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Marketing Environment Analysis and Lower-Carbon Growth Strategy

Marketing Environment Analysis
BHP Group Limited (BHP) is a global resources company headquartered in Australia with major interests in iron ore and copper, creating strategic tension because mining has a high environmental impact; however, these resources are vital for electrification, infrastructure, and the transition to a low-carbon economy. For the first time in FY2026, copper contributed towards more than half of BHP's underlying earnings before interest, tax, depreciation and amortisation (EBITDA), with production at approximately 2 million tonnes (Mt) (BHP, 2026a). 
Consistent with Kotler et al.' (2024, pp. 115-117) emphasis on analysing external marketing forces, this analysis focuses on Environmental, Political and Legal actors influencing BHP's transition. Together, these actors show how environmental pressures, government policy, and enforceable requirements shape BHP's strategic options. This analysis evaluates the external forces influencing BHP and their impact on market attractiveness, production requirements, and BHP's lower-carbon value proposition.
Environmental Actor
Environmental pressures threaten both the environmental sustainability and financial viability of BHP's current production model. Mining extraction, processing, and transport are energy-intensive and face increasing pressure to reduce environmental impacts (Gholami, Tokac and Zhang, 2024). Environmental pressure extends beyond carbon emissions: critical-mineral development may increase water shortages, ecological impacts, and community conflicts, including in Australian and Chilean mining regions (Berthet et al., 2024). 
BHP reported operational greenhouse gas emissions of 9.4 million tonnes of carbon dioxide equivalent (MtCO2-e) in FY2026, 33% lower than its adjusted FY2020 baseline; however, this decline reflects the temporary suspension of Western Australia Nickel (BHP, 2026a). The reduction thus indicates improvement, but not necessarily structural decarbonization throughout the portfolio. From a marketing perspective, BHP should prove that lower-emissions supply reflects real improvements in production performance.
Ironically, the shift that pressures the mining industry also makes copper more commercially appealing. The International Energy Agency (IEA, 2026) identifies copper as a strategically significant material in energy, transport, construction, and digital infrastructure and projects that, based on announced projects and current policy settings, primary supply availability could fall by about 25% by 2035. It also notes a 40% decrease in average copper ore grades since 1991, increased capital intensity, and longer project lead times. 
BHP also predicts that copper demand will rise from about 34 million tonnes per annum (Mtpa) to more than 50 Mtpa by 2050, driven by conventional development, electrification, and digitalisation (BHP, 2026a). This presents a significant opportunity for a firm with high copper exposure, but it also brings challenges: higher output may increase pressure on water, biodiversity, and emissions, and it may reduce returns as project costs rise. The marketing implication is to meet rising transition-motivated demand by increasing supply and reducing and testing the environmental impact of production, rather than increasing volume alone.
This means operational decarbonisation is required to mitigate risk and create a new market opportunity. According to Negrete et al. (2024), key pathways for decarbonising mining include electrification, fuel switching, the circular economy, energy efficiency, and low-carbon technologies. According to BHP (2026a), 80% of the electricity consumed across the company's assets came from renewable sources in FY2026, and the company is also testing battery-electric haul trucks and locomotives. However, large-scale battery-electric mining systems remain under development, creating technological and capital uncertainties. Cleaner production does not necessarily help BHP to differentiate its products in the market.
Customer value is achieved only when environmental improvements are credibly measurable and can be shown to minimise buyers' economic, regulatory, or reputational exposure. In this way, environmental performance can support positioning, but only when operational improvements become proven features customers can identify and use.
Political Actor
Government climate policies present both opportunities and uncertainties for BHP as they shift to lower-carbon production. According to the Department of Climate Change, Energy, the Environment and Water (DCCEEW, 2026a), the Australian Government's latest Safeguard Mechanism Review is examining post-2030 emissions baseline decline rates, on-site abatement incentives, plans to support trade-exposed industries, and the future role of credits. These decisions matter to BHP because mining projects are long-term investments, so future policy uncertainty may affect when and where the company invests capital in decarbonisation. Stronger future climate policy can lead BHP to invest earlier in cleaner production, whereas policy uncertainty can make it harder to decide when to invest and what returns to expect. BHP must therefore factor in alternative policy scenarios to focus more on lower-carbon investments, rather than relying on the current policy settings not to change.

Environmental policy stringency may also affect innovation and competitiveness. Fabrizi et al. (2024) found that stronger environmental policy can facilitate innovation and international competitiveness, especially in more pollution-intensive settings. Although this evidence does not indicate that BHP will receive the same benefits, it suggests that earlier investment in cleaner technologies and lower-carbon operating systems can enhance the company's readiness as government climate policies evolve. However, competitors in countries with less strict policies might face lower transition costs, reducing the benefits of early action. BHP should therefore adopt phased, flexible investment to respond to changing government priorities and maintain lower-carbon production commercially.

Legal Actor
Legal regulations impose additional immediate operating and financial ramifications on BHP because environmental pressures become legally binding requirements. Under Australia's Safeguard Mechanism, covered facilities must reduce their allocated emissions at a default rate of 4.9% annually until 2030 (DCCEEW, 2026b). For BHP, these requirements underscore the importance of operational abatement, accurate carbon accounting, and long-term investment planning. The biggest risk is the incremental compliance and capital costs of cutting emissions, especially in long-lived mining assets where meeting increasingly stringent regulations may require enormous capital. Legal pressure would be less fundamental than the natural environment as the initial source of change, but it would provide more immediate managerial restraint, as expectations about the environment could be quantified as compliance requirements.

Better compliance mechanisms can also benefit BHP. Accurate emissions measurement and credible environmental information can help BHP meet regulations and make its lower-emissions offering more viable. Earlier investments in cleaner technologies and emissions-management systems can lower future compliance risk, though it depends on whether BHP can afford such improvements at a competitive cost. The marketing implication is that BHP's lower-carbon positioning should be backed by quantifiable, acceptable environmental performance rather than unverifiable environmental claims. Legal adherence may thus enhance BHP's credibility in the market, not to replace, but to supplement, the operational gains behind the lower-carbon offering.

Environmental, Political, and Legal actors jointly pressure BHP's lower-carbon strategic decisions. Environmental forces increase demand for transition minerals and the need to mitigate mining impacts, while legal requirements impose direct compliance and operating impacts. BHP must therefore develop a growth strategy that meets rising copper demand without relying on selling more copper. The greatest opportunity lies in linking believable, quantifiable environmental benefits to something that will generate commercial utility. This provides the strategic basis for considering Product Development through the Ansoff Matrix in Task 2

Table 1. External Marketing Environment Analysis
	Actor
	Evidence
	Opportunity
	Threat
	Marketing implication

	Environmental
	Rising copper demand (IEA, 2026); water and community pressures (Berthet et al., 2024); BHP operational emissions (BHP, 2026a).
	Transition-led copper growth.
	Higher environmental and project costs.
	Expand only with verified lower-emissions performance.

	Political
	The 2026-27 Safeguard Mechanism Review signals evolving post-2030 policy settings (DCCEEW, 2026a).
	Policy preparedness and innovation (Fabrizi et al., 2024).
	Policy uncertainty and uneven international stringency.
	Use phased, flexible decarbonisation investment.

	Legal
	Declining Safeguard baselines require compliance, including a 4.9% annual default decline rate to 2030 (DCCEEW, 2026b).
	Stronger emissions-management capability.
	Compliance and capital costs.
	Support positioning with measurable, auditable performance.


Source: Self-made.
Task 2: Strategic Growth and Competitive Positioning
Task 1 indicates that BHP must address three related external pressures as it expands copper production. Environmental pressures increase demand for copper but also increase pressure to reduce mining impacts (IEA, 2026; Gholami, Tokac and Zhang, 2024). Political uncertainty will influence investment decisions (DCCEEW, 2026a), and legal requirements raise the expectations of quantifiable environmental performance and compliance (DCCEEW, 2026b). These results imply that BHP must expand by developing a better, lower-emissions product rather than simply selling more. Product Development is thus the most appropriate Ansoff fit.

The four Ansoff growth options (Ansoff, 1957; see Table 2) offer different responses to these pressures. Market Penetration would help BHP capitalise on rising copper demand by selling more of its current commodities in existing markets, but it would not significantly change the lower-carbon value proposition. Market Development could expand BHP's existing commodities into new geographic or sector markets, although it would offer limited environmental differentiation. Diversification would entail new products or services in new markets and would therefore involve the highest investment, capability development, and execution risk. Product Development is the best fit because it enables BHP to enhance its current commodity products for current markets using existing assets and decarbonisation capabilities (BHP, 2026a).

Table 2. Ansoff Matrix Applied to BHP
	Products / Markets
	Existing Markets
	New Markets

	Existing Products
	Market Penetration: sell more existing commodities; limited differentiation.
	Market Development: enter new markets with existing commodities; limited environmental change.

	New / Improved Products
	Product Development - Recommended: improved lower-emissions offering with verified performance and traceability.
	Diversification: new low-carbon products or services in new markets; highest execution risk.


Source: Adapted from Ansoff (1957); BHP-specific application informed by BHP (2026a) and BHP (2026b).
BHP must start by offering a lower-emissions version of copper and should expand the strategy to other products only after proving the commercial and environmental rationale. Although the product remains copper, verified emissions performance, product-level environmental information, and traceability add value and make the offering an enhanced industrial product. According to Ansoff (1957), product development involves maintaining the current market or mission while adding new or different product features. These additional features therefore justify the Product Development category, as BHP would enhance its current commodity product rather than enter an entirely new market. Copper is the most rational place to begin because Task 1 established high levels of transition-led demand, material significance to BHP earnings, and the current decarbonisation of operations.

Operationally, BHP ought to encourage renewable power, electrification, and other practices that minimise long-term emissions. BHP should then translate these operational enhancements into product-level carbon information and independent validation, so reduced-emissions traits can be proven rather than merely claimed. Scaling should start at the chosen copper volumes and increase only with proven emissions reductions at a reasonable incremental cost. 

This step-by-step approach matters because large-scale battery-electric mining systems are still early in development, and the required capital investment can be enormous (BHP, 2026a). Economic feasibility should thus be measured in terms of incremental margin, return on decarbonisation investment and cost of verified emissions reduction. This incremental strategy minimises risk because BHP can test whether a better offering is effective and economically viable before implementing it more broadly.
Porter's Generic Strategy: Differentiation
A differentiation strategy will work only if customers view BHP's lower-emission offering as more useful than competitors' offerings. According to Porter (1980), customers tend to become less price-sensitive when they perceive value and clear differentiation in an offering, but establishing such differentiation can be expensive. BHP's potential advantage goes beyond merely making a sustainability assertion. According to BHP (2026a), in calendar year 2025, its iron ore and copper production intensity was in the lowest 25% of global mining activity examined by Commodities Research Unit (CRU), but this comparison relies on CRU assumptions and estimates (BHP, 2026a). Together with operating scale, existing customer relationships, technology experiments, verification, and traceability, this provides a viable platform to offer lower-emission commodities at a commercially significant scale. Ong et al. (2024) also support the argument that a business's operational and technological capabilities are more important than green marketing. This does not prove superiority over competitors, but it reinforces the differentiation argument.

This advantage is not guaranteed to be valuable in the long term, since other large mining corporations will reduce emissions, and lower-carbon performance can become an industry norm rather than a competitive advantage (Porter, 1980). BHP therefore ought to maintain cost discipline and strengthen the proposition with operational data and relational support. Efficiency should be backed by differentiation, since environmental benefits generate little commercial value when delivery costs are too high, or competitors can offer the same performance.

The implementation must be in phases. Major risks include high investment costs, new technologies, changes in commodity prices, changes in regulation, competitors duplicating the strategy, and false environmental claims. According to the Australian Competition and Consumer Commission (ACCC, n.d.), environmental claims should be true, factual, and non-deceptive. Management should monitor the key indicators shown in Table 3, including emissions per tonne, independently verified production, the return on investment in decarbonisation, and the proportion of renewable electricity and traceable production.
Table 3. Strategic Implementation Scorecard
	Strategic initiative
	Benefit
	Principal risk
	KPI

	Decarbonise copper production
	Credible lower-emissions basis
	Capital cost; technology immaturity
	Emissions intensity; renewable-electricity share

	Verify product-level carbon
	Credible differentiation
	Measurement and verification cost
	Percentage independently verified

	Trace environmental attributes
	Demonstrable performance
	Double counting; governance failure
	Tonnes traceable

	Scale selectively
	Capital discipline
	Volatility; imitation; overinvestment
	Return on decarbonisation investment; incremental margin


Source: Self-made based on BHP (2026a), ACCC (n.d.) and Ong et al. (2024).
Task 3: Managerial and Professional Reflection
Choice of External Actors
Reflecting on the decisions in this report, BHP is an informative example because it illustrates the conflict between mining's environmental impacts and the role of minerals like copper in electrification and infrastructure. Although the assessment recommends BHP, I chose the external forces that mattered most to its lower-carbon transition. I prioritised the Environmental, Political, and Legal actors because they represent three distinct pressures: the environmental impact of mining, uncertainty about the government's climate policy direction, and binding requirements that affect operating and investment choices. 

Change in Perspective
My initial assumption was that increasing copper production would be the most self-evident method for BHP to expand. The analysis challenged this view by showing that volume growth can increase emissions, water and biodiversity pressures, and subject BHP to policy and compliance risks. I therefore realised that true environmental enhancement requires sustainable development and must be included in BHP's marketing pattern, and cannot be considered in isolation.

Strategic Recommendation
This new knowledge also affected the strategic approach that I suggested. I chose Product Development because BHP can enhance an existing copper product with proven lower-emissions performance, product-level environmental data, and traceability while staying within existing markets. Market Penetration may meet growing demand, but would leave BHP's offerings largely unchanged. Market Development could enter new markets without significant environmental differentiation, whereas Diversification would require more capabilities and carry higher execution risk. Porter's differentiation strategy suggests that BHP can compete by demonstrating visible, tangible environmental performance that competitors cannot easily replicate, rather than just making sustainability claims.
I also realised that differentiation might not be sustainable, since competitors could reduce emissions and lower-carbon performance might become standard practice in the industry. Differentiation thus needs efficient operations and cost control. 

Limitations
There are significant limitations to the analysis. BHP's evidence is largely self-reported, which can present a positive view of its performance but limits the ability to make future predictions. Changes in BHP's portfolio, such as the temporary shutdown of Western Australia Nickel, also affected the reported decrease in operational emissions, complicating interpretation of the results (BHP, 2026a). 
Studies indicate that loyal customers may be more willing to pay and less likely to switch suppliers, although this data is not mining-specific and does not show how BHP customers would react (Casidy & Lie, 2023). Public information also offers partial insights into competitors' production costs, project-level margins, internal investment thresholds, and the cost of scaling lower-emissions technologies.

Additional Information Needed
Before recommending a final course of action to senior management, I would assess each asset's costs, operating costs, product margins, internal carbon prices, and the cost of reducing emissions. I would also rely on customer interviews and willingness-to-pay research to determine whether proven emissions performance, traceability, and certification affect procurement decisions or contract terms. Competitor benchmarking must cover emission levels, verification systems, technological requirements, and the cost of similar lower-carbon projects. Additional data should include product life-cycle data, confidential contract evidence, technology-readiness tests, and scenario analyses of commodity prices, carbon payments, and future regulations. This would help management assess the financial viability and scalability of Product Development and Differentiation under different market conditions and policies.
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List of Abbreviations
	Abbreviation
	Meaning

	ACCC
	Australian Competition and Consumer Commission

	BHP
	BHP Group Limited

	DCCEEW
	Department of Climate Change, Energy, the Environment and Water

	EBITDA
	Earnings before interest, tax, depreciation and amortisation

	FY
	Financial year

	IEA
	International Energy Agency

	KPI
	Key performance indicator

	Mt
	Million tonnes

	MtCO2-e
	Million tonnes of carbon dioxide equivalent

	Mtpa
	Million tonnes per annum
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