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[bookmark: _Toc243553847]Task 1: Critical Analysis of Two External Marketing Environment Actors
[bookmark: _Toc243553848]Organisational Context
BHP's customers are in markets where industrial customers evaluate mineral quality, reliability of supply, price and now in many instances environmental attributes of supply. Therefore, its marketing department must be able to relate to the changing external environment to come up with commercially viable products and services. This is more than an argument about the role of copper in electrification – as greater demand for minerals comes with greater emissions during production, including environmental impacts and community resistance (Jowitt et al., 2020; Lèbre et al., 2020; Sovacool et al., 2020).
This analysis focuses on two external factors: the natural environment and the political–legal environment. Their interaction provides room for BHP to distinguish their copper by having their environmental information verified, but also restricts how this can be communicated. The main premise is that environmental performance is only beneficial to a marketing strategy if the customer is able to assess differences in environmental performance that are credible and relevant to the competition between different supplies.
[bookmark: _Toc243553849]The Natural Environment
[bookmark: _Toc243553850]Climate Change and the Boundaries of Environmental Claims
Decarbonisation produces a contradiction commercial environment. Copper is used to power electricity systems and low carbon technologies, and its extraction and processing requires energy and emits emissions. Thus, the notion of energy transition-related demand does not necessarily lead to the sustainability of particular mining activities. Assessments need to account for the positive impacts of mineral use downstream and the environmental costs of mineral production (Azadi et al., 2020; Rötzer & Schmidt, 2020; Sovacool et al., 2020).
The FY2026 Scope 3 inventory reported by BHP is 429.0 Mt CO₂-e. The volume of sold products that were processed is 367.2 million tonnes, which is significantly higher than other categories. It is important to note that focusing only on emissions from BHP's own business operations will not give a complete picture of BHP's value-chain exposure, as can be seen in Figure 1 (BHP, 2026a). 
[image: ]
Figure 1. Composition of BHP’s reported FY2026 Scope 3 emissions, Source: Author’s own work based on BHP (2026a).
There are also some cautions regarding corporate emissions. BHP has seen a net rise in operational inventory from 8.7 million tonnes to 9.4 million tonnes from FY2025 to FY2026 as shown in Figure 2. The totals are not comparable because of activity and methodological changes; they do not provide any information about the carbon-intensity of a specific copper shipment (BHP, 2026a).
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Figure 2. Change in BHP’s unadjusted operational emissions, Source: Author’s own work based on BHP (2026a).
The marketing implication is that the progress of the company and the performance of its products are two separate things – and they need proof. Life cycle assessments rely on the definition of the system boundaries, as well as assumptions concerning electricity and allocation and data quality. These differences can be overlooked in the comparisons that are made, and this can make the product benefits seem even better (Azadi et al., 2020; Rachid et al., 2023). Marketing should therefore not build up general sustainability claims, but rather bring the technically proven information to the procurement process.
[bookmark: _Toc243553851]Energy, Ore Quality and Water Constraints
[bookmark: _Toc243553852]Production costs and reliability of production are also dependent on environmental conditions. A decrease in ore grades may lead to an increase in material processed per tonne of copper, which can lead to higher energy consumption unless technological advances counter this trend. Renewable electricity may help with the reduction of some emissions, but the extent to which this can contribute will depend on the energy needs of specific operations and the infrastructure in place (Li et al., 2024; Rötzer & Schmidt, 2020).
There is an opportunity for electrification but there is a difference between technical potential and demonstrated commercial performance. Aydogdu et al (2024) model the potential for emissions reduction for copper-mine haulage systems, but do not determine the same reduction potential in the case of BHP. Likewise, at copper mines in China, evidence was found to identify potential areas for improvement, but cannot be readily translated to mines with different geology or electricity conditions (Lu et al., 2023).
In a water scarce environment there are further trade-offs. More electricity or infrastructure could result from measures to improve water security, shifting environmental pressures instead of alleviating them. Thus, Negrete et al. (2024) show the need to consider the decarbonisation in relation to broader socio–environmental impacts. For BHP's marketing team, promises should consider these operating requirements rather than its core business being uninterrupted.
Biodiversity, Land and Community Relationships
[bookmark: _Toc243553853]Communication can gloss over the issue of climate and make biodiversity and social impacts seem invisible. There are potential conflicts between mineral extraction for renewable energy and biodiversity protection as identified by Sonter et al. (2020) Lèbre et al. (2020) also demonstrate that energy-transition minerals are linked to intricate environmental and social situations. It is therefore not possible to automatically compensate for ecosystem and/or livelihood damage by a climate-related benefit.
Owen et al. (2023) also provide evidence of the land–people nexus of transition minerals. Relationships with the community should therefore be interpreted as a precondition of responsible production, and not as a promotional asset. While BHP's marketing can share statements of substantiated commitments and customer-relevant evidence, it cannot take the place of consultation, operational accountability or independent scrutiny. All of these constraints make environmental differentiation a cross functional responsibility.
The Political–Legal Environment
[bookmark: _Toc243553854]Carbon Policy and Uneven Competitive Effects
[bookmark: _Toc243553855]Carbon policy can change relative attractiveness of mineral portfolios and production routes. But impacts are different for different commodities and across jurisdictions. Cox et al. (2022) simulate a global carbon tax and conclude that the impacts are different for various mining operations. Their analysis also suggests that exposure may be worth examining, and that carbon pricing doesn't necessarily have a negative impact on a mining firm.
Customers' exposure, competing suppliers' performance and availability of comparable emissions information are factors that affect BHP in regards to policy related opportunities. If a customer has more stringent carbon related responsibilities, that customer may want reliable environmental information, but does not necessarily represent a willingness to pay a premium. The risk of mineral supply also differs by commodity and therefore procurement is impacted by concentration, disruption, and substitution (Nassar et al., 2020).
Resource Governance and Credible Disclosure
Resource governance influences the potential for promised demand to be reliable supply. Geological availability does not imply economic and/or social viability of production. Project delays can occur when there are large amounts of resources available, but the project is constrained by environmental factors, governance issues, and/or stakeholder conflicts (Jowitt et al., 2020; Watari, Nansai, Nakajima, & Giurco, 2021).
That is why a disciplined disclosure process is necessary for marketing. Environmental information should provide details as to the period covered, the boundaries, the assurance and limitations. The research by Gholami et al. (2024) and Rachid et al. (2023) both suggest there is a need to explore climate matters throughout the life cycle of mines and methodological variation in environmental assessment. These discoveries support the idea of specific, qualified communication rather than overly broad terms like ‘sustainable copper.’
The commercial implications have been summarised in Table 1. There is a need to involve marketing in both, to provide market intelligence and evidence management; operational teams to provide production results.
Table 1. Implications of the two external influences
	External influence
	Commercial opportunity
	Principal constraint
	Marketing response

	Natural environment
	Demand for copper with credible environmental attributes
	Emissions, water, biodiversity and community trade-offs
	Communicate verified product information and explicit limitations

	Political–legal environment
	Customer demand for traceability and defensible procurement evidence
	Uneven policy exposure and inconsistent assessment methods
	Investigate account requirements and maintain controlled disclosure


Source: Author’s own synthesis based on Azadi et al. (2020), Jowitt et al. (2020), Cox et al. (2022) and Rachid et al. (2023).
[bookmark: _Toc243553856]Task 2: Growth Strategy and Competitive Advantage
[bookmark: _Toc243553857]Evaluating Growth through the Ansoff Framework
Ansoff's framework helps to differentiate growth through existing products, existing markets vs. new products, new markets. It is useful for recognising the various sources of uncertainty, but the categories provide no indication of whether an investment will be successful or not (Hooley et al., 2020). Therefore, for BHP, growth must be measured in the light of customer evidence, demands for implementation and environmental credibility.
Financial context is provided in Figure 3: copper revenue and bottom-up EBITDA has risen even though production has declined. This split does not illustrate an environmental premium; commodity prices, costs and other operating factors can impact financial results (BHP, 2026b). 
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Figure 3. Indexed change in BHP’s copper performance, Source: Author’s own work based on BHP (2026a, 2026b).
Table 2. Evaluation of Ansoff growth options for BHP
	Direction
	Application
	Evaluation

	Market penetration
	Increase conventional copper sales to existing customers
	Builds on relationships but offers limited differentiation

	Market development
	Sell existing copper products to new industrial customers
	Expands reach but introduces qualification and relationship costs

	Product development
	Offer existing customers copper with validated environmental specifications, traceability and procurement services
	Recommended, subject to evidence of customer value

	Diversification
	Enter unfamiliar products and customer markets
	Adds technological and commercial uncertainty


Source: Author’s own application of Hooley et al. (2020).
[bookmark: _Toc243553858]Product development for existing industrial customers - recommended approach. The proposed offering will be a copper product with an appropriate specification and traceable environmental information and contractual service commitments. Current customer relationships can be utilized as a source of customer requirements, however, that's no replacement for formal testing.
Care must be taken in classification – if copper is given a new label and not changed, it is promotion/penetration, not product development. The proposal qualifies, if there is a material difference in the verified specifications, qualification procedures or associated services from the customer offering. Research on circular business models (CBMs) can help explore value creation and value capture and is a reminder that environmental aspirations cannot guarantee commercial viability (Hina et al., 2022; 2023).
Porter’s Competitive Strategies
[bookmark: _Toc243553859]Differentiation with Cost Discipline
[bookmark: _Toc243553860]Porter's framework leads to the focus of the foundation and span of competitive advantage. Differentiation has more credibility than cost leadership in the absence of cost comparisons (Hooley et al., 2020). BHP should strive to be recognized for the characteristics which can be assessed by the customer: reliability of environmental data, traceability, technical consistency, delivery performance.
Differentiation is still subject to financial considerations. There may be a case for the customer to value verified info but reject a premium as a result of alternative suppliers meet a minimum. The proposition needs to therefore show the procurement benefits, such as less assessment effort or better visibility of the supply chain. Digital circular-economy research indicates that information can be used as a tool for coordinating and managing the product, but only in conjunction with the organization's capabilities and practicability (Kristoffersen et al., 2020; Rusch et al., 2023).
Defensibility and the Risk of Imitation
[bookmark: _Toc243553861]Certificates as well as digital interfaces are replicable. A better argument would be the operational information, coupled with customer integration, with independent assurance and the built-up technical know-how. However, these are likely to turn out to be market entry conditions instead of sustained return conditions (Hooley et al., 2020; Chauhan et al., 2022).
It's important for marketing, therefore, not to simply take transparency as a guarantee of difference. In cases where buyers perceive competing products as being equal, extra reporting expenses may also squeeze profit. Contract trials should be used to determine if the contract attributes under discussion impact real buying choices, not just positive surveys.
Designing the Offering around Industrial Procurement
BHP should start with a small number of existing customers that are specifically looking for environmental performance in their procurement process. Technical tolerances, reporting limits, assurance requirements and acceptable contract practices should be determined through research. These account-level questions can be addressed only by commodity-demand forecasting, and the former has been characterised by a high degree of uncertainty (Watari, Nansai, & Nakajima, 2021).
The proposed qualification process is shown in figure 4. Marketing aligns evidence and customer needs and operations and assurance functions determine if the claims are supportable.
[image: ]
Figure 4. Proposed customer qualification and assurance process, Source: Author’s own work based on Azadi et al. (2020), Rachid et al. (2023) and Rusch et al. (2023).
[bookmark: _Toc243553862]Circularity is also embraced in this process. Information of value to customers may exist for material recovery or secondary material strategies; however, circularity is not synonymous with reduced impact. Benefits are energy dependent, material quality, collection systems and commercial incentives (Kristoffersen et al., 2020; Hinak, 2022).
Digital Technology and the Marketing Contribution
[bookmark: _Toc243553863]Digital systems can provide a link between the shipment records, environmental evidence and customer specifications. They are most effective when they help in narrowing down the information gap and administrative burden. However, barriers cited in reviews include integration, access to data and organisational capability – technology is only part of the solution to sustainability gains.
AI can help with account segmentation, document classification and answer initial procurement questions. But, explanations that are generated should be limited to approved evidence. Fluently produced outputs may include information which is not supported by the source, and fabricated citations may lend credibility (Ji et al., 2023; Walters & Wilder, 2023). So that environmental claims can be used in customer communication, human approval is required.
Implementation and Performance Evaluation
The proposal should proceed through a limited pilot with explicit decision gates. Figure 5 presents an illustrative six-month sequence, rather than a published BHP commitment.
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Figure 5. Illustrative implementation schedule, Source: Author’s own work based on Hooley et al. (2020), Hina et al. (2023) and Rusch et al. (2023).
Table 3 connects marketing activity with measurable organisational outcomes. Targets should be established after baseline assessment, avoiding invented performance expectations.
Table 3. Proposed pilot evaluation measures
	Measure
	Definition
	Decision supported

	Qualification rate
	Customers accepting the specification ÷ customers assessed
	Whether the offering meets procurement requirements

	Incremental contribution
	Additional revenue less additional delivery, assurance and service costs
	Whether differentiation creates commercial value

	Evidence completeness
	Shipments with complete approved evidence ÷ pilot shipments
	Whether the proposition is consistently supportable

	Delivery reliability
	Deliveries meeting agreed terms ÷ pilot deliveries
	Whether operational performance sustains customer value

	Renewal behaviour
	Customers renewing after the pilot ÷ eligible pilot customers
	Whether expressed interest becomes repeat purchasing


Source: Author’s own proposed measures.
[bookmark: _Toc243553864]Scaling up must be based on commercial viability and sound environmental data. Even the best sales can't fix bad claims and the most sophisticated reporting can't compensate for an offering customers won't buy. This combines marketing's strategic input and operational responsibility.
Task 3: Managerial and Professional Reflection
[bookmark: _Toc243553865]Company Selection and Strategic Focus
[bookmark: _Toc243553866]I chose BHP because their involvement in the minerals that are key to electrification makes it an interesting management problem: providing energy transition is no guarantee of environmental sustainability with extraction. It renders the company appropriate for the analysis of marketing as a means of communicating environmental performance to customers in a way that doesn't promise more than the company delivers. Hence, for my analysis, I focused on the credibility of the proposed offering as compared to the belief that an increase in copper demand necessarily translates to a competitive advantage. This separation is in recognition of the environmental and social limitations to mineral development that have been found in the literature (Jowitt et al., 2020; Lèbre et al., 2020).
Selection of Environmental Actors
[bookmark: _Toc243553867]Natural and political–legal environments were given the highest priority as their interplay directly impacts the feasibility and credibility of 'environmental differentiation'. Emissions, availability of water, biodiversity and reliability of production are affected by natural conditions. These pressures can interact with political and governance conditions to impact investment and disclosure and expectations of stakeholders.
But, this option restricted the analysis. Other factors, such as the state of the economy, competitor behaviors and industrial purchasing practices also affect commercial results. In meetings with senior leadership, I would present to them that the selected actors give a focused assessment as opposed to a full picture of BHP's outside environment. Environmental opportunities should not be separated from the commercial realities and responsible resource governance (Sovacool et al., 2020; Watari, Nansai, Nakajima, & Giurco, 2021).
Reflection on the Growth Recommendation
[bookmark: _Toc243553868]I suggested product development for the already existing industrial customers, as a relationship already exists and this relationship will serve as a realistic basis for assessing a more challenging product offering. Value could be added above and beyond the traditional product attributes with verified environment specification, traceability and supporting procurement services.
The most questionable is that customers would pay back these benefits enough to cover its costs. Buyers may want environmental data as a minimum condition for purchasing, but not as an attribute to differentiate with. In addition, if the product doesn't change, it isn't substantive product development to simply relabel it. So I would put this forward as an experiment — a testable proposition — and a phased investment, not a great growth spurt. This method acknowledges that strategic frameworks may coordinate choices yet they can't make client request or benefit (Hooley et al., 2020).
Limitations and Further Information Required
[bookmark: _Toc243553869]Analysis is based on secondary evidence and corporate information. There are no confidential operating costs, comparison of competitors or product specific assurance records included. Corporate inventories of emissions also do not provide information about the environmental properties of individual shipments. Further, disparities in the assessment thresholds make it difficult to compare (Azadi et al., 2020; Rachid et al., 2023).
A consultant should perform a qualification inquiry to understand customers' qualification requirements, willingness to pay and contractual expectations before making final recommendations. BHP would also have to have some good estimates for the costs of assurances, the cost of the data systems, capacity of the operations and incremental contribution margins. It would be better to have independent verification of product claims and to involve appropriate operational and community stakeholders in the assessment.
Implications for Senior Leadership
My main suggestion would be to allow a limited test with specific commercial and environmental decision gates. Scaling up to be based on customer acceptance, reliable evidence, delivery performance and positive incremental contribution. On the professional side, this exercise confirmed the need to differentiate an appealing strategic story from an investment ready recommendation. Marketing has a part to play, because it is responsible for discovering the value that the customer is seeking and for ensuring that the evidence is coordinated. Leadership has a role to play in ensuring that capabilities at the operational level can deliver the promises made.
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