated with exterior marketplace requirements; diversification presents high strategic risk, while product development takes care of a balance between growth and implementation risk manageability. This is where it will be the most appropriate for BHP's.

Competitive Positioning through Porter's Generic Strategies

For Porter (1985) the two possible strategies through which firms can realize competitive advantage are cost leadership, and differentiation and focus strategies. Differentiation is BHP's best course of action since sustainable purchasing and investment is becoming more popular.

BHP has characteristics and capabilities that enable it to differentiate it positively, such as its quality resources, global scale, financial capability, and sustainability commitments. But sustainable advantage can only be achieved through capabilities that are not easy to imitate, Porter states.

BHP investments in renewable energy integration, green steel collaborations and low-carbon mineral innovation provide additional product advantages and/or capabilities that are becoming difficult for competitors to replicate. These capabilities become more valuable when shaken by stricter environmental regulations and growing stakeholder demands. This builds a loyal customer base, ensures environmental, social, and governmental investments and improves long-term competitiveness.
Figure 6: Porter's Differentiation Strategy Applied to BHP's Low-Carbon Transition
[image: ]
(Source: Author's adaptation based on Porter (1985).)
Task3: Critical reflection on Artificial Intelligence Usage.

The use of Artificial Intelligence (AI), specifically ChatGPT, as an auxiliary tool for generating, organizing, and editing the language was used in this assignment to support idea generation, structuring, and editing of language. It was very helpful in creating strategic frameworks like Ansoff Matrix and Porter's Generic Strategies with respect to BHP. Finally, no use of AI was made for creating final arguments or conclusions, and they were developed and critically evaluated independently.

AI enhanced efficiency with the use of drafting and summarizing from academic and industry sources. The Quality Assurance Agency (QAA, 2024) sees that generative AI has the potential to be used in a responsible way to support learning. But there were some challenges reported, such as the ability to produce accurate content, the difficulty of understanding the context, and the tendency to simplify large issues in the industry (as mentioned by UNESCO (2023)).

Therefore, it was necessary for all the content that was produced with AI to be checked with academic sources like the BHP reports and the International Energy Agency. This made it clear that AI is not a substitute for critical thinking, source assessment, or strategic decision making.

Ethically, AI was used correctly and responsibly, and any workloads that were created were reviewed and edited to ensure academic honesty. In general, AI generated increased productivity and clarity, but required careful human oversight to
be successful. This experience serves as an illustration of how AI can be used to assist with academic analysis, but cannot replace it.












Reference :
· Ansoff, H.I. (1957) ‘Strategies for diversification’, Harvard Business Review, 35(5), pp. 113–124. 
· BHP Group Annual Report 2024 
· Born, B. and Çiftçi, M. (2024) ‘The role of recycling and circular economy in future copper supply’, Resources Policy, 89, Article 104822. 
· Geels, F.W., Sovacool, B.K., Schwanen, T. and Sorrell, S. (2021) ‘The socio-technical dynamics of low-carbon transitions’, Energy Research & Social Science, 76, Article 102067. 
· Grant, R.M. (2022) Contemporary Strategy Analysis. 11th edn. Hoboken, NJ: Wiley. 
· IPCC Climate Change 2021: The Physical Science Basis 
· IEA Global Critical Minerals Outlook 2024 
· Johnson, G., Scholes, K., Whittington, R. and Angwin, D. (2023) Exploring Strategy. 13th edn. Harlow: Pearson. 
· Kotler, P., Armstrong, G., Harris, L.C. and He, H. (2024) Principles of Marketing. 19th edn. Harlow: Pearson. 
· Lèbre, É., Stringer, M., Svobodova, K., Owen, J.R., Kemp, D., Côte, C., Arratia-Solar, A., Valenta, R.K. and Ali, S.H. (2020) ‘The social and environmental complexities of extracting energy transition metals’, Nature Communications, 11(1), pp. 1–8. 
· Mudd, G.M. (2022) ‘The future of mining and resource depletion in a low-carbon economy’, Minerals Engineering, 184, Article 107632. 
· Porter, M.E. (1985) Competitive Advantage: Creating and Sustaining Superior Performance. New York: Free Press. 
· QAA Generative Artificial Intelligence in Higher Education 
· UNESCO Guidance for Generative AI in Education and Research 
· World Steel Association

2 | Page

image3.png
Global Copper Demand Growth vs Coal Demand Decline (2020—2050)

GLOBAL COAL DEMAND DECLINE

-50%

RISING DEMAND, FALLING DEMAND

S «Tm AL

Electric Renewable _Technology Emissions Low-Carbon
Vehicles Energy  &Infrastructure Reduction Transition

2020 o e JEAR e





image4.png
Regulatory and Political Drivers of Mining Decarbonisation

Global Frameworks National & Regional Policies  Industry & Corporate Drivers
2\ Paris Agreement § LZ UK Net Zero Strategy ESG Reporting.

3 ) climate Targets IS 2050 Emission Cuts @\ Transparency & Disclosure
UN Sustainable EU Green Deal ﬁ‘ Carbon Capture & Storage
Development Goals Environmental Regulations J 1 n Reduction

42 Carbon Pricin S Australian Safeguard

CO$ Mechanisms * * “ Mechanism
International US Inflation Reduction Act
Energy Agency t Clean Energy Incentives

" Mining the Future Responsibly

Decarbonisation through Policy & Innovation





image5.png
EXISTING
MARKETS

NEW
MARKETS

ANSOFF MATRIX

EXISTING PRODUCTS

NEW PRODUCTS

MARKET DEVELOPMENT

Expand into New Markets

&

PRODUCT DEVELOPMENT

New Product Innovation

CLZ





image6.png
Regional Copper Demand Growth
—ZOZO—ZOS(LT—

Projected Increase in Copper Demand (2020—2050)

Asia-Pacific
+90% +150%

Renewable Projects S8 Manufacturing Boom
- »

+110%
Urbanization & Urbanization &
Green Industry. Green Industry.

Renewable _ Urban Green
Energy Infrastructure  Technologies





image7.png
\UTOMATION & GREEN ) ESGEXCELLENCE
A TECHNOLOGIES

SUPPLY CHAIN | i~ COMMODI PREMIUM oy STRATEGIC
ommmizaTion % Mappies & Nickel PARTNERSHIPS |
Cost ileadership (B Differentiation

N Sus!amasl i!y-DrivenVMarkets ‘m";





image1.png
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David





image2.png
BHP Commodity Portfolio

Resources for a Changing World

COPPER

Essential for electri

NICKEL
Key for batteries & EVs

IRON ORE

Steel for globalinfrastructure DECARBONIZATION | RENEWABLE ENERGY  FUTURE-FOCUSED
GROWTH

T METALLURGICAL COAL 5
For steelmaking 3 Reduce Operational Emissions

POTASH

ZoF Sustainable agriculture

43 Invest n Green Energy

Develop Future-Facing Commodities

BHP




