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Introduction
The metals and mining industry is among the largest contributors to global greenhouse gas (GHG) emissions, accounting for approximately 25% of the emissions produced by the world’s 12,000 largest companies. As concerns about climate change intensify, mining companies face increasing pressure from governments, investors, customers, and society to reduce their environmental impact. 
Broken Hill Proprietary Company, (BHP) is one of the world's largest mining companies, producing key commodities including iron ore, copper, metallurgical coal, and nickel. Operating across several continents, the company plays a significant role in supplying resources that support global industrial development and the energy transition. However, mining activities are associated with substantial environmental impacts, particularly greenhouse gas (GHG) emissions and resource consumption. As pressure from external stakeholders increases, BHP has committed to reducing its operational emissions and supporting the transition to a net-zero economy through investments in decarbonisation technologies and renewable energy initiatives (BHP, 2025). Sustainability has become a strategic priority for the company, reflecting the growing importance of environmental responsibility within the global mining sector. 
According to Kotler et al. (2024), organisations operate within a marketing environment consisting of external actors and forces that influence business decisions and performance. Therefore, BHP provides a relevant case for examining how external marketing environment actors influence organisational strategies and the development of lower-carbon products. This analysis examines two key external marketing environment actors affecting BHP's transition towards lower-carbon products: the Natural Environment and the Political/Regulatory Environment. Emphasis is placed on the Natural Environment as the primary driver of the company's sustainability strategy.
[bookmark: _Toc231942421]Task 1 Marketing Environment Analysis 
[bookmark: _Toc231942422]Natural Environment Actor
The natural environment is the most significant external marketing environment actor influencing BHP's transition towards lower-carbon products. Brown, (2015) defines the natural environment as the physical and ecological resources that organisations depend on, including climate, natural resources, biodiversity and environmental sustainability concerns. For mining companies such as BHP, this actor is particularly important because their operations rely heavily on land, water, energy and mineral resources while simultaneously contributing to environmental degradation and greenhouse gas emissions.
Climate change represents one of the most significant challenges facing the global mining industry. Rising temperatures, extreme weather events, droughts and flooding can directly disrupt mining operations, damage infrastructure and increase operational costs. BHP has recognised that climate related physical risks could affect productivity and long-term business performance, particularly in regions vulnerable to water scarcity and extreme weather conditions. As a result, environmental sustainability has become a strategic business issue rather than simply a corporate social responsibility concern.
According to Abbott, (2025) The growing global focus on reducing carbon emissions has also transformed customer expectations. Many of BHP's customers, particularly steel manufacturers, are under pressure to reduce emissions throughout their supply chains. Since iron ore is a key component in steel production, BHP faces increasing demand for lower-carbon solutions that can support customers' decarbonisation goals. This has encouraged the company to invest in research partnerships and technologies aimed at reducing emissions associated with steelmaking and mining operations. In this way, the natural environment directly influences product development, investment decisions and long-term strategic planning.
From a marketing perspective, environmental concerns create both opportunities and threats for BHP. One significant opportunity is the ability to strengthen corporate reputation and competitive advantage through sustainability leadership. Investors increasingly favour companies with strong environmental, social and governance (ESG) performance, while customers seek suppliers that demonstrate credible commitments to sustainability, (Kumar, 2025). By investing in renewable energy, emissions reduction initiatives and cleaner production technologies, BHP can position itself as a responsible and future-focused organisation. This differentiation may strengthen stakeholder trust and support long-term customer relationships.
However, the natural environment also creates substantial challenges. Transitioning towards lower-carbon products requires significant financial investment in new technologies, infrastructure and operational processes. These investments may reduce short-term profitability and involve considerable uncertainty regarding future returns. Furthermore, although BHP can directly reduce emissions generated by its own operations, a large proportion of emissions associated with its products occur downstream during steel production. These so-called Scope 3 emissions are difficult for the company to control because they depend on the activities of customers and supply chain partners (Connelly, 2025).
A critical evaluation suggests that while BHP has made significant commitments towards decarbonisation, questions remain regarding the pace and scale of change within the mining sector. Some environmental groups argue that mining companies continue to face tensions between economic growth objectives and sustainability goals. The continued demand for mineral extraction may create conflicts between shareholder expectations and environmental responsibilities. Nevertheless, the increasing urgency of climate change means that companies unable to adapt to environmental pressures risk losing legitimacy, investment and market opportunities (Archer and Calvão, 2025). 
Overall, the natural environment presents both risks and opportunities for BHP. While climate change and resource constraints can negatively affect mining operations, they also encourage the company to innovate and adopt more sustainable practices. By responding to these environmental pressures, BHP can improve its competitiveness and meet growing stakeholder expectations. As a result, the natural environment remains the key external factor driving the company's shift towards lower-carbon products.
[bookmark: _Toc231942423]Political and Regulatory Environment 
The political and regulatory environment is another important external marketing environment actor influencing BHP's sustainability strategy. According to Kotler et al. (2024), political forces include government policies, legislation and regulatory frameworks that affect business activities. In recent years, governments around the world have introduced stricter climate policies to support emissions reduction and achieve international sustainability targets.
For BHP, environmental regulations create significant pressure to reduce greenhouse gas emissions and improve sustainability performance. Carbon pricing mechanisms, emissions reporting requirements and environmental protection laws have increased the importance of decarbonisation across the mining sector. Compliance with these regulations is essential because failure to meet environmental standards may result in legal penalties, financial costs and reputational damage (Baranzini, et al, 2017).
The political environment also creates opportunities. Many governments are investing in renewable energy infrastructure, hydrogen technologies and low-carbon industrial development. Such initiatives encourage mining companies to collaborate with technology providers and manufacturing industries to develop cleaner production processes. BHP has responded by supporting projects and partnerships focused on reducing emissions throughout the mining and steelmaking value chain.
Acording to Kumar, Singh and Singh, (2024) regulatory expectations have increased the need for transparency in sustainability reporting. Investors, customers and regulators increasingly demand detailed information regarding emissions performance, climate-related risks and environmental targets. As a result, BHP publishes sustainability and climate disclosures that communicate its progress towards decarbonisation objectives.
Despite these opportunities, regulatory uncertainty remains a challenge. Climate policies differ across countries, creating complexity for multinational organisations. Changes in carbon taxes, emissions standards or environmental legislation may affect investment decisions and operational planning. Nevertheless, the political and regulatory environment plays a critical role in accelerating BHP's transition towards lower-carbon products by encouraging innovation, accountability and long-term sustainability planning
[bookmark: _Toc231942424]Conclusion 
BHP's transition towards lower-carbon products is significantly influenced by external marketing environment actors, particularly the Natural Environment and the Political/Regulatory Environment. The Natural Environment is the most important driver because climate change, environmental risks and stakeholder expectations require the company to reduce emissions and adopt more sustainable business practices. At the same time, governments and regulators reinforce these pressures through environmental legislation, carbon reduction policies and sustainability reporting requirements. Together, these actors create both challenges and opportunities for BHP. While decarbonisation requires substantial investment and organisational change, it also supports innovation, strengthens corporate reputation and enhances long-term competitiveness. Therefore, BHP's future success will depend on its ability to respond effectively to these evolving environmental and regulatory pressures.
[bookmark: _Toc231942425]Task 2: Strategic Growth and Competitive Positioning – BHP
Building on the environmental analysis in Task 1, it is evident that BHP is operating in a rapidly changing business environment shaped by climate change, stricter government regulations, and increasing pressure from customers and investors to adopt more sustainable practices. These external forces are driving a global shift towards lower-carbon production, particularly in high-emission industries such as metals and mining. As a result, BHP must adopt a strategic growth approach that allows it to remain competitive while also reducing its environmental impact.
This report uses the Ansoff Matrix to evaluate BHP’s strategic growth options and recommends the most suitable approach for supporting its transition towards a lower-carbon business model. The analysis concludes that product development is the most appropriate strategy because it enables BHP to create improved, lower-carbon versions of its existing products for current industrial customers. This approach supports both sustainability goals and long-term competitive advantage.
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Figure 1. Ansoff Matrix for BHP
Adapted from Igor Ansoff (1957) and applied to BHP's strategic growth opportunities.
A tool that shows 4 ways a company can grow, market penetration focuses on increasing sales of existing products within existing markets, typically through pricing strategies or increased marketing efforts. Market development involves entering new markets with existing products, such as expanding geographically. Product development refers to introducing new or improved products into existing markets. Finally, diversification involves entering new markets with new products, representing the highest level of risk (Clarissia, 2020).
In the context of BHP, while all four strategies offer potential value, product development is the most relevant due to the company’s need to respond to sustainability pressures without abandoning its established industrial customer base.
[bookmark: _Toc231942427]Recommended Strategy: Product Development
Product development is the most suitable growth strategy for BHP because this strategy involves developing lower-carbon versions of existing commodities such as iron ore, copper, and nickel (Loredana, 2016). These materials are essential for global industries, particularly steel production and renewable energy infrastructure. However, these industries are under increasing pressure to reduce their carbon emissions. As a result, customers are demanding suppliers who can provide more sustainable raw materials with lower environmental impact. (Zhang, Jiao, Zhang and Guo, 2021).
BHP can respond by using cleaner ways to produce materials, switching to renewable energy in its mining sites, and using new technology to reduce emissions in its supply chain. For example, it can improve energy efficiency in its operations and work with customers to develop lower-carbon steel.
BHP can also focus more on “transition minerals” like copper and nickel, which are important for electric cars, batteries, and renewable energy. Demand for these materials is expected to grow as more countries move towards a low-carbon economy.
Overall, product development allows BHP to remain competitive in its traditional markets
[bookmark: _Toc231942428]Competitive Advantage 
Product development helps BHP gain and maintain a competitive advantage in several important ways. One of the most significant benefits is product differentiation. By developing lower-carbon iron ore and investing in technologies that reduce emissions across the value chain, BHP can offer products that better meet the changing needs of customers. As governments, investors, and consumers place greater emphasis on sustainability, companies increasingly prefer suppliers that can support their environmental goals. This allows BHP to stand out from competitors that may be slower to adapt to these expectations (Bükec, 2026). 
Product development also strengthens customer relationships. Many of BHP’s key customers, particularly steel manufacturers and automotive companies, are under pressure to decarbonise their operations and reduce their carbon footprint. By collaborating with these customers on innovative low-carbon solutions, BHP can create long-term strategic partnerships based on shared sustainability objectives. Strong customer relationships can improve loyalty, increase repeat business, and provide BHP with a more stable demand for its products.
In addition, the development of sustainable products enhances BHP’s corporate reputation and brand image. According to Kamal and Khan (2026). Environmental, Social and Governance (ESG) factors have become increasingly important to investors and other stakeholders. Demonstrating a commitment to innovation and sustainability can make BHP more attractive to investors while also reducing reputational risks associated with environmental concerns. A positive reputation can provide a significant competitive advantage in an industry that often faces scrutiny regarding its environmental impact.
Another advantage is the opportunity to achieve a first-mover advantage. By investing early in low-carbon technologies and sustainable product development, BHP can establish itself as an industry leader before competitors fully adopt similar initiatives. According to Mesut, (2026), Early investment allows the company to gain valuable experience, develop expertise, and build partnerships that may be difficult for competitors to replicate. This leadership position can help secure market share and strengthen BHP’s long-term competitiveness.
Although new technologies can be expensive at first, they can reduce energy use and waste, which lowers operating costs. As governments introduce stricter environmental policies, companies that have already invested in sustainable solutions may be better positioned to manage compliance costs and avoid potential financial penalties (Zheng, Huang, jiang and Dong, 2026).
Overall, product development enables BHP to respond effectively to changing market conditions, strengthen stakeholder relationships, enhance its reputation, and position itself as a leader in the transition to a lower-carbon economy. These benefits help the company remain competitive while supporting long-term business growth and sustainability objectives.
[bookmark: _Toc231942429]Critical Reflection on AI Usage in the Development of the Report 
[bookmark: _Toc231942430]a. Tool Disclosure
Artificial Intelligence (AI) tools were used in a limited and controlled manner throughout the development of this report, in accordance with the assessment guidelines. Google Scholar (Google, 2026) was used to identify relevant academic sources and journal articles relating to strategic management and the Ansoff Matrix. OpenAI, (2026) ChatGPT was used as a research support tool to clarify concepts, compare information from different sources, and assist in understanding marketing theories. (Grammarly, 2026) was used to review grammar, spelling, punctuation, and sentence structure to improve the overall readability of the report. Additionally, Quill Bot was used selectively to paraphrase sentences and improve clarity while ensuring that the original meaning of the content was maintained. For the visual component of the report, an AI image-generation tool was used to create a simplified version of the Ansoff Matrix diagram for presentation purposes.
All AI-assisted outputs were reviewed and edited before inclusion in the final submission to ensure they met academic standards and reflected my own understanding of the topic.
[bookmark: _Toc231942431]b. Critical Evaluation of AI Output
All information obtained through AI-supported tools was critically evaluated and verified against academic literature, lecture materials, and credible business sources. Sources identified through Google Scholar were assessed for relevance, credibility, and alignment with the report objectives. 
To identify potential inaccuracies or “hallucinations,” outputs were examined for conceptual correctness, logical consistency, and factual accuracy. For example, AI-generated explanations of the Ansoff Matrix were compared with academic definitions to confirm that each growth strategy was assigned to the correct quadrant. Where AI produced overly general or unsupported statements, the
se were either revised or removed. 
[bookmark: _Toc231942432]c. Contribution Analysis
AI tools contributed primarily to research support, language refinement, proofreading, and visual design assistance. Google Scholar helped locate relevant academic references. Grammarly improved the quality of written communication, and Quill Bot supported the paraphrasing of selected passages. The AI image-generation tool assisted in creating a cleaner and more professional visual representation of the Ansoff Matrix.
The selection of evidence, application of theory to BHP, and final conclusions were based on my own judgement and critical thinking. AI tools supported the process but did not replace independent analysis or decision-making.
[bookmark: _Toc231942433]d. Ethical & Professional Reflection.
The use of AI in marketing analysis presents both opportunities and challenges. While AI can improve efficiency, support research and enhance communication, it also raises concerns regarding accuracy, transparency and academic integrity. Users must remain responsible for verifying AI generated information and ensuring that it is not presented as original thought without proper review (Gouseti, James, Fallin and Burden 2025).
In this report, AI was mainly used to help with research, improve grammar and writing, rephrase content, and support creative tasks. This experience showed that while AI can save time and improve productivity, it is still important to use critical thinking and personal judgement. In marketing, AI can help generate ideas and analyse information, but important decisions should still be based on reliable evidence and human expertise.
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ANSOFF MATRIX - BHP

The Ansoff Matrix shows four growth strategies based on products (existing or new)
and markets (existing or new).
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1. MARKET PENETRATION

* Increase sales of existing products
in existing markets.

« Strategies: lower prices, promotions,
increase marketing, improve
customer service.

+ Example for BHP: Increase sales of
iron ore, copper and coal to current
customers such as steelmakers.
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3. MARKET DEVELOPMENT

* Introduce existing products
into new markets.

« Strategies: expand to new regions,
new customer segments or
new industries.

« Example for BHP: Sell iron ore or
copper to new countries or growing
economies.

2. PRODUCT DEVELOPMENT

New Products

Develop new or improved products

for existing markets.

Strategy: innovate and create lower-
carbon products and solutions.

Example for BHP: Develop lower-carbon
iron ore for green steel, or offer more
copper and nickel for clean energy
technologies.

4. DIVERSIFICATION

Develop new products for new
markets.

Strategy: enter industries that are
different from current operations.
Example for BHP: Invest in new
businesses such as battery
manufacturing or hydrogen production.
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Recommended Strategy for BHP:

Product Development.

This allows BHP to create lower-carbon products for its existing customers and supports its transition
to a more sustainable and competitive business.





