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	Abbreviation
	Full form / meaning

	AI
	Artificial intelligence

	CBAM
	Carbon Border Adjustment Mechanism

	CO₂ / CO2
	Carbon dioxide

	CO₂e
	Carbon dioxide equivalent

	DRI
	Direct reduced iron

	IEA
	International Energy Agency

	IPCC
	Intergovernmental Panel on Climate Change

	MtCO₂e
	Million tonnes of carbon dioxide equivalent

	plc
	Public limited company




[bookmark: _Toc243297160]1. Task 1 - Marketing Environment Analysis
[bookmark: _Toc243297161]1.1 Company context and analytical focus
Anglo American plc is a suitable case because its post-2025 portfolio centres on copper, premium iron ore and crop nutrients linked to the energy transition. In 2025, Scope 1 and 2 emissions were 6.3 million tonnes of carbon dioxide equivalent (MtCO₂e), compared with 7.3 MtCO₂e in 2024. Meanwhile, Scope 3 emissions were 136.6 MtCO₂e compared with 170.6 MtCO₂e (Anglo American plc, 2025a). Much of the value-chain impact therefore sits with customers. The analysis focuses on three external actors: the natural environment, technological change and the legal environment, with the natural environment receiving the strongest attention because it drives the other pressures.
[bookmark: _Toc243297162]1.2 External actor 1 - Natural environment and climate change
The most important external factor is the natural environment, particularly changing land, water, energy and carbon conditions. Global metal extraction increased almost fourfold between 1970 and 2022. Consequences of extraction and processing are documented extending through global supply chains (Giljum et al. 2025). The Intergovernmental Panel on Climate Change (IPCC, 2022) acknowledges that heavy industries are major challenges to achieving a low-carbon economy as emissions are often locked in energy, materials and products. Therefore, companies like Anglo American face challenges to decrease their footprint, while keeping their products useful to meet the needs of the decarbonizing economy. Should they fail to do either, they risk losing their social and business license to operate and future client demand.
There are signs of positive change in Anglo American’s 2025 emissions data, but the company also limits opportunities to make broad claims. Scope 1 and 2 emissions decreased by 14% year over year, while Scope 3 decreased by 20% (Anglo American plc, 2025a). Anglo American disclosed that some Scope 3 improvements relate to businesses that the company sold or divested during 2025, and the remainder relates to company operations (Anglo American plc, 2025a). This is an important consideration for marketing credibility because clients expect comparable boundaries, clear methods and evidence at the product level. Measurement quality, in this case, can support client trust and potentially serve as a basis for stronger, broad sustainability claims.
The World Bank (2020) estimates that by 2050 a climate-smart pathway would increase the demand for minerals such as graphite, lithium and cobalt. The International Energy Agency (IEA, 2021) links the expansion of electrical networks with growing copper demand and in the IEA (2025), copper demand is expected to increase by 30% under the Stated Policies Scenario to 2040. This shows the viability of Anglo American's Copper strategy, but increased mining of this metal increases the impact on land, water and energy. This makes it essential to increase controls on the environment. The actor works both ways. Climate goals and the associated increase in mining and demand of minerals pose a challenge while at the same time raising the bar on how stringently the industry is judged.
A favorable comparative advantage exists in Anglo American's quality of iron ore. Kumba's 2025 Sustainability Report indicates that around 98% of its total greenhouse gas emissions are Scope 3, and around 95% of Scope 3 is from processing sold products. The report states that 49% of the 2025 iron-ore sales by volume was sold to customers with verified net-zero targets (Kumba Iron Ore, 2025). The report explains why the commercial offer is related to downstream emissions. Anglo American should position its ore as contributing to a lower-carbon future. The ore alone will not accomplish this.
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Figure 1: Anglo American greenhouse-gas emissions, 2024 versus 2025. 
Source: Self-made based on Anglo American plc (2025a).
[bookmark: _Toc243297163]1.3 External actor 2 - Technological change and innovation
Technological change is a major external actor because automation, artificial intelligence (AI), electrification and new steelmaking methods can reshape mining productivity, safety, carbon intensity and demand for particular ore grades. Anglo American’s 2025 Integrated Annual Report describes digital and artificial-intelligence capabilities intended to support operational reliability, productivity and safer decisions (Anglo American plc, 2025a). Its 2025 partnership with the University of Birmingham and Cambridge Future Tech on carbon-recycling technology also links innovation with lower-emission steelmaking (Anglo American plc, 2025b). These tools may also improve maintenance planning and reduce exposure to hazardous operating conditions. These opportunities do not guarantee an advantage. Digital systems require accurate operational data, suitable skills, cybersecurity, governance and investment. New steelmaking routes may also change the ore grades and processing requirements buyers value.
The IEA (2020) explains that steel decarbonisation requires changes to process routes, energy supply and materials. Direct reduced iron (DRI), electrification and hydrogen-based methods may lower emissions where infrastructure, power and plant design support them, but cost and scale remain constraints. Anglo American should therefore avoid assuming that a technology announcement proves a product is low-carbon or commercially superior. It should compare life-cycle emissions consistently and validate ore performance with steelmakers before making claims (Anglo American plc, 2025a; Anglo American plc, 2025b). Pilots should measure carbon intensity, energy use, quality, reliability and total cost against a baseline, with accountability for data quality. Scaling should follow only when results are repeatable and benefits are demonstrated. Organisational learning can connect green innovation with competitive advantage, but benefits depend on implementation, not novelty alone (Khanra et al., 2022; Tu and Wu, 2021).
[bookmark: _Toc243297164]1.4 External actor 3 - Legal environment
The legal context is an important external actor since government actions determine permits, royalties, taxes, trade access, and environmental responsibilities and incentives related to critical minerals. All of these factors influence cost structures and potential markets Anglo American can enter. The Carbon Border Adjustment Mechanism (CBAM) is set up by EU legislation to create a carbon-related context for specific imports and make emission reporting commercially significant (European Parliament and Council, 2023). Destination of products and emissions of downstream supply chain could thus affect clients' compliance burden and sourcing strategies. Legal requirements are part of market access and value-chain data needs, not just a compliance matter. As the carbon border rules affect particular categories of products, Anglo American should find out whether there are any direct or indirect obligations imposed on its operations by means of customers' downstream supply chain.
Policies could stimulate demand for copper and other materials required for construction of new infrastructure and clean-energy transition, but the signals differ from one country to another and from one period of time to another. Permitting procedures, water constraints, environmental assessment, obligations towards the community, royalties, and export bans could delay projects or increase their costs. On the contrary, clear and consistent rules can help to decrease the uncertainty and stimulate low-emission investments. Energy transition is material-intensive process but increased demand does not imply that management can avoid taking into account impact on the local communities and regulatory legitimacy (World Bank, 2020; IEA, 2025). Anglo American needs to analyze regulations and timeframes in priority markets, not simply to believe sustainability claims.
The different systems of permitting and consultation require different project scheduling. The management should develop a country-specific policy map for priority assets and customers, including permits, carbon reporting, trade, taxation, mineral security policies. Analysis of scenarios should cover the impacts on costs, timeframes, and the value of products. Carbon and quality information should be auditable and appropriate for client reporting, avoiding any unexpected costs and unsupported claims (Anglo American plc, 2025a). The map should be frequently updated.
Table 1: Critical summary of the three external marketing environment actors
	Actor
	Key pressure
	Critical implication
	Management response

	Natural environment
	Climate, water, biodiversity and extraction impacts
	Lower emissions improve legitimacy, but growth can increase environmental impacts
	Renewable energy, efficiency, high-grade products, verified carbon data

	Technology
	Automation, electrification, AI and low-emission routes
	Innovation improves safety and emissions, but cost and scale remain uncertain
	Pilot, test and verify technical performance

	Legal
	Permits, tax, carbon and trade rules
	Policy creates opportunities but adds cost and uncertainty
	Map rules; test scenarios


[bookmark: _Toc243297165]1.5 Integrated judgement
These actors work together as opposed to operating in isolation. The natural environment puts pressure to reduce the impact but maintain demand for transition minerals; technological change affects how efficiently and credibly the company can respond; and legal decisions affect permits, trade access and emissions reporting. These three actors interact to shape both risks and opportunities. Anglo American must compete based on value, not just quantity or green talk. Green innovation can serve as a strategic resource if it provides value that is difficult to imitate (Khanra et al., 2022), and organisational learning can help connect innovation and competitive advantage (Tu and Wu, 2021). The firm requires linkage between environmental performance, product quality, and customer benefits.
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Figure 2: External-environment logic for Anglo American. 
Source: Self-Developed.
[bookmark: _Toc243297166]2. Task 2 - Strategic Growth and Competitive Positioning
[bookmark: _Toc243297167]2.1 Ansoff matrix and strategic recommendation
According to the Ansoff Matrix, there are four ways of growth: market penetration, market development, product development and diversification (Kotler, Armstrong, Harris and He, 2024). Product development is the most justified way of growth for Anglo American. It already has minerals, industrial customers and technical expertise. The strategic change is in offering improved product propositions making lower-carbon value measurable and useful for current and adjacent customers. The main offer should be a proven lower-carbon premium iron-ore proposition backed up with emissions data on the product level, quality data and customer trials. This is product development as the value proposition and specification are redefined based on a new customer need.
Market penetration has limited opportunities as it involves improving the sale of current products without changing the environmental proposition. Market development might have some opportunities in new regions, although new markets without differentiation could lead to increased price competition and regulations. Diversification is the riskiest path as it involves new products and markets at the same time. Product development provides a better risk-fit ratio as Anglo American can leverage its current competencies while addressing the challenges revealed in Task 1. The recommendation is to develop, pilot and scale lower-carbon product variants rather than diversify into something else.
[image: ]
Figure 3: Ansoff Matrix and recommended product-development route. 
Source: Self-developed.
[bookmark: _Toc243297168]2.2 Porter’s Generic Strategies: Differentiation and green innovation
Porter’s Generic Strategies consist of cost leadership, differentiation and focus. Anglo American should follow the differentiation strategy of delivering high-quality ore, traceability and lower carbon value rather than competing on price (Porter, 1980). Green innovation may lead to competitive advantage if it becomes the capability, not the campaign (Khanra et al., 2022). There are some green innovation cases in Anglo American. In 2022, it joined nuGen zero-emissions haulage system with First Mode and invested in acceleration (Anglo American plc, 2022). In 2025, it collaborated with the University of Birmingham and Cambridge Future Tech in order to create carbon-recycling technology for low-emission steelmaking (Anglo American plc, 2025b).
Rival programmes show these partnerships do not yet prove unique advantage or customer premium (BHP, 2025; Rio Tinto, 2025). There are three capabilities that must become the core of the competitive advantage. First, Anglo American needs the product-level carbon measurement in order to be able to compare its materials consistently. Second, Anglo American needs technical collaboration with steelmakers in order to measure ore quality, processing and emissions simultaneously. Third, it needs rigorous green marketing that ensures that all the claims are verifiable. It is important because the trust and risk perception influence the decision-making process regarding green purchase (Sharma, 2021). This will reduce the possibility of greenwashing that may harm the differentiation strategy.
[bookmark: _Toc243297169]2.3 Strategic implementation and controls
Implementation must be phased. In the first phase, Anglo American must establish the common product specification, the scope of the lifecycle, carbon-measurement method and protocol for claims. In the second phase, it should launch pilot projects with anchor customers who have to prove the link between ore quality and low-emission steelmaking route and their willingness to pay. Finally, in the third phase, Anglo American should scale only in case of proving customer value, effectiveness of abatement and profit margins. The research on digital business models shows that digital innovation can help to respond to the institutional sustainability pressure and improve green performance (Liang, Zhao and Lee, 2023).
The research on green supply chains also proves that the environmental practices and strategy must be aligned in order to achieve good results (Alghababsheh et al., 2022). Management must track four controls: product carbon intensity; sales related to customers that have credible transition targets; margin on differentiated products; capital cost per tonne of avoided carbon. The gate must compare the verified customer benefit with the cost of production, certification and delivery of the differentiated product. It will help to avoid the assumption that any investment in sustainability will produce market returns. The competitive advantage must be based on resource quality, low-carbon capability, customer partnerships, data and commercial rigor.
[bookmark: _Toc243297170]3. Task 3 – Managerial and Professional Reflection
[bookmark: _Toc243297171]3.1 Reflection on key decisions
I chose Anglo American because of a connection between changes in the natural environment, high-quality iron ore, copper and innovation. I identified the natural environment as the root pressure, with customers translating these into purchasing criteria and competitors offering alternative solutions. This differentiates actors in a customer choice process from other factors such as regulation which represents a useful distinction for this particular evaluation brief. Evidence underpins my Ansoff decision, with product development responding to a lower-carbon demand without the risk of new product and market combinations. The model provides the framework for making the decision, while company and competitor evidence determines whether the proposal is viable from a commercial perspective.
[bookmark: _Toc243297172]3.2 Limitations and information that a consultant would still seek
I recognise that the main limitation lies in the use of publicly available information. Corporate reports are a good source of primary data, but I recognise that the management framing can influence the performance and strategy. I would therefore carefully interpret the 2025 emission reductions requirement, because Anglo American reports portfolio movements along with underlying performance measurements (Anglo American plc, 2025a). I also recognise customer evidence as another limitation because market surveys cannot provide the precise willingness to pay of individual customers. As a real consultant, I would request the contract data from the customers, lifecycle assessment of product, competitor carbon-intensity benchmark, project-level abatement costs, carbon price scenarios and the evidence on specific ore characteristics that steelmakers value to produce low-emission steel. I would also analyse the speed at which such technologies as hydrogen-based direct reduction can scale and whether electricity availability would affect the business case (IEA, 2020; Johansson and Kriström, 2022).
[bookmark: _Toc243297173]3.3 Senior leadership conclusion
My recommendation to senior leadership is to pursue the lower-carbon product development as a business strategy rather than as a sustainability initiative. I consider Anglo American to have the right base in premium iron ore, copper, emissions measurement, and innovation partnerships, but I would not rely on the assumption that the customer will be willing to pay for just the green tag. I would therefore recommend proving the customer value, validating the environmental claim, testing the economics and then scaling. This recommendation is in line with the research findings that green product innovation could help achieve performance when market innovation and organisational capabilities are in place (Appiah and Essuman, 2024; Tu and Wu, 2021). I would recommend that senior leadership support the targeted pilots, the high bar of evidence and stage-gating of the investment. In my view, success will be achieved through profitable lower-carbon growth that the customer trusts and that competitors cannot easily replicate.
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